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INTRODUCTION 

IN pre-war days industrial strife was one of the most 
serious problems confronting Britain. In 1913, 
11,491,000 working days were lost through strikes 
and lock-outs. The situation was steadily growing 
worse, when the war came and united the contending 
forces in the country. Then, although from time to 
time during the war there was a recrudescence of 
unrest, it was held in check by a consciousness of the 
national danger. 

After the war, however, it broke out again with 
redoubled force. In 1919, according to the Labour 
Gazette, published by the Ministry of Labour, there 
were 1352 strikes and lock-outs, affecting 2,596,000 
persons, and involving the loss of 84,969,000 working 
days. That year witnessed the railway strike, which 
lasted for nine days, and dislocated industry from 
John o' Groats to Land's End. In 1920, the1·e was 
little improvement, for there were 1607 strikes and 
lock-outs, affecting 1,932,000 people, and causing the 
loss of 27,567,000 working days. The iron-moulders' 
strike, which began on 22nd September 1919, and 
lasted until 12th January 1920, caused serious dis
location, and its effects were felt throughout the 
year ; while in October the general strike of miners, 
which continued for fifteen days, threatened to bring 
industry and transport to a complete standstill. In 

vii 
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1921, the number of working days lost rose to the 
record figure of 85,872,000. Since then, the. numb~rs 
have greatly diminished, but on the whole mdustrml 
strife since the war has been graver than before, and 
the present outlook is not reassuring. 

There are several reasons for this. In the first 
place, after the war, the high cost of living, and an 
exaggerated idea of the extent to which employers 
were "profiteering," produced extreme irritation 
among the ranks of the workers-an irritation greatly 
increased by the difficulty or fmding employment. 
Men who had been fighting for years returned to find 
work difficult to obtain, at a time when prices were 
very high. 

This was followed hy the period of slump and 
deflation during which wages had perforce to be 
reduced and when unemployment grew by leaps and 
bounds. Such conditions were trying enough to those 
who fully understood the fundamental economics of 
the situation. They were even more distasteful to 
the ordinary workers, the great mass of whom have 
never been given the opportunity to understand. 
Friction in such circumstances was inevitable. The 
situation has been aggravated by the house famine 
and ·the long delay in building the sorely needed 
·houses. In the opinion of the workers, such evils 
could and should have been avoided. Being un
familiar with the intricacies of finance and the econ
omics of industry, they did not realise the magnitude of 
the difficulties to be overcome, and they attributed the 
hardships from which they suffered entirely to apathy 
on the part of the Government and to the selfish greed of 
employers and financiers.' This view was strengthened 

1 ~ do not wish to suggest tho.t the Government did n.ll tllBt could 
po~~~b~y have bee~ done to avoid the conditions complo.ined of ; my 
pou'!t as tho.t the dtfficulty of setting the world to work again, after 80 
-~rr1~c nn upheo.vn.l, WM enormously greater than the o.verngP worker 
una.gmed. 
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by irresponsible writers and speakers, who assiduously 
· fanned the flame of popular discontent. 

In the second place, a profound change has come 
over the psychology of the workers since 1914. The 
war has shaken them out of their ruts. Many of them, 
in pre-war days, had grown accustomed to conditions 
which left much to be desired. But thev are not 
prepared to return to them without demu~. They 
have travelled widely, and mixed with men from other 
towns and other counhies. They have exchanged 
notes upon industrial conditions with Americans and 
men from· the Dominions, and now they ask why 
they should submit to conditions which compare un· 
favourably with those of many other workers. More
over, responsible statesmen in this country promised 
them, when the war was over, " a land fit for heroes 
to live in " ; and bright word pictures were painted of 
what they might expect. Small wonder that when 
some of them compared the actual conditions with 
those to which they had looked forward, they were 
filled with disappointment. " If this is the best your 
capitalistic system of industry can provide," they said, 
" then let us try something else, for it is not good 
enough I " 

Thus, the causes of Labour unrest go much deeper 
than difference of opinion regarding wage-1·ates. The 
whole basis of industry is challenged. And frequently, 
to-day, the lot of the agitator is easier and much less 
anxious than that of the experienced Labour leader, 
who has learned to look all round a question before 
giving his opinion, and in whom responsibility and 
experience have implanted a sense of caution. 

I do not propose in this book to discuss the basis 
of industry, but I suggest that whatever experience 
may teach us in that respect, there are certain con
ditions which must be secured for deserving workers, 
no matter what the industrial structure niay be. · 

B 
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These are: · 
1. Earnings sufficient to maintain a reasonable 

standard of comfort. 
2. Reasonable hours of work and good working 

conditions. 
8. Reasonable economic security during the whole 

working life and in old age. 

4. A status suitable to men in a free country in 
the twentieth century. 

5. A share in the financial prosperity of the 
industry in which they are engaged. 

Since hitherto these conditions have not been 
adequately secured under the capitalistic system, the 
more extreme thinkers are demanding its complete 
overthrow, in order that an entirely new system may 
be set up in its place. There is great divergence of 
opinion as to what the new system should be. Some 
advocate the nationalisation of all the means of pro· 
duction and distribution of wealth, of course including 
land. Others advocate Syndicalism or Guild Socialism, 
and some hold that we should follow Russia's example, 
and set up a system of Soviets.. But the overwhelming 
majority of workers are in favour of evolving a better 
state of things out of what exists at present, rather 
than of scrapping it entirely and starting afresh. 
Personally, I agree with that view. Although pro· 
foundly dissatisfied with industrial conditions as they 
are to-day, I believe improvement must be sought for 
by building on the present foundation, though the 
ultimate structure will doubtless be very different 
from that with which we are now familiar. 

Evolutionary changes may come tln·ough three 
channels. They may be brought about by legislation 
or by negotiation between workers and employm·;, 
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either in an individual firm or in a whole industry, 
or they may be made voluntarily by employers who 
recognise the need of them. With regard to the last 
class, however, it is well to remember that much social 
legislation consists in making generally compulsory 
what voluntary experiment has shown to be desirable. 

A great and growing number of employers are 
trying to provide, in connection with the businesses 
which they direct, the conditions which are demanded 
by the more thoughtful Labour leaders. In many 
cases, they are working out the problems involved in 
association with their employees. Being pioneers, 
they are obliged to proceed by way of experiment, 
and it is of great service to others working in the same 
field if they will publish an account of their work and 
of the results obtained. 

That is why I have written this book, which largely 
consists of a description of the way in which the 
directors of the Cocoa Works, York, have tried to 
solve some of the human problems of business adminis
tration. I deal with the subject under five heads
Wages, Hours and Working Conditions, Economic 
Security of the Workers, The Status of the Worker, 
'l'he Workers' Share in Profits-and in each section I 
indicate the end we have in view, the means by which 
we try to achieve it, and the extent of our success. 

I should be the last to claim any special merit for 
our methods, but we have received so much help from 
others, that it seemed incumbent on us to throw our 
experience into the common stock of knowledge, in the 
hope that we may thus repay, in some measure, the 
debt we owe to the experience of other firms. 

This, the second edition of the book, has been 
brought up to the date mentioned below. One or 
two chapters have been largely re-written. 

I am indebted-to many officers of the Company for 
_help given me in gathering detailed information re· 
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garding the various activities referred to in this 
volume ; I should like particularly to acknowledge 
the assistance given by Miss Sherlock, who is in charge 
of the Social and Educational work among the girls, 
Mr C. H. Northcott, our Labour Manager, and Mr 
H. W. Locke, Educational Adviser; and by Mr W. 
Wallace, who has not only supplied me with much 
information (particularly with r<'gm·d to Profit-sharing 
of which he has made a special study), but has seen 
the book through the Press. 

B. S. R. 

YoRK, July 1925. 



THE HUMAN FACTOR IN 
BUSINESS 

CHAPTER I 
WAGES 

IT is fitting that the first elmpter of a book on the 
human side of business administration should treat 
of wages, for unless an industry pays wages which will 
enable the workers to live in reasonable comfort, it 
fails in one of its chief duties to the community. Of 
course, an individual employer cannot determine the 
wages in his factory without regard to those paid by 
his competitors, but this does not absolve him from 
all responsibility in the matter. 

If the wages current in his industry are inadequate 
to enable the lowest-paid workers to live in moderate 
comfort, there are two things he should do. First, he 
should try to persuade his Employers' I•'ederation to 
~ake any steps necessary to render possible an advance 
Ill the standard wage, and second, within the limits 
which trade agreements permit, and economic con
ditions allow, he should seek to pay reasonable wages 
in his own factory. 

WHAT ARE " REASONABLE WAGJ•:S " ? 

But what are " reasonable wages " ? In the case of 
a man, I think they may be defined as wages sufficient 

1 
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to allow him to marry, to live in a decent house, and 
to maintain a household of normal size (gcncrall y 
taken as consisting of five persons) in physical effi
ciency, with a moderate margin for contingencies and 
recreation. In the case of a woman, who, as a rule, 
has not to maintain dependants, the minimum wage 
should enable her to live comfortably in respectable 
surroundings with a margin for incidental expenses.! 

With prices fluctuating widely, it would be futile to 
say what money wage would enable workers to live 
in accordance with the above standards. Some time 
ago I estimated it at 85s. 8d. for a man and 20s. for 
a woman at 1914 prices,• and, now ·(July 1925) it is 
about 78 per cent. higher. But though no permanent 
figure can be stated, there is no doubt that the wages 
normally received by unskilled labourers often fall 
short, in many cases far short, of the necessary sum. 

CAN INDUSTRY AFFORD HIGHER REAL \V AGES 
FOR LoW-PAID WORKERS? 

It is true that, in such cases, to raise minimum 
wages to-morrow, by a substantial amount, would be 
impossible, since industry could not adapt itself to so 
sudden a change. But I suggest that all employers 
should definitely set before them, as an end to be 
achieved with the least possible delay, the payment 
of such wages as will allow even their unskilled workers 
to live in health and comfort. 

It. is a mistake for employers to leave all the pressure 
• 

1 I do not wiMh to imply that such a atanc.lu.rcl iH 1m idou.l ono • fol' 
IllH~nnco, nothing is o.lloW(l~ for givinJJ: children o. soeondm·y od\w1:tion. 
It .tR, howovor, a much lughcr Htundnrd thnn tlmt umlor which un· 
slullmllu.bom~l'H livo ut proKOnt, and it would ftorvo no mmful purpmm 
to propose, n.<J Homothing to ho nttnincd within o. fow yonrs a stundu.rtl 
of wage whi~h may bo po~Wiblo in futuro, but coulti not 

1

pmu:tihly Uo 
gonorally pmd now, 

~ Hu11t4n Needs of Labour. T. Nelson nnd Sons, Edinburgh. 1918. 
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in connection with wage advances to be made by the 
workers. Of course, there arc already many employers 
wl10 are not in favour of low-paid labour, and who pay 
~II ~h~y can, but tltis should be the policy not only of 
md!VJduals, but of employers as a class. The adoption 
of such an attitude would revolutionise the relations 
between Labour and Capital, and do much to allay 
labour unrest. 

·Any substantial increase in wages can only be 
secured in two ways - by reducing the profits of 
employers, or by increasing the amount of wealth 
produced per worker.1 With regard to the first possi
bility, the only fund available is the " surplus profits " 
-i.e. profits over and above what are necessary to 
keep the business financially sound. There may, of 
course, be industries which habitually make surplus 
profits, but they are exceptions, and I think that un
prejudiced persons will agree that there is no sub
stantial fund available, to be secured merely by 
reducing profits. a We fall back, then, on the alterna-
tive. · 

The wealth produced per worker depends partly on 
his own exertions and partly on those of others. So 
far as his own exertions are concerned, there is no 
doubt that they represent a potential source of in
creased wealth, which varies greatly from worker to 
worker and from trade to trade. Many workers are 
not doing their best, and will tell you so quite frankly. 
It is the task of those who are responsible for the 
administration of industry on its human side to seek 

1 To raiao prioos is, of course, no solution of the problem .. \V~1nt 
wo are concerned with is not money wages, but real wages, and 1f prtcos 
are raised n.s o. consequence of inoren.sed wages, no benefit is in tho long 
nm conferred upon wage-earners. It is true that this statement would 
not hold ~ood if tho advance in pricos woro confined to !uxury trades, 
but in point of fact no such limitation would be praottonble. 

9 In this oonnootion AOO The Division of the Producl of Industry. By 
A. L. Bowley, So.D. Tho Clarendon Press, Oxford. 1919, 
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out the causes .for this, and to find appropriate 
remedies. I refer to this question frequently in 
succeeding chapters, and will only say here that the 
causes are often deep-rooted. Among them are the 
fear of " working oneself out of a job," and the fear 
of rate-cutting in the· case of piece-workers. 

Turning to the possibility of increasing the pro• 
duction of wealth by means other than the exertion 
of the wage-earners, it will not be disputed that many 
factories are still running on inefficient lines. Much of 
the machinery is antiquated, the buildings are badly 
planned, and the staff and workers are ill-trained and 
badly organised. . 

In such cases the profits earned are often incon
siderable, even when wages are low, and any request 
for higher wages is met by the argument that the 
industry cannot afford them. What is here needed is 
a eritical examination of each process, to see whether 
its cost cannot be lowered. Only after a minute 
examination, on these lines, is an employer really 
in a position to say whether his industry can. or 
cannot afford to pay higher wages. 

IMPORTANCE OF RENDERING INDUSTRY MORE 

EFFICIENT 

Broadly speaking, the wages of many workers 
in industry to-day are too low, largely because the 
industries cannot afford to increase them. It is, then, 
one of the first responsibilities of employers towards 
the workers to raise the standard of efficiency within 
the factory ; for substantially higher wages can only 
be paid in proportion as they are earnc.i. To eam 
them involves th: united effort of the employer and 
the workers. It IS easy for each party in industry to 
blame the other for all unsatisfactory conditions-for 
the worker to blame the methods of the management, 
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and for the employer to blame the idleness or ca' 
canny tendencies of the workers. But a policy of 
mutual recrimination will not mend matters. 

I suggest that the aim of every employer should be 
to provide equipment and organisation which will 
enable every worker to earn the highest possible wages. 
and to establish a relationship with the workers which 
will encourage each of them to take the fullest ad van. 
tage of these opportunities. I have not been thirty·· 
five years in business without realising how difficult 
this is. But .if experience has made .me conscious of 
the difficulty, it has also impressed on me the import· 
ance of overcoming it ; and I believe the chances ·of 
making real progress in this direction are greater 
to-day than they have ever been before. 

On the one hand, more and more employers are 
becoming allxious to promote the attainment by the 
workers of a higher standard of life ; on the other 
hand, the war has shown us what vast improvements 
science can effect in industrial processes and methods. 
To-day, the help of the scientist is being called for by 
employers to an extent that was und1·eamed of a few 
years ago. 

I must refer the reader to other books for a dis
cussion of methods of business efficiency. The matter 
is only mentioned here because it lies at the root of 
the wage problem, and I want to press home the fact 
that failure to render a business thoroughly efficient 
injures not only the shareholders but the workers, and 
that no sound scheme for the human administration 
of a business can be built up on methods which are 
unsatisfactory from the material standpoint. 

At the Cocoa Works, considerable benefit has 
resulted from the activities ot' a body known as 
the " Research Committee." This consists of expert 
engineers, chemists, cost-accountants, and statistician.s, 
who, in association with the managers and others m 
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the departments concerned, systematically overhaul 
t.he processes employed in the . factory. They ta~e 
nothing for granted, but examme every process m 
the light of the best scientific and technical knowledge 
available. Many of those on the Committee have no 
executive duties, their whole time being devoted to 
research. 'Although the expense involved is consider
able, it is amply justified by the res"'lts obtained. 

THE ORGANISATION OF A WAGE DEPARTMENT 

I pass now to the question of the organisation to 
be set up to deal specifically with wages-in other 
words, from the material to the human side of the 
wages problem. 

The first step is to make some one in the factory 
responsible for supervising all questions of wages and 
employment. These are so important that they can
not be allowed to take their chance nt the hands of a 
number of different officials. In a small factory, one 
of the principals should accept responsibility for this 
side of the business administration, delegating details 
to some one directly responsible to himself. In a large 
factory the work will be carried out by a labour 
manager, who might be one of the dh·ectors, or some 
one else occupying a position of great authority. 

Assuming that the very utmost is being done to 
provide efficient administration and equipment, the 
duty of the labour manager in a factory is to encourage 
every worker to take the fullest advantage of the 
opportunity thus provided to earn high wages. I here 
emphasise the word earn. 

This will involve : 

(1) In the case of workers paid "on day," the 
constant adjustment of wages (within per-
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missible limits) to the value of the service 
rendered. 

(~) In the case of those who are paid by I'esults, 
the development of those systems of pay
ment which will most effectively encourage 

· them to do their best. 

In all his work, the labour manager will realise the 
fu1_1damental importance of insisting on " the fair 
deal." Only .thus can an atmosphere in which the 
workers do their best be created and maintained. 
This necessitates : 

(3) Organisation which provides for dealing, with 
the least possible delay, with all questions 
raised affecting the earnings of an individual 
or a group of workers. · 

The last point is important, for much Labour un
rest to-day is caused by delay in settling grievances, 
which may individually seem unimportant to the 
management, and which are capable of easy solution, 
but which, if allowed to accumulate, create a wide
spread sense of discontent. 

It cannot be too clearly remembered that although 
the employer is apt to regard his wage bill as a whole, 
and to consider it primarily in relation to his cost 
of production and his balance-sheet, to the worker 
the wage received at the week-end is an exceedingly 
individual matter. It is small comfort to an employee 
who, from one cause or another, receives less than the 
sum to which he considers himself entitled, to know 
that on the ave-rage the wages paid in his department 
m·e adequate. 'l'o a man who is living on the margin, 
a shilling or two below his usual wage means I'unning 
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into debt, or going without some necessary, while a 
shilling or two more may mean the power to secure 
something which makes a real difference to the joy 
of life.1 

A labour manager, then, no matter how many 
workers there may be, must not only regard wages 
as a whole, but consider their relation to every in
di"Odual worker. 

ln saying this, I do not, of course, lose sight of the 
fact that in certain industries there is no system of 
payment by results. Moreover, trade unions some
times insist on· the payment of a flat rate to everyone 
in each particular grade, independently of individual 
worth. In such cases, the labour manager will have 
less to do in adjusting individual wages, though he will 
have much more to do in other directions. But such 
a system has a deadening effect, and the tendency of 

·industry is to depart from it. A large proportion of 
trade unions accept payment by results, and even 
when that is n,ot the ease, many trade agreements, 
while laying down minimum wages, allow for the 
recognition of individual merit or responsibility. 

Before describing the methods adopted at the Cocoa 
Works for dealing with wages, it should be stated how 
the minimum wages in the Cocoa and Confectionery 
industries are fixed. Since 1913 minimum wages have 
been fixed by a Trade Board, but these represent the 
absolute minimum which must be paid by everyone 
engaged in the industry, and are lower than the wages 

1 I do not forget that many workers, like other people, waste money 
on drink, or gambling, and in other ways. But this is no sound reason 
for refusing an advance in wages, which workers of the better type 
will utilise to the heet advantage. It is rather & reason for educating 
the waster to use his money better. -We must remember, with regard 
to this point,_ that waste is aJ.ways more notioeable than judicious ex
penditure, and aJso, that it is a.bnost impossible, at present, to imagine 
a system under which a man's income would _vary in accordance_ wj.th 
his sense of moral responsibility I 



WAGES 9 

<·urrently paid by most of the larger firms. In 1918 
=>n Interim Industrial Reconstruction Committee 1 

was formed, and a materially higher scale of minimum 
wages was agreed upon between the representatives 'Of 
<mployers and the trade unions on that Committee. 
The payment of these wages is not compulsory upon 
nery employer, but, in practice, firms employing about . 
.>o per cent. of the workers in the industry have volun· 
tarily agreed to pay them.• The trade unions who are 
parties to the wage agreement have undertaken not 
to approach individually, with a view to securing an 
increase in the basic wage rate, any firm which, like 
our own, is a party to the agreement made by the above 
Committee. 

The Committee fixes a minimum wage for every
"lle engaged in the manufacture of cocoa, chocolate, 
<•r confectionery, except when wages are settled by 
trade unions not parties to the agreement. For 
instance, this wage scale has, of course, no bearing on 
the wages of men on'the maintenance staff, such· as 
joiners, builders, etc., nor does it include the clerks. 
One minimum figure is fixed for men of 21 years and 
over, one for women of 18 years and over, with lower 
minima for younger persons ; and. no attempt is made · 
ia the agreement to assess the value of a worker's 

• The functions performed by Interim Industrial Reconstruction 
f'ommittees are practically the same as those performed by Joint 
J ndUBtrial, or " Whitley " Councils--but the latter are only recognised 
l y the Minister of Labour when set up in industries where both 
•mployers and workers are highly organised. In less highly organised 
mdust.ries, a Joint Interim Reconstruction Committee takes the place 
d the Joint Industrial Council. It is not regarded by the Minister of 
l.abour aa speaking with quite so authoritative a voice on trade 
•p1estions as a Joint Industrial CoUllcil. 

' When this book was first published in 1921 the figure was 75 per 
<""E"nt., but since 1921 a number of employers, feeling the effects of 
l rsde depression, have withdrawn from the group of those who agree 
'" he bound by the decisions of the Interim Industrial Reconstruction 
t·nmmittee, so that now (1925) as stated, only about one-half of the 
~ orkers in the industry are directly affected by them.· 
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services, above the minimum. Piece-rates must be so 
fixed a.q to enable workers of average ability to earn 
25 per cent. above the time-rate. 

It is a great step in advance to have such a minimum 
wage fixed for so large a proportion of the workers in 
the industry ; but it is only an initial step. An 

. enormous amount of detailed work on wag<'s is IPft to 
each individual firm. Arrangements must be made as 
to the relative value of all kinds of services worth 
more than a minimum wage, and piece-rates must be 
established for every process, which will yield to the 
average worker at least the minimum laid down in 
the agreement. Until 191!!, each department in the 
Cocoa Works was responsible for dealing with its own 
wages, and working out its own piece-rates. In spite 
of quarterly reviews of wages by an Inter-departmental 
Committee, it was found that there was a great varia
tion in the way in which wage problems were dealt 
with in different departments, and this gave rise to 
considerable dissatisfaction in departments which 
were less liberally treated than others. After the 
war, therefore, we introduced machinery for securing 
more perfect co-ordination throughout the factory, 
in the matter of wages. A Wages Section was estab
lished, which is responsible for the wage policy of the 
whole Works. In view of the importance of the wage 
question, it may be worth while to explain the system 
we have adopted, and the duties of the Wages Section 
in some little detail. ' 

The objects for which the Section was established 
are as follows : 

(1) To ensure complete co-ordination· in the 
methods of dealing with wages throughout 
the factory. 

(2) To set up the machinery necessary for keeping 
a constant survey of the wages of every 
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worker, and advising the departments con
cerned whenever a wage appears to be 
anomalous, so that enquiry may be made 
as to the cause of this. 

(3) To obtain, and keep up to date, full informa
tion regarding wages paid throughout the 
country, for every kind of service rendered 
by workers employed at the Cocoa Works. 

Two purposes are served by this com
prehensive survey of current wages. First, 
where we find that our wages are falling be
hind the national standard, we can rectify 
the matter before a complaint reaches us, 
and thus prevent dissatisfaction, and, second, 
when an application for an advance in wages 
is made, we are in a position to see how far 
this is justified, in relation to the national 
standard. 

( 4) To obtain, and keep up to date, information 
relating to methods of remuneration adopted 
elsewhere, and to give expert advice to the 
departments on methods of working out 
piece-rates, bonus schemes, etc. 

( 5) To negotiate with trade unions on all ques
tions affecting wages. Where these concern 
'vorkers in one depa1tment only, this task is 
usually undertaken in conjunction with the 
manager of the department concerned. 

(6) To see that the terms of the Interim Indusb·ial 
Reconstruction Committee's Agreement are 
strictly adhered to in the Works, in so far 
as wages are concerned. 

It will be seen that if the above scheme is working 
efficiently, it provides so detailed a knowledge of the 
wages earned week by week by everyone throughout 
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the factory, and of the wages paid for similar ~ervices 
elsewhere, that legitimate causes of comJ?Iat~t. are 
unlikely to arise. Whenever the wages of an mdtvtdual 
worker are seen to be low, the department concerned 
is made aware of it, the reasons for it are analysed, 
and a remedy is generally supplied, sometimes by the 
worker, and sometimes by the l~irm. 

It is not suggested that the work now being done 
by the Wages Section was never done before. 1\lost 
of it has been done from the outset by separate depart
ments, but it is now more thoroughly co-ordinated. 
The Wages Section exists specifically to deal with wage 
questions, and this important duty is no longer one 
item in the heavy burden falling upon departmental 
managers, an item which may sometimes be squeezed 
out on account of the pressure of other very urgent 
work. 

TIME STUDY AND TilE WAGE!! SECTION 

In all questions of piece- and bonus-rates the amount 
of output which can fairly and economically be asked 
in retm·n for standard wages is a matter of great 
importance. It had been the custom at the Cocoa 
Works to fix this standard of output by a method of 
bargaining and compromise. When a new process 
was undertaken the overlookcr suggested what he 
considered a fair quantity of output, which was main
tained or r·educed after experiment and conference 
with the workers' representatives. 

From the year 1922 an endeavour has been made to 
to arrive at a more corTect measurement of the output 
which an average worker ·can give in a full week 
without undue physical or mental strain. The method 
of job analysis or Time Study has been introduced and 
extended until it has covered practically the whole 
factory. A detailed study of the time taken and an 
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accurate measurement of the output produced by a 
sample group of workers, together with a precise state
ment of the conditions under which work is carried on, 
constitute the chief elements in this method. The 
work is undertaken by a specially trained staff, one 
or more of whom is attached to a department, and 
they thus become very familiar with the processes of 
which they are making time studies. The decision to 
undertake this more scientific method of fixing standard 
output, involving the use of stop-watches, was come 
to after full conference with the trade union. 

By reason of the care and attention thus given to 
the question of standard output, the fixing of the rate 
which will yield standard earnings has become merely 
a nominal duty of the Wages' Section. More import
ant, however, is the duty of dealing with situations in 
which the conditions laid down during Time Study 
have not been fulfilled. It is understood that depart
ure from these conditions, leading to reduction in 
output for which the workers are not to blame, entails 
a payment to the workers in compensation for loss of 
earnings. Under these circumstances the manager of 
the department concerned seeks the advice of the 
Wages' Section whicl1, on the basis of figures supplied 
by him, suggests a suitable allowance. 

A Standing Committee is instituted in each section 
of the Works, comprising the manager and the over
looker in charge of the process involved and two repre
sentatives of the workers, one of these being the shop 
steward. This Committee is required to select the 
workers to be time-studied, who must be a fair 
average sample of the workers in ~he roo~.. The 
workers' representatives are placed m a pos1t10n to 
r?ise.f.any question they care concerning ~his selec
tion which has to be made before the time-study 
investigatm•s enter the room. This Committee is also 
responsible for seeing that the conditions under which 
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the tests are made are such as would normally be 
adhered to in practice. These conditions. are _laid 
down in writing as fully and as accurately as poss1ble. 
The workers' representatives on the Committee are 
required to draw attention to any point or matter 
wherein they think the workers' interests are con
cerned. In other words they hold a watching brief 
for the workers and have full rights of representation. 
The standard output on which the piece-rate i~ based 
is eventually agreed upon by the Committee just 
named. The manager then writes out a detailed 
statement concerning this standard and the conditions 
of work under which it will be expected. On behalf 
of the firm he undertakes to compensate the workers 
for any departure from these conditions which is due 
to the default of the management and he and the shop 
steward sign the notice posted in the rooms setting 
out these particulars along with the specific rate. 
Should an alteration take place in organisation, 
machines, material, or form of the process, probably 
requiring a further Time Study, the manager under
takes to advise the shop steward, and will in no in
stance alter rates without his knowledge. Further, 
no additional Time Study will take place until the 
shop steward has been advised, in order that he may 
have an opportunity of inspecting the conditions 
under which the test will be made. The whole of 
the work connected with Time Study is under 
the general direction of a trained psychologist. We 
regard this as important, for many factors on which 
a psychologist can speak with authority enter into 
the fixing of a standard output, such for instance, 
as monotony, nervous strain, and so on. Much of 
the objection to Time Study in the past has been due 
to the fact that it has been carried out too mechanic
ally, as though the workers were inanimate machines. 
Properly carried out it should be of benefit to all 
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concerned. If the output demanded of the worker 
can only ·be obtained at the cost of overstrain, then 
it has been wrongly determined. · 

An incidental advantage of fixing standard output 
in the way just described is that improved methods 
of doing work are constantly being suggested by the 
men who are engaged in making the Time Studies. 
This is not unnatural, for they are, as it were, putting 
each job under a microscope ; moreover, many mem
bers of the Time Study Department have had an 
engineer's training. 

DAY WoRKERS 

It is obvious that the greatest services of a central 
Wages Section are rendered in connection with piece
work, but it is also of considerable use in determining 
the remuneration of day workers. As already stated 
the minimum wage payable to every worker is fixed 
by the Interim Industrial Reconstruction Committee. 
But any wages above the minimum must be fixed by 
each factory separately. To secure uniformity of 
treatment, all day workers are divided into four grades, 
according to the work on which they are engaged. 
The wages payable in each grade vary within a limit 
of t?ree or four shillings, according to the individual 
mer1t or responsibility of the workers, and the lowest 
of the four grades begins at the minimum wage fixed 
by the Interim Industrial Reconstruction Committee. 
It is. not an easy matter to detern1ine the grading of 
pmtlCular jobs, and it is a real help to have present, 
at all conferences for doing so, the representative of 
the Wages Section who can consult with depart
n~entnl managers a~ to the value of any particular 
Piece of work in relation to other work throughout 
t~e factory. No piece-rate, and no day w~gc, is a!tere.d 
Without first notifying the Wages Section, wh1eh IS 
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responsible for advising the dcpattmcntal manager 
concerned whether the proposed alteration is in con· 
formity with the policy of the factory as a whole. Of 
course, it does not presume to dictate to a depart
mental manager as to whether John Smith, working 
in a particular grade, should be paid the minimum 
·or the maximum wage of that grade. But it can 
advise him whether, generally speaking, he is adopting 
a similar policy to that adopted by other managers 
in assessing the value of his workers. Apart from such 
help, it might easily happen that in one department 
most of the men were paid the maximum for the grade 
while in another most of them received the minimum. 
If such a divergence were noticed, the respective 
managers would be advised, and the subject would 
be discussed with the purpose of securing uniformity 
of treatment. 



CHAPTER II 

HOURS AND WORKING CONDITIONS 

Part I 

Houns 

IN reviewing the changes in industry during the last 
ten years, it seems to me that nowhere have old abuses 
more completely disappeared than in the length of the 
Working day. Indeed, soon after the Armistice, there 
was a danger, at any rate in some industries, of the 
reduction of hours of work below the limit which was 
prudent or desirable in the interests of the workers 
themselves. They were in a strong economic position. 
Trade was booming : it was easy to sell goods at almost 
any price, and a strong demand came from Labour for 
higher wages and shorter hours. A universal 48-
hour week, which had been regarded as an ideal 
before the war, was looked upon as out of date and 
old-fashioned. The plea for a 44-hour week was con
sidered moderate, and we ail remember how qne 
powerful body of trade unionists demanded a 40-
hour week, and added that if this reduction did not 
banish unemployment within their particular industry, 
they would demand a 86- or, if necessary, a 80-hour 
Week. But their case rested on a false conception of 
the economics of industry. They forgot that the extra
ordinary demand for goods which then prevailed 
Would not last for ever, and that as soon as the most 
urgent needs of the community had been met, com
modities would only find a market if offered at 

17 
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kl'enly competitive prirrs. Thry forgot, too, thnt 
this fact held good with' relentless force in fon·ign 
markets, so all-important to this highly induslrialisc~l 
little island, which exports 30 per cent. of the gomls 1t 
produces. 

How LONG SHOULD TilE WORKING \VEEK DE? 

In the present stage of industry the general principle 
which should guide us in fixing the hours of work ~ 
that they should not be so long as to interfere with 
the health of the workers, but that below that point 
no reduction should be made which involves increased 
cost or a lessened output, ·since, sooner or later, these 
would adversely affect wages, lending either to 11 

lowering of the existing wage standard, 01' preventing 
the attainment of a higher one. 

I recognise that this principle can only be broadly 
applied, for the number of hours which can be worked 
in a week, without detriment to health, depends 
not only on the kind of work being done, but on the 
physique of the worker. But, taking an industry as 
a whole, it is not difficult to fix a time limit beyond 
which it is undesirable to work. This limit, of course, 
will be reached more rapidly in the case of an industry 
involving very heavy work than in a normal 
one. Experience seems to point to 48 hours as the 
length of the working week which may suitably be 
regarded as the standard in most industries, and I 
should say that any deviation from it must be justified 
by the facts. A reduction should only be made if it is 
necessary for health, or if it can take place without 
materially increasing the cost of production. As for 
longer hours, they should only be ullowcd if they 
result in increased production, without detriment to 
the health of the workers. In basing my arguments 
on these two conditions, health and production, I do 
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not forget the claims of Labour to n reasonable !lmount 
of leisure. But we nrc so much nenrt>.r the tdenl as 
regards hours than wages, that the latter should 
tnke precedence over the former where the claims of 
the two conflict. 

Up to 1895, at the ~oeon Works, we. worked fifty
four hours a week, m nceordnncc wtth the usual 
practice at that time. .Work for both men and women 
began at 6 A.M., and continued until 5 P.M. On Satur
days we worked from 6 A.M. to 1 P.M. 

In 1895, however, we reduced the hours to 48 per 
week, without altering day wages or piece-rates, 
and we found that the earnings of piece-workers did 
not suffer in spite of this reduction. We have no 
record of its effect on the output of day workers, 
but the general impression left on my mind was that, 
.taking the factory as a whole, there was no appre
ciable reduction of output. W c continued to work n 
48-hour week until January 1919, when the hours 
were reduced to 47, again without any alteration in 
the piece-wages or day wages. In April of that year 
the hours were reduced to 4·l a week, ns a result of 
negotiation with trade unions through the agency of the 
Interim Industrial Reconstruction Committee. Under 
the agreement with the unions, some of the largest 
ftrms in the industry, which were mentioned by munc.>, 
agreed to reduce their hours to 4-l. The othc.>r signa
tories to the agreement reduced their hours to 47. The 
Central Council at the Cocoa Works, consisting then of 
twenty-six workers elected by popular ballot, and 
twenty-six members of the administrative staff, were 
consulted as to what arrangement of working hours 
Woul~ suit the '~ishes of the employees. They suggested 
ccrtam alternattves, and took a plebiscite of nll the 
workers over eighteen years of age, to decide which 
cdou~se should be adopted. By a large mnjority it was 
eetded to .divide the week as follows:-
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Monday and Friday: 7.30 A.M. to 5 P.M., with 
one hour for dinner. 

Tuesday, Wednesday, and Thur.<day: 7.30 A.~!. to 
5.80 P.M., with one hou·r for dinner. 

By this arrangement, employees were entirely free 
from 5 I'.M. on :Friday untill 7.30 on Monday morning. 
It was thought by some, hoWP\'er, that many of the 
girls, especially the younger ones, would not appreciate 
the Saturday morning holiday, as they might be 
expected to spend it in helping at home. 1\lorcovcr, 
it seemed possible that in the winter months em· 
ployees might prefer an arrangement of hours under 
which they started later in the morning, instead of 
having a whole holiday on Saturday. Accordingly, 
it was agreed that the new arrangement should only 
be binding for six months, after which the workers 
should be consulted again. When, however, the 
question of a possible change was mooted at the 
Central Works Council, at the end of six months, 
the workers' representatives stated, emphatically, 
that it would be a waste of time to take a fresh plebis
cite, as the universal opinion was in favour of the 
existing arrangement of hours. 

There is no doubt that the long week-end is im
mensely appreciated. A proof of this was given 
when temporary overtime became necessary in order 
to meet the Christmas rush orders. The workers, 
when asked whether they would. prefer to work over
time from Tuesday to Friday or to come in on Satur
days, replied that they did not mind how much over
time they added to their normal working days, if 
they could have their Saturdays free. 

The above arrangement applies to practically 
everyone in the factory working on the ordinary 
day shifts.: the only exception being a few men in 
the packmg department and the power . station, 
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and similar ~isc~llancous workers. The building 
staff docs not keep the factory hours.~ They have a 
44-hour w!!ck, but their times of coming and going 
are regulated by the National Building ,Council ; 
and they work on Saturdays. -

A ~·iticism sometimes urged against short hours, 
at~d which is, particularly pertinent in connection 
Wtth a division of working time which leaves Saturdays 
free, is that paid work may be undertaken by the 
workers in their " off " time. Our experience is that 
this only Jmppcns in an insignificant number of cases. 
I>ublic opinion in the Works is strongly against such 
a procedure, ns it is considered unfair for one man 
to· do don ble work while others are unemployed. 

The hours in the office are shorter than in the 
factory. Up to April 1919 they were 41! per week: 
then they were reduced to 39!, and in December 1919, 
as a result of a friendly arbitration on wages and 
hours between our Firm, in company with four others, 
and the National Union of Clerks, the hours were 
reduced to 39 a. week. · The clerks p1·efcr to come 
early, ill m·dcr thnt they may leave early, and their 
worlvng hours arc from 8 A.M. to 12.30 P.M., and 2 P.M. 

to''5 .i>.At. on two days, and till 5.30 P.M. on the other 
three d!!:.)'S of the week. The majority of them enjor 
a free ·saturday, only those attending who are ab
solutely required. 

HEST PAUSES' . 

It should be stated that both in ·-the .offices and 
workl'Ooms, the girls have ten minutes or a quarte1· 
of an hour's recess dul'ing the morning.· No account 
is takell of this when calculating the time worked 
for wage - pnying purposes. , }'acilitics are provided 
for the purchase ot' light ·refreshments, and ·on . the 
average of the year ·about 2250 cups of tea, cocoa; 

c 
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or milk, and 300 cakes and scones are sold daily. Some 
of the girls go to the canteen, some have refreshments 
served in their workrooms, and others go to depart
mental lunch-rooms provided for this purpose. 

We have not accurately measured the ciTc~t. of 
this break on the mornings' output, but are of OJ?m!on 
that it is beneficial. 1\lcn aml boys have no s1mJiar 
break, partly because most of them dine half an hour 
earlier than the girls, and partly because they are 
less sensitive to f~tigue. 

TnE EFFECT oF 'snoaTENING Houas oN OuTPUT 

A careful investigation was made to ascertain the 
effect of the shortening of hours on output. When 
the change occured, however, the conditions affecting 
output were altering so rapidly that its precise result 
could not be accurately gauged. It will be remembered 
that the hours were reduced from forty-seven to 
forty-four in Aprill919. This was just the time when 
the factory was reverting from war conditions to peace 
conditions. Seventeen hund1·ed men who had'Jheen 
serving with the colours were returning to work, the 
.:;haracter of the goods manufactured w:as c~anging, 
and many other adaptations were taking place: Still, 
. while no accurate measurement was possible, the 
general impression of those best acquainted with 
the facts is that in some departments, where the 
work was purely hand work, sca•·cely anv reduction 
in output was experienced as a result of 'the shorter 
hours ; while in s'ome of the machine departments 
there was a pro rala reduction, and in others a reduction 
somewhat less than pro rata. 

One effect has been to improve time-keeping. 
Accurate statistics have been kept for some years 
to show the amount of time lost from all causes. 
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The reasons given for lost time by employees ar~ 
often so inaccurate that it is not possible to analyse 
them, but all time lost, whether with or without leave, 
is registered, including holidays, except public holi
days, when everyone is off. In order, however, to 
distinguish between broken time for which a good 
reason (either holidays or bema fide illness) can de
finitely be assigned, and broken time which may or 
may not be satisfactorily accounted for, a distinction 
is drawn between those who are off for a whole 
week or more, and those who are off for less than a 
week. The following table shows the effect on time
keeping of the reduction of hours. The comparison is 
drawn between 1918 (the last year during which 
forty-eight hours were being worked) and the period 
December 1923-4, after the 44-hour week had been 
introduced. 

Al'l!tagO rorcentoge of 
A \'ernfr(' percentnge of pmalble ours lost by 
possilllc hours loat. by emftloyeea, excluding 

omployeca. t 1oso abl!ent lot•" 
whole week. 

48 hours. 4.& houn. 48 houra. 44 hours. 
FacJory-

2•7 1•2 Men 7•3 3·4 
Women 7•4 4•4 3·3 1•7 

In considering these figures allowance must· be 
made for the fact that the staff in 1918 included a 
large number of men graded C8. This, however, is 
not true of the women, and it will be noted that 
their time-keeping distinctly improved when the hours 
of work were reduced. 

The Works doctor and welfare officers agree that 
the effect on the health of the employees has been 
decidedly beneficial. 
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OVERTIME AND SHORT TI~fE 

Of course, a reduction of the official working week 
is of no use if it is purely nominal ; that is, if overtime 
is habitually worked. In a seasonal trade, such as 
that followed at the Cocoa 'Vorks, where there is a 
great rush before Christmas, it has not been found 
possible to eliminate overtime altogether, but the 
amount of it has been greatly reduced by careful 
organisation. A return of the overtime and short 
time worked in every department is prepared quarterly, 
and submitted to the directors. In 1920, during the 
greater portion of which the factory was very busy, 
the average amount of overtime worked in the men's 
departments was equal to 1·3 per cent. of the normal 
week (forty-four hours). The average short time wtLS 

equal to 0·3 per cent. In the women's departments 
the overtime figure was 1•4 per cent., and the short 
time figure o·s per eent.1 

Children under 16 are only permitted to work 
overtime in very exceptional circumstances, and for 
short periods. Even then the arrangement must have 
the express sanction of a director. 
It has been stated that considerable pains have 

been taken to eliminate short time and overtime 
wherever it is possible. Where there is a danger of 
overtime in one department and short time in another 
attempt~ are made to transfer workers. It is sought 
to .meet seasonal pressure by manufacturing goods 
in the slack season which will be required in the busy 
season ; but this can only be done to a limited extent 
in an industry such as ours where goods must be sent 
out fresh. 

1 I~ 1924. owing f:o various circumsto.nco'l, tho n.mount both of 
o~ert1me and short t1111e W88 abnorma.lly hi~h. 'l'ho avnrnge abort 
ttme for men amoun~ to 2 per cent. o.nd foi women to 3·2 per cent. 
of the nonno.l workmg week. The flguros for ovet"timo were 2 per 
cent. and 2·8 per cent. respectively for men and women. 
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Short time in the chocolate departments occasionally 
occurs in hot weather, when the heat renders the 
manipulation of the chocolate impossible. In accord
ance with the Industrial Agreement which governs 
many of the working conditions at the Cocoa Works, 
short time due to weather conditions is paid for at 
the rate of about two-thirds of the minimum day wage. 

SHIFT WoRK 

Of the males working at the Cocoa Works at the end 
of l!l2·~. exclusive of the building staff and office staff, 
75 per cent. worked ordinary day shifts and 25 per 
cent. worked on the two- or three-shift system. Like 
day workers, they work forty-four hours a week, 
the hours of the shifts in most eases being 6 A.M. to 2 
P.M., 2 P.M. to ·10 P.M., and 10 P.M. to 6 A.AI. It is 
recognised by the directors that from the social stand
point, night work and shift work are undesirable, 
but the buildings and machinery involved are so 
costly as to make it almost impossible for one firm 
acting alone to abolish night work. 

CouLD Houns WITH ADVANTAGE BE FuRTHER 

REDUCED? 

The question naturally arises whether forty-four 
hours is the minimum week which can be advantage
ously worked. My own opinion is that, at any rate so 
fur as persons over eighteen years of age are concerned, 
no further reduction of hours is called for on grounds 
of health. Of course, if the same output could be 
obtained in less time without undue strain, a yet 
sho1'ter week might be advisable. But any reduction 
of hours which involved a lessening of output, and, 
consequently, inability to pay adequate wages, would 
be against the interests of the workers. 
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In the case of young persons under eighteen, it. is 
a much more open question. Those who are ach:c 
workers in recreational clubs and classes say that m 
a number of cases the girls and boys, especially those 
who have recently left school, arc lacking in vitalit_Y 
in the evenings. They arc markedly less cncrge~1c 
than school children. This fact points to the dcSif
ability of an arrangement whereby the length of the 
working week for young persons may be sm_nc,~hat 
shortened. Possibly the case would be met 1f e1ght 
hours of the working week were spent in continuation 
classes, as was proposed in the Education Act, l!l18. 
The change of work from factory to school, and the 
fact that the classes would include an appreciable 
amount of recreation, would relieve the situation. But, 
meantime, it is found advisable in our factory to 
watch the health of juvenile workers carefully, and 
avoid all overstrain. 

HoLIDAYS 

By a provision of the Industrial Agreement already 
referred to, workers are entitled to full payment 
for six public holidays in the year, and, in addition, 
for a week's summer holiday. According to the terms 
of the Agreement, the payment in the case of piccc
w~r~ers is not to be their average earnings, but the 
m1mmum rate of pay for workers of their age. The 
week's holiday was first introduced at the Cocoa 
Works ~n 1919. Public holidays had, since l!l10, 
been pa1d to all members of the Pension Fund, i.e. 
to practically all male employees of twenty years of 
age and upwards, and all fcmulc employees of twcnty
Hv~ years of age and over. The payment l'or public 
hohdays became universal in l!HO. Members of the 
clcri.cal staff have a fortnight's holiday, all!l adminis
trative officers' holidays vary with their mnk as follows: 
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Departmental 1\fana.,ers • • 
As.,istnnt Jl!nnngcrs" and Grnde " A " Over-

lookers . . • 
Grnde " B " Overlookers 
Grade " C " Overlookers 
Office Heads 
Office Seconds 
Senior Clerks 
Other Clerks . . 
Head Emplovment Officers 
Assistant • do. . • 

4 weeks 

3 " 
2 " 
I! " 
4 " 
3 " 
2! " 
2 " 
4 .. 
3 " Technical Assistants, Chemists, 

Engineers, etc. 
{ 

2 to 4 weeks, 
according to 
responsibility. 

The length of holiday does not vary with length of 
service. It is felt that the right basis for variation is 
the value of the service rendered, or the strain which 
it involves, and not the number of years for which 
it is continued. · 

Part II 

WoRKING CoNDITIONS 

WoRKING conditions in industry may be considered 
under two headings : first, in relation to material 
environment, and, secondly, in relation to personal 
environment. 

I will deal with them in this order. 

A Goon MATERIAL ENVIRONMENT 

Undoubtedly, under this heading, we might include 
the all-important questions of wages, hours, and 
economic security, which arc dealt with elsewhere. 
It cannot be too clearly stated that proper attention 
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to these matters should take precedence over what I 
may call the " refinements " of fnctory life. Em
ployers are sometimes accused of introducii~g sup~r
ficial •• welfare activities " into their fuctorJCs, while 
they .neglect to deal honestly with fundnmcntal 
questions. But though no employer should al~ow 
this charge to be levelled agninst him with any justice, 
it would be foolish entirely to neglect the refinements 
until fundamental conditions were put on an altogether 
satisfactory basis. This cannot be done all at once. 
What we have to guard agninst is the idea that fnctory 
refinements can ever be regnrded as in any way a 
substitute for good wages, reasonable hours, and 
economic security. 

Assuming this, every employer should seek to 
smTound the workers with the best material environ
ment which his special circumstances and the conditions 
of his industry render practicable. Clearly, these must 
vary greatly from factory to fnctory and industry to 
industry. One cannot expect to find such good con
ditions in an old factory in a crowded city as in a new 
factory in the country, nor can a steel-smelting plant 
be kept as clean and comfortable as a factory where 
delicate instruments are assembled. But all employers 
can place the same aim before them-to make the 
materinl working conditions as good as possible. 

There are few factories-and I certainly should 
~ot include our own among the number-where 
Improvements could not be made which would greatly 
add to the comfort and, incidentally, to the content
ment ~nd elftcicncy of the employees. The fact is 
that, m the p~st, employers have not given enough 
thought to this aspect of business ndministrntion. 
We ~ave rcgar?cd our fnctories as buildings where 
certam mechamcal processes had to be cnrricd out, 
and the well-being o!' the workers has often been 
a secondary consideration. 



HOURS AND WORKING COl\TJJITIONS 29 

PLANNING AND DECORATION OF \VonKROOMS 

Let me give a few illustrations of what I mean. 
In planning a factory, I suggest that we should aim 
at some degree of beauty, if that is not too exalted a 
term to use in this connection. I do not, of course, 
forget that a factory is built primarily for use and not 
for show. But so is a cottage, yet a capable architect 
can design cottages which arc not o:1ly moderate 
in cost, and ideally adapted to human needs, but 
beautiful. Similarly, in factory construction, it is 
worth while to take account of the artistic merit of the 
design, as well as of its utilitarian merits. If the 
fi1ctory is in the country, and the industry is not one 
which destroys vegetation, it is easy to beautify a 
plain building with creepers, such as ampelopsis, 
which does not require nailing up ; while a little space 
simply laid out, with a few shady trees, makes a de
lightful spot in which to spend the dinner hour. 

Turning, now, to the workrooms, do not let us 
regard these merely from the standpoint of machines 
and processes. Let us remember that men and women 
or boys and girls arc going to spend the greater part 
of their waking hours in those rooms, and it is a matter 
of some concern that they should be pleasant places 
to work in. A factory architect, if definitely in
structed, could do much to render workrooms far 
more attractive than they often are, without mateJ·ially 
adding to the cost of the building. . 

But most of us have to deal with workrooms which 
arc already built, and although we recognise that we 
might improve on them if building again, the problem 
is to make the best of what we have. 

Something can be done by getting good colour 
schemes for walls and ceilings. Whitewash with a 
tinge of blue is not prescribed by law I In one depart
ment at the Cocoa Works, the attractiveness of a large 

D 
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room has been materially added to by having an oliv~
green dado on the wall, and the wall area above 1t 
washed in a rich cream. Here, and throughout the 
Works, brightly coloured but artistic pictures make 
the rooms less institutional and dreary, and plants 
aud flowers are used for decorations when possibl7. 
:Fortunately, our factory is outside the town, and 1t 
is not, therefore, dillicult to set aside a considerable 
area for the cultivation of easily grown decorative 
flowers, which, in the season, are sent into the work
rooms every week. A greenhouse also enables us to 
keep up a supply of ferns and foliage plants through
out the year. These are arranged in hanging baskets, 
in the corridors and in a few rooms, but in most of the 
rooms they are placed on brackets. 

Leaving the resthctic aspect of the question, nil 
up-to-date factory administrators ngree as to the 
importance of having the workrooms well lighted. 
I wonder how much eye-strnin nnd headache are 
caused every day through neglect of this elementary 
consideration. Proper ventilation, without druughts, 
and adequate means to avoid excessive heat in summer 
and cold in winter, are also matters, we shall all agree, 
which should never be neglected. "Ve know how 
important they are to us, as we sit in our o!liccs. "V c 
cannot do our best work if the light is awkward, or 
if the room is close, or draughty, but somehow we arc 
apt to forget that all the workers in our factories are 
probably just as sensitive to such defects as we are. If 
we g~t headaches when the air is ''stuffy," so do they, 
and 1f we find draughts very unpleasant in winter, 
or. catch col~ from sitting in them, so do they, In 
th1s connection let us give our imagination free play ; 
and whether our factories arc old or modem let us 
seek to provide conditions in every shop and work
room s?eh as we ourselves should lind agreeable and 
convement. 
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Undoubtedly, the provision of good workin(J' con
ditions, and especially the improvement of 'i-ooms 
constructed without due regard to hygiene, will involve 
a certain amount of expenditure. To some manu
facturers this is not a matter of great moment ; and 
they will regard any comparatively small outlay which 
~ecures greater comfort for the workers as amply 
JUstified. But I would remind any who hesitate on 
account of the cost, that they cannot expect full 
efficiency from people who do not work in a healthy 
and pleasant environment. To improve it, merely 
from the purely L.S.D. point of view, is likely to be a 
wise investment. Apart from any other consideration 
it will enable them to attract a better class of workers 
to the factory . 
. I do not think that our experience at the Cocoa Works 
m this connection is worth recounting in any detail. 
We let it be known that we wish to establish thoroughly 
good working conditions, and we deal promptly 
with any suggestions or complaints which are made, 
while the members of the administrative staff are 
always on the look-out for any defect which needs 
remedying. 

VENTILATION AND SMOKE PREVENTION 

\Ve have introduced great improvements in rooms 
which previously were very dusty, by means of 
appliances of various kinds for the removal of dust. 
Again, we are careful to collect steam from open 
boiling pans by means of fans. 

Much thought is given to ventilation and wherever 
this is found to be faulty, steps are taken to improve 
it, often by installing a fan or fans. In some ~a.ses 
considerable improvement results from the prov1s1on 
of fans which merely keep the ai1· in motion without 
introducing any air from the outside. 
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Some of the largest rooms are ventilated on the 
" Plenum " system. The air is changed every seven 
minutes. In winter it is drawn over heated pipes, 
and in summer over cold brine pipes before entering 
the rooms, and on dusty or foggy days it is also filtered 
by being drawn through a screen made of cocoa-nut 
matting, down which water is constantly running. 

Mention may here be made of the fact that we 
have largely got rid of the smoke nuisance from our 
factory chimneys. The flue gases from the seven 
Lancashire boilers are forced by a powerful fan into 
a brick chamber, where they come in contact with 
falling water and pass through a tile screen, which 
removes all solid particles. They then pass into a 
wooden tower, eighty feet high, where they are further 
washed, finally emerging as a white harmless vapour. 
When the whole apparatus is functioning perfectly, 
it is possible to hold a white cambric handkerchief 
at the point where the fumes finally emerge without 
soiling it. The four Babcock & Wilcox boilers most 
recently installed, when properly fired, give out so 
little smoke that it is not necessary to adopt the smoke 
washing process used in connection with the older 
Lancashire boilers. 

BATHS 

In rooms where it is not possible to avoid dust, 
such as the starch rooms, where sweets, in liquid form, 
at•e run into starch moulds, the workers are provided 
with special costumes, and at the end of the day are 
allowed ten minutes in the Company's time to change. 
A warm plunge bath is provided, so that they may 
wash before putting on their own clothes. We have 
found this arrangement advantageous from more than 
one. s~ndpoint. Not only is it comfortable and 
hygtemc,[ but the~faet that the men and boys in this 
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room no longer go home in dusty clothes adds to their 
self-respect. Formerly they were not welcome neigh
bours in a tram-car I Now, they are even cleaner than 
the ordinary worker, for they have their bath before 
leaving. Considerations of this kind have a distinct 
effect, n9t only on the type of worker drawn to the 
factory, but on the tone of the men who are there. 

NorsE 
. Another item to which we have given some atten

~Jon is the avoidance of unnecessary noise and vibration 
m workrooms. There are many processes which are 
necessarily noisy, but both noise and vibration should 
always be regarded as evils, and reduced to a minimum. 
The evidence of the Industrial Fatigue Board shows 
clearly that these conditions, although the workers 
may " get used to them," nevertheless tend to affect 
their nerves. I am afraid we have still much to accom
plish in this connection. 

CLOAK-ROOMS AND LAVATORIES 

. The provision of good cloak-room accommodation 
IS a matter that is often overlooked. From our 
experience, I suggest the following scheme as satis
factory. The cloak-room should be thoroughly well 
Ventilated, prefembly with moving air, so thut damp 
~loth .. ~ will dry. Hooks should be placed alternately 
Ill double rows one six inches above the other, the 
distance betwe;n them being nine inches. Woodwork 
should be a voided, and the hooks either. attached to 
metal bars, or bars of ferro-concrete, whiCh we have 
found cheaper. The bottom row of hooks should be 
about five feet from the floor, and seven inches from 
the floor there should be a shelf of perforated metal, 
with a steam pipe underneath, so that wet boots ~ay · 
be dried. A similar wire mesh rack can be provided 
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above the coats for hats. Clothes can be hung on 
each side of the bar, but in that case the two sides 
should be separated by expanded metal. An improv~
ment on this (the installation of which, however, IS 

more expensive) is to replace the hooks by metal 
brackets similar in shape to the ordinary wardrobe 
coat-hanger. Instead of the coat being · buncl~ed 
together it is then spread out above the steam p1pc 
and dries rapidly. At the same time it occupies very 
little space. This type is shown in one of the illust~a
tions. Of course, the ideal scheme, from the romt 
of view of security, is a steel locker for every worker, 
but that is very costly, and occupies a large amount of 
space, besides preventing clothes from drying rapidly. 
'Vherever possible, we keep the cloak-rooms locked, 
except at starting and stopping times. 

As regards washing conveniences, in many cases we 
provide hot and cold water in the workrooms, and 
where the workers are handling foodstuffs, the rule is 
that they must wash after any temporary stoppage 
before beginning work again. I understand that in 
some factories a clean towel is provided every time 
anyone washes. We have not adopted this ideal. 
system, but satisfy oursclves with roller towels fre
quently changed. 

The walls of many of the water-closets are rendered 
in cement, and then fluted and reeded, mthcr like 
corrugated paper. When left with a cement finish it 
ha.s been tarred, but we have found it preferable to 
sk1?' the wall ovc.r w_ith a thin coat of hard plaster, 
wh1ch,_ when dry, 1s gtvcn two coats of paint, and one 
of whttc enamel. This wall can be easily cleaned, 
and all scribbling is prevented. The vertical internal 
angles of all walls arc eovcd, as also the horizontal 
angles between the floor and walls and the ceiling 
and wa~ls. 'l'his pr~vents the lodgn{cnt of dust. 

All gtrls are obhged to provide themselves with 
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overalls of n prescribed pattern. They make arrange
ments among thcmsch·cs to purchase the material at 
wholesale prices. 

CANTEEN 

I once heard it remarked that no one can be a 
statesman, a philosopher, a poet, or a lover unless he 
has had something to eat during the last forty-eight 
hours. I should like to add that he is not likely to 
perform any of these functions as well as he might do, 
unless his food has been well prepared, and supplied 
under comfortable and restful conditions. Employers 
nrc beginning to appreciate, to a much greater degree, 
how important a part the canteen plays in the economy 
of a factory. I think we learned a good many lessons 
during the war, when so much attention was devoted 
to the matter. 

A canteen should be something more than an eating
shop. It should be a place where the fullest possible 
advantage can be taken of the dinner hour, for the 
renewal of the vital energy which has been expended 
during the morning's work. Here, once again, let me 
plead for a little imagination on the part of my fellow
employers. If a canteen is to be established, and I 
think it will soon come to be regarded as a sine qua 
non where any appreciable number of workers stay 
at the factory for meals, it is worth while to make 
that canteen attractive and comfortable. It benefits 
a man little to get a cold dinner, sitting by his machine 
in the shop where he has worked all the morning. 
Sometimes a director, when very rushed, ta~es a few 
sandwiches for luncheon and eats them at Ius desk
but he knows that it do~s not really pay I It is much 
better to go away from th~ office, and _ha_ve. a r;ai 
break during the luncheon mterval. Th1s IS JUst,,as 
true of every worker in the factory. Whatever may 
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be our special circumstances, whether we arc con
velting a small room in an old building into a canteen, 
or erecting an entirely new building, we should always 
try to make it thoroughly comfortable. Of cours~, 
to secure a good cook is indispensable, but more IS 

needed-the canteen should be a room for the re
creation of strength and energy, and it should be 
bright and cheerful, since the mind needs refreshment 
as well as the body. A few plants, or even flowers, if 
available, make a wonderful difference. Again, it is 
worth a little trouble to get hold of some good pictures. 
Still more important is it that the tables should be 
clean. Food eaten at a dirty table is never appetising. 
At the same time, with whatever care a meal is pre
pared and served, it is difficult to enjoy it thoroughly 
if one is sitting on a bench with no back I All these 
facts must be borne in mind. But it would be a 
great mistake to think that a canteen which fulfilled 
the above conditions must be palatial. What is 
needed is not lavish expenditure, but forethought, 
sympathy, and good sense. It is, of course, important 
that the canteen service should be quick and e!Iicicnt. 

As to the finance of a canteen, it is necessary at 
the outset to decide what proportion of the totnl cost 
should be met out of the gross profits on the food 
sold. After a good den! of enquiry as to wlmt hns 
been found possible and desirable elsewhere, we 
decided ~t the Cocoa Works to charge prices for the 
food, estimated to cover its cost and cooking and the 
cost of the service, including the salary of the 
manageress, the cleaning of the rooms, breakages of 
crockery, and loss of spoons, etc. The Company 
defrays_ al~ other charges--i.e. provides and maintnins 
the ~u!ldmg and all the equipment, and pays for 
ele~tr1C1ty and steam used for lighting and heating. 

'II~e present canteen was first opened in March 1914, 
but m August of that year it was taken over by the 
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War Office, and troops were billeted in it for two 
years. After this, with the full approval of the 
workers, it was offered to the War Office as a hospital, 
for which purpose it was used until 1919, the em
ployees meanwhile using temporary accommodation. 
~t is a large three-storey building. The ground floor 
IS used for the Dental Department, show rooms, class 
and lecture rooms ; the canteen occupies the two 
upper floors. On the first floor there is a large room 
for the girls, which seats 2000 at tables of eight. The 
tnble-tops nre of mottled green and white compressed 
mnrble. They are 19 inches wide and 6 feet long, and 
the distance from centre to centre is 5 feet. The forms, 
which have backs, can be approached from either 
end, so that in no case need a girl pass more than one 
other person to get to her place. 

I do not think that this arrnngement is the best. 
If fitting up n cnnteen now, with our present ex
perience, we should hnve tables for four persons, pro
vided with chairs. That method would be more costly, 
both in equipment and space--it would take up pro
portionately about 25 per cent. more room. But, on 
the whole, it would be prefernble . 
. _The floors nre of" Pyrofugont "-one of the many 
Jomtless floor coverings, laid down in a soft state, 
like concrete. This hns proved sntisfactory, and being 
red, it mnkcs the room look more cheerful and fur
nished than a plain den! floor. If the question of cost 
did not arise, however, the ideal would be a polished 
~oor of 8-inch maple boards, or maple blocks. Th~t 
IS the best cove1·ing for almost all factory floors. It IS 

not, however, necessary to put a hard-wea:ring floor in a 
canteen, since it is used for a very short ttme each day. 

As well as the girls' canteen, there is . a canteen 
for the men, which scats 550. A comparattvely small 
proportion of men stay at the works for dinner, as 
so many live near. lliany of the girls, on the other 
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hand, are the daughters of rnilwnymcn who live at 
the other end of the town. There nrc also separate 
rooms for lady clerks and men clerks, and for fore· 
women. The few foremen who stay to dinner dine 
with the men clerks. In addition there is a restaurant, 
where the charges arc higher than in the other rooms, 
and the whole arrangements and service are similar t_o 
those in a good cafe. It is open to all who prefer 1t 
to the other accommodation provided, and who are 
prepared to pay from Is. 6d. to 2s. for dinner ; and 
it is used by the directors and higher officials, and 
also by quite a number of rank and file workers. 
Anyone is at liberty to bring friends unconnected 
with the Cocoa Works. 

The restaurant is open every week-day, except 
Saturday, from 10 A.M. till 6 P.M. It is largely used 
for tens, both by people who arc working lnte, and by 
those who are staying at the \Yorks for recreation or 
meetings, or going thence to some engagement in the 
town. Adjoining it there is a lounge with armchairs, 
where smoking is indulged in, and coffee is enjoyed 
after luncheon. The lounge forms an excellent 
rendezvous, where persons from different departments 
can meet for conversation. 

The canteen is largely used during the evenings. 
On Saturday afternoons catering is undertaken for 
sports clubs, and throughout the winter supper is 
provided each Saturday night for about 200 persons 
attending the weekly Works dance. On other days 
the various clubs and societies frequently have social 
evenings and dances, and the supper armngcments are 
made by the dining-room staff. 

Except the bread and pork pies, everything sold in 
the canteen is "home-made." The number of em
ployees using it varies with the weather and the time 
of yen_r, but the daily average is, roughly, 2000 women 
and g1rls, and 450 men and boys. The majority buy, 
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a la carte, just what they want. Some buy their whole 
dinner in this way, ordering it the day before ; others 
buy something to supplement what they bring from 
home ; while others bring all their food from home, 
buying only a cup of tea. Any who wish may have 
the food they have brought from home heated, at a 
charge of !d. 

An idea of the level of prices may be gained from 
a typical day's menu in November 1924. 

CANTEEN. 
Stuffed RoMt Pork, Apple Sauce, Potatoes 
Rissolea and two Vegetables . . 
Jo'ish Cake and Chipped Potatoes 
Savoury and 1\Iushf"d , 
Sausage Roll and Moshed .. 
Steamed Raisin Pudding 
Soup • • • 
Rice Pudding • 
Chipped Potato .. 
Cakes (various) , 
Tea (per oup) • 
Coooa (per oup) 
Lime Juioe (per gl888) 

RESTAURANT. 

'l'omato 
Soup. 

Fiah. 
Baked Halibut w1d Eg~ Sauoe 

Meals. 
Roast V OBI . 
Mutton Cutlets . 
Cotta~ Pie • • 
Cold JJoef and Chutney 

CllS5orolo of Vogotablos 

Mnshed I•oto.toes 
Baked Potatoes 
Sprouto 

Fa•uit Salad and Crenm 
lllum ~l'm-t and Custurd 
TI'Ou.olo Pudding 
Rice Pudding 
Tea or Cotloo 

. 
Vegetarian. 

Vegclablu. 

Pudding•. 

9d. 
7jd. 
3d. 
3d. 
3d. 
3d. 
2d. 
2d. 

. ljd. 
lei. & ljd. 

ld. 
ld. 

ljd. 

4<1. 

lOd. 

Io. 
lOd. 
Sd. 1•. 
&l. 

2d. 
3d. 
3d. 

7d. 
Od. 
Od. 
4d. 
3d. 
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The sales during 1924 amounted to nearly ten 
thousand pounds. . 

During the summer a large number of workers· 
eat their dinners in the garden. The canteen stands 
in an old orchard, and both there and in the "~ose 
Garden " just across the road, seats are provl(led, 
though when the weather is fine they seem to be less 
attractive than the grass. Roof gardens lead out of 
the men's canteen and the restaurant. 

Free meals are provided in the canteen or restaurant 
for those clerks and administrative ollicinls who are 
not paid for overtime and are working lntc. On the 
few occasions, usunlly during the Christmas rush, when 
the girls work after six o'clock, ench is given ~talf !I 
pint of tea free. Free milk during the mornmg ts 
given to a few delicate girls, on th~ doctor's orders. 

The cooking in the kitchen is done by steam and 
gas. We have more than once gone carefully into the 
question of cooking by electricity, but have ruled that 
method out on account of its cost. 

The whole of the canteen arrangements are under the 
control of a manageress, who is assisted by an advisory 
committee appointed by the workers. All accounts 
are examined by them, and they are consulted as to 
the kind of food that should be supplied and as to 
whether, if the cost of materials rises or falls, the 
situation shall be met by increasing or decreasing the 
charges, or varying the size of the portions. 

The question has been considered whether the 
whole management of the canteen could, with ndvan· 
tage, be placed in the hands of the workers. This is 
done in some factories, but the plan has not always 
succeeded, and probably the best canteens in the 
country. are those .run by the ordinary administrative 
staff, wtth the asststance of a committee of workers. 
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Part III 
MEDICAL SERVICE 

ALTHOUGH the provision of a medical service in 
factories is becoming more frequent, it does not exist 
in the majority of even the larger ones. Thus, we may 
regard such a development of the normal factory 
equipment as being more or less of an experiment, 
and it may be worth while to give some account of 
the medical facilities provided at the Cocoa Works, 
and an estimate of their value from the standpoint of 
the workers and also from that of the management. 

The first step in the direction of providing medical 
service was taken in 1904, when arrangements were 
made for a doctor to attend at the Works daily, who 
could be consulted, without charge, by any one wishing 
to do so. 

After a short time he came to the present writer 
and said, " If you can't afford to provide both a 
dentist and a doctor, I advise you to get rid of me and 
provide a dentist, for so much of the illness is due to 
faulty teeth that l"eally I think his services even more 
necessary than mine." This condition was not due 
to working in a chocolate factory, for it was just as 
marked among ncw·comers as among the older em-
ployees. . 

So, later in 1904, a whole·time dentist was ap
pointed. In 1919 an optician was added to the staff, 
which now consists of the following : 

(I) A doctor and assistant woman doctor, who 
attend daily from 9 A.M. to 5.30 P.M., or longer if 
necessary. They do not visit the homes of emplo:rees. 

(2) Two trained nurses, who attend to all dressmgs. 
(3) A whole-time dentist. 
(4) Three whole-time dental mechanics. 
(5) An optician, who attends for two whole days 

Weekly. 
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(6) An oculist with whom we have arranged to 
treat, free of charge to the employee, any cns<'S sent 
to him by the doctor or optician. The lnttc~· refers 
to the oculist all cases in which the eves are dtscnscd, 
or need medical treatment, and whicli cannot be dealt 
with simply by the provision of suitable glasses. . 

The services of doctor, dentist, optician, and ocnhst 
are free to all employees. The usual charge for n 
bottle of medicine is a shilling, but more is charged 
for a medicine containing exceptionally costly drugs. 
All medicines are made up by a chemist in the town. 
In the dental department one shilling is charged for a 
local anresthetic, and for gas anresthctics up to tw.elvc 
shillings, according to the length of the opcratt~n ; 
and a charge sufficient to cover the cost of mntcrmls 
is made for gold stoppings. . Artiftcinl teeth nrc 
charged for at a price which covers the cost of mntcrinls 
and pays for the time of the dental mechanic. A 
complete upper and lower set costs £4, I6s., and 
partial sets are charged at the rate of 5s. 6d. for the 
first tooth and 4s. for each additional tooth. In the 
optical department spectacles and eyeglnsses are 
charged for at wholesale prices. The price of spec
tacles, rimless or in steel frames, varies from 12s. 6d. 
to £1, 15s., according to the formula for the glasses. 
The most usual price is about £1. 

The total net cost of the medical services provided 
~t th~ Wm·ks is approximately £8500 per annum, 
mcludmg overhead charges. Before asking whether 
th~s expenditure can be justified, a few words may be 
~atd a~o~t the way in which the medical department 
IS admnustered and the extent to which the employees 
make use of it. 

From the standpoint of factory administration the 
medical department forms part of the employment 
depa~ment. Every employee of the Company has 
the rtght to make full use of the facilities provided. 
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Any one wishing to do so, gets a permit slip from the 
responsible official in his department. This is sent to 

. the clerk in the medical department, who arranges 
the times for appointments. No deduction is made 
from the day wages of workers for the time spent in 
visiting the department, but those employed on piece
work lose the piece wage they would have earned. 
Care is taken to prevent anyone from having to wait 
long, after being summoned from work, before they 
receive attention. A nurse is present in the doctor's 
room when women and girls are attending. She deals 
with dressings and keeps all records. 

l\IEDICAL INSPECTION OF APPLICANTS FOR "WollK 

All applicants for work are examined before en· 
trance, or, if for any reason this is not practicable, 
they must pass the doctor within a fortnight of their 
appointment. The only exception to this rule is in 
the building department, where work is of a much 
more casual nature. 

It may be asked whether it is reasonable for an 
employer to insist on the medical exmnination of all 
applicants for work before appointment. If every 
employer adopted such a course, what wo!lld happen 
to those whom the doctors reject ? It IS certa1!1ly 
Worth w hilc to consider these points. The q?est~on 
whether it is reasonable to insist on exammat10n 
seems to me to depend on the character of the employ· 
!Jlent, and the policy adopted towards those who .&re 
111. In discussing the matter with employees at the 
Cocoa Works, I have usually put the case in tlli~ 
way. l~irst, we are engaged in the manufacture of 
foodstuffs, and therefore it is impcmtive to take all 
possible prccuutions. Secondly, the~e arc nca.rly :ooo 
people, many of them boys und _g1!ls, workmg m .a 
compamtivcly small area and lll!XIIIg f1·eely. It 1s 
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only fair to those employed to prevent the int.roduc~io~ 
of workers who might spread infection. Thirdly, rt IS 

an advantage to the workcrs themselves that they 
should be examined before starting work. A man IS 

not necessarily rejected because he is suffering from 
some disease. He may be passed conditionally, e.g. 
as suitable for light work, or work out of doors. It 
would be much in a worker's interest, if, for example, 
he had a weak heart, to be put on light work, w~ren 
he might easily be put on heavy work if no mcd.rcal 
examination were made. Lastly, a medical exarmn~
tion becomes almost a necessity if the Company IS 

going to accept considerable responsibility for those 
who break down while in their service. 

On p. 115 et seq. some account is given of the Com
pany's Invalidity l•'und. If all and sundry were 
engaged, with no medical test, it would he difficult, 
if not impossible, to accept responsibility for chronic 
invalids, as their number would probably be much 
greater than at present, and much stricter regulations 
"ould be necessary in tlre case of those who, though 
not completely unlit for work, suffer from ill-health 
and are frequently absent in consequence. 

It seems to me, therefore, that there is an over
whelming case for the medical examination of new 
entrants, always assuming it is carried out reasonably. 
But I think the workers may rightly ask that those 
who pass the test and subsequently brenk down 
shall be treated more liberally by the Company thmr 
they would be were no medical test at entry required. 

As regards the second question, as to what would 
~al?pen to the medically unlit if all the employers 
msrsted on medical examination before engagement, 
I do not think this contingency need alarm us. There 
are many different kinds of work and because a man 
!• unfit for one, it does not nece;sarily follow that he 
ts unlit for another. If, however, doctors in one 
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employment after another rejected him as unfit for 
work, surely it would be time to deal with him by 
special provision, instead of letting him undertake, 
for a short time, work at which he could not continue. 
The present haphazard policy is very clumsy, and a 
great deal of illness might be avoided by the adoption 
of wiser methods. 

NUMBER AND CHARACTER OF CASES TREATED 

It is not easy accurately to assess the value of 
the work undertaken by the medical department. 
That the facilities offered are appreciated by the 
workers is proved by the extent to which they take 
advantage of them. In addition to the examination 
of new entrants, the doctor was consulted 38,102 
times in the year ending 31st December 192-t, while 
during the same year there were 5320 attendances 
at the dental surgerv. During the six months ending 
March 1925, 810 vi~its were paid to the optician by 
327 different persons, and 209 fittings were supplied. 

Accidents happening when the ?octor i.s a~se~t 
nrc treated in our ambulance station, which IS m 
charge of the chief officer of the fire brigade and his 
assistants, who arc qualified ambulance men. Most 
of the accidents treated occur to men, owing to the 
fact that so mnny of the girls arc on ,hand wo_rk, and 
nrc not so liable to them. The mens work IS com· 
parntivcly free from the risk inherent in such occu· 
pations as smelting or heavy engineering work, and 
We ha vc very few serious accidents. 

'l'hc doctor periodienlly examines the hands of those 
engaged in handling foodstuffs, so as to cn~ure. that 
~o one suffering from eczema or any other skm disease 
Is engaged in such work. He is nlso fi·eely cons.u!ted 
on all matters concerning the health conditiOns 
throughout the Works, nnd the suitability of different 
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kinds of employment, cithc:>r for individuals, or for 
classc:>s of individuals-e.g. whcth<'r any given employ
ment is suitable for women or young persons. 

Any worker with a tendency to phthisis is c~·, 
amined periodically until his or her condition JS 

declared to be normal, and all necessary steps are 
taken to eradicate or, at any rate, to keep in check, 
incipient phthisis. Sometimes employees threatened 
with it are put to light work, or work out of doors ; 
sonwtimes they are sent away for a change of air-a 
method which may also be adopted in the case of any 
employee who is run down. There is no doubt that, 
in not a few eases, the treatment by a doctor of those 
who show signs of incipient disease has been of the 
greatest benefit. Sometimes, the disease has been 
completely checked, and in other cases its progress 
has been greatly retarded. The Company has no 
convalescent home of its own, but the Invalidity 
Committee takes financial responsibility for sending 
employees (on the doctor's recommendation) to con
valescent homes. The arrangements vary according 
to the circumstances, the usual plan being to ask for 
some contribution-generally the amount of the 
National Health Insurance benefit. 

VALUE OF MEDICAL SERVICE 

Perhaps a better idea of the value of the medical 
service than can be gained from general statements 
may be gathered from a perusal of the results obtnined 
in a num~cr of typical cases. These may be taken as 
represcntmg what happens throughout the factory. 

MEDIOAL CASES 

(1) A girl who frequently had half-days off. She Wl18 

found to be anromic, and suffering from headaches 
and indigestion. Was persuaded to see the 
doctor and now describes herself 119 " right 
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champion," which statement is quite borne out 
by her regular time-keeping, and the improve
ment in her wages, which have risen by over 2s-

(2) Was sickly and anremic, with bad septic fingers, 
and other signs of debility_ Treated by the 
Works doctor and sent for a fortnight's change, 
she showed greatly improved health and capacity 
for work. Is now causing no anxiety, and earn
ing her average wage, which formerly she failed 
to do. 

(3) A girl suffering from anremia and general debility 
was treated medically, and given a holiday and 
change of air. Her average piece wage rose by 
about Sa. as a result of the treatment, and her 
health is much improved. 

(4) Complaints were received from the overlooker and 
school staff that this girl was becoming lacka
daisical, and shirking work. She looked ill, so 
was taken to the Works doctor, who, on examin
ing her, found slight dilatation of the heart. A 
rest from gymnastic exercises, and the avoidance 
of any strain, were insisted on, with the result 
that the girl's general health and application 
rapidly improved. 

(5) Consumptive tendencies. Periodic advice h·om 
the doctor, change of work, and an arrangement 
for her to work by an open window, have re
sulted in a mm·ked improvement in work, wages, 
and time-keeping. 

(6) Ago fifteen. Suffered with constant headaches, 
oamche, dullne>~S, and lack of energy. After one 
month's treatment under the doctor she com
menced to work normnJly, docs not suffer with 
headache or earache, and is able to produce the 
su.mo output ns other girls engaged on similar 
work. 

(7) Ago twenty-two. Hus been a consumptive suspect 
for some years. She is w1dcr constant observa
tion of the doctor, and by being watched regu-
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larly the slightest inclination to lapse into ill· 
health has been checked, and sho has been able 
to do her work, with almost average health and 
strength, and to keep good time. 

(8) Age fifteen. Came to the Cocoa Works as a delicate, 
thin, anremic-!ooking child. She was kept under 
observation and treated by the Works doctor 
for six months, during which time she was not 
absent from work for one hour, and at the end 
of the six months she showed herself to he an 
average healthy child and able to produce a 
normal output. 

(9) Suffered from rheumatism, and pains in his knees, 
which handicapped him in his work. As he 
was able to see tho Works doctor on tho spot. 
without losing a lot of time, ho went to Lim, and 
is now all right, and able to do his work without 
inconvenience. 

(10) Septic foot. Received daily treatment, nud wos 
able to continue ordinary work. 

OPTICAL CASES. 

(1) Worked with difficulty, owing to frequent head· 
aches. Now she is provided with glasses, and 
her wages are regularly up to tho average. 

(2) Was of ton ill, and subject to headaches, owing to 
eye-strain, but has found glasses a groat relief, 
and works the bettor for them. Headaches have 
disappeared. 

(3) Suffered from astignmtism, and had very fl'Oq ucnt 
headaches, got glasses, and can now work a whole 
day without the slightest trace of hoadaoho. 

(4) Looking at work for any length of time tired her, 
and she wanted to rest her eyes frequently. She 
now works comfortably. 

(5) Suffered for some years from aching eyes and head. 
She was supplied with glasses, and since then 
has been a great deal bettor ; her output has 
increased, and the standard of her work is 
higher than previously. 



HOURS AND WORKING CONDITIONS 49 

(6) Was ~ worker in the labelling room. She com
plamed of constant headaches, and of acute giddi
ness, caused, as she thought, by the colour of 
the labels. Her eyes wore tested by the optician, 
and since being supplied with gla..""es she has had 
no further trouble. 

(7) This man suffered a great deal from dizziness and 
pains in the head, which oansed him to be absent 
from work for lengthy periods. Finally he was 
recommended to wear glasses and was fitted by 
the optician. As a result he can attend to his 
work in an efficient manner, thereby increasing 
his production. 

(8) Eyesight failing. Visited optician and was sup· 
plied with glasses. These have proved to be of 
immense use to him in carrying on his work 
n.• a joiner, and there is no doubt that his 
efficiency has greatly increased. 

DENTAL CASES 

(I) Hnd pyorrhroa, nnd wn..• often off work, as she 
suffered so much from headaches and indi· 
gcstion. All her teeth wore extracted, she is 
now in good health, and rarely mis.•es a day. 

(2) All her teeth were removed, as they were decayed, 
and her mouth was in a very bad state. She was 
constantly ailing, but now she is looking and 
feeling better and doing much better work. 

(3) Had such a bad abscess at the roots of her teeth 
that she got septic gums and was off work for 
over five weeks. After the teeth were extracted 
her health improved and there has been no 
further broken time. 

(4) Suffered from constant headaches, dizziness, and 
indigestion and was a poor time-keeper. After 
her teeth were put in order, her health improved, 
and also her time-keeping. 

(5) Suffered from bilious attacks, indigestion, and a 
more or less septic mouth : was dentally treated 
and provided with a set of artificial teeth. Now 
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describes herself as quite a different person, a~d~ 
the symptoms before complained of have diS· 
appeared. 

(6) Age eighteen. For six months this girl _hnd' 
slackened very much in regard to her t101C· 
keeping. Whenever spoken to, she stated that 
she was suffering from toothache. She was not 
able to earn the standard wage for a girl of her 
age. She was persuaded to consult the W?rks 
dentist, and after he had treated her, her time· 
keeping improved, and her output was equal til 
that of others. 

(7) Age seventeen. For some months she looked 
anromic and ill-fed, and generally unhealthy. 
Her output was far below the average. She was 
sent to the Works dentist, who extracted all her 
decayed teeth. She is now a great deal better 
in health, and able to keep good time, and her 
output has increased considerably. 

(8) Held a position of responsibility in her department 
because she was a woman of tact, energy and 
common sense. It was recently noticed that 
she was losing some of her power, that her health 
was not so good and her time-keeping not so 
perfect. She was persuaded to see the Works 
doctor, who sent her to the Works dentist. She 
had most of her teeth removed and the others 
treated. Since receiving the artificial teeth, 
she has not lost any time and her work has 
regained its former standard. , 

A perusal of the above cases will show, I think, 
that the expenditure of time and money involved in 
the_ organisation of a medical department has yielded 
satisfactory results. There is no doubt that, apart 
from the cure of specific ailments, and their avoidance, 
the general level of health has been mised, and many 
workers who constantly felt " below par " are now 
" fit .. d . 1 an v1gorous. 
• ")n terms of human happiness, the benefits thus 
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derived are considerable, and the improved health has 
reflected itself in greater efficiency and increased 
output. It is impossible to measure the precise extent 
to which this has been the case, but having regard to 
the comparatively small sum involved in the or
ganisation of a medical department, there can be no 
doubt that the expenditure has fully justified itself. 
And clearly, if this is true of a factory where processes 
and working conditions as a whole are normally 
healthy, it would be still truer in factories where con
ditions are less favourable. 

It may be helpful, if, in conclusion, I append the 
opinions of two administrative officers as to the value 
of the medical work carried on here. These may be 
taken as typical of other reports received. 

After citing a number of cases treated by the 
medical department, one official reports : 

Our medical department is valuable from the employer's 
point of view : 

(1) It bns advised administrative officers when the 
effects of certain work are harmful to any special 
organ, or to tho general health of the workers. 

(2) It has provonted-

(a) Much loss of time. 
(b) Dislocation of work. 
(c) Decreased output. 
(d) Compensation expenses. 

From tho worker's point of view : 

1. Tho medical department gives the cJ~ployees a sen;;e 
of security, and promotes a feeling of goodwill 
towards the Management. 

2. Saves loss of time and wages. 
3. Enables workers to produce. more. . . 
. 4. E~ablos them to enjoy thCil' work, lllStead of finding 

1t a drudgery. 
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In a. word the establishment of a. medical dcpartmen. 
is not only h;1mane, it is essential to production, it is bcne.j 
ficia.l to workers and profitable to em ploycrs. I 

A girls' supervisor adds the following 11eneral 
remarks to a report on a number of cases m her 
department : 

Tho provision of a ml'<lical staff for a factory is. now 
considered an essential of welfare work, and there IS no 
doubt that, from the point of view of increased etliciency, 
it pays. 1'ho services of a doctor nnd a dcnti•t are both 
required, as the work of one is so often supplementary to 
that of the other : if they can in addition call upon an 
optician to assist them, so much the better. 

(1) A girl is off colour, keeps bud time, enrns )ow wu.gcs, 
and take~ no interest in her work, and no obvwus 1 

reason can be found for all this. But if she can 
be persuaded to sec a doctor, it willncal'ly always 
prove that her health is at fault. She may not 
have the energy to sec a panel doct<Jr, but she can 
hardly refuse to see a doctor who is on the spot. 

(2) A girl comes with n septic finger. Left to her:'elf, 
she would probably trent it with bread poultJCCS, 
or nothing, and might be off for weeks. With a 
Works doctor, she goes to him in the initial 
stages, and while the finger is treated is stiJI at 
w~rk-possibly not at her own job, but some· 
thmg eq uully useful. 

(3) The value of a Works medical service in case of 
accident need not be mentioned. It is the most 
obvious of its advantages, second only to the 
value of examination for fitness on entry. 

(4) The case of the girl who dislikes her work and Iinde 
it " bad for her health," or the girl who really il 
on tho wrong job, can always be referr.ed to th« 
Works doctor. He is a potont ally when a1 
overlooker thinks tho gid iH simply lazy, 01 

" trying it on," to got n change of work which i· 
may not be convenient to give. 
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(5) Briefly, to have a doctor on the spot saves the time 
of the patient and of the firm, nips illness in the 
bud, slowly hut surely teaches the workers a few 
elemental rules for the care of their constitutions, 
and provides skilled medical adYice in the hun
dred and one cases where this is required. What 
l1as been said of the doctor applies in a lesser 
degree to the dentist and optician-they are a 
trinity working in unity, and complementary to 
one another. 

Part IV 

PERSONAL ENVIIIONMENT 

ALTHOUGH it is important to surround workers with 
good material conditions, it is even more important 
to Cl'eatc and maintain what perhaps I can best 
describe as a " personal environment " which will 
encourage each individual to be and to do his best. 
The ideal at which we should aim is that everyone 
~hou)d work with as much enjoyment, energy, and 
mtelligcnee as if he were workin<> on his own account. 
This, of course, is a very high ldeal, which pl'?bably 
h~~ never been l'caliscd, though I have _occas~onally 
Visited litctorics which very nearly attamed 1t. In 
seeking to create such a spirit, the first thing is for 
those in positions of l'csponsibility to recognise t~lllt 
~he workers arc something more thnn p1·ofit-producmg 
mstruments. They are not simply n mcnns to an 
~lterior end. On the contrary, their personal welfare 
Is an important end in itself, though not the only one 
for which the factory exists. 1\luch, probably ?lost, 
of the unrest from which industry has suffer~d for so 
long, and is suffering so acutely at present, IS due to 
tjle failure on the part of employers to recognise this 
fa~t- . Largely thl'Ough lack of clear and independent 
tlunkmg, they have been inclined to look upon those 

E 
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working in their factories in the mass, and to speak 
of them as "hands," or generically as "Labour." \Ve 
have not had imagination enough mentally to separate 
the mass into its constituent units. W c have failed 
to realise that five hundred " hands " are rcallv five 
hundred individuals, each with a personality as 
sensitive to its environment as yours or mine. 

Now, it is just as fatal an error to treat workers 
in the mass· as it would be to treat machinery in the 
mass-a thing no one would dream of doing. Quite 
apart from the human aspect of the question, and for 
the moment considering the workers solely as instru· 
ments of production, such an impersonal way of 
regarding them is a serious flaw in our method of 
business administration. Every worker should be 
looked upon as an individual, and encouraged to con· 
tribute his individual quota, which no one else can 
contribute, to the success of the firm. 

This is the policy we naturally adopt when we 
work with two or three persons, but can it be carried 
out in a large factory where hundreds or thousands 
are employed ? · 

Yes, it can, but only as the result of a considered 
policy supported by an adequate organisation. The 
managing director, or works manager, in a large 
factory, cannot give the necessary detailed attention 
to this side of the business any more than he can 
personally attend to each machine. 

THE LABOUU DEPAUTMEN"r 

It is because employers, albeit somewhat slowly, 
are recognising this truth that a properly organised 
and carefully staffed " Labour " or " Employment " 
Department is coming to be regarded as essential in a 
well-equipped modern facto1'Y· The head of this de~ 
partment. must be a man possessing true, intelligent 
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sympathy with others. He must have qualities which 
will make him approachable by all, and he must be 
trusted by nil, workers and management alike. More
over, his position must be one of real authority. 

He will be concerned solely with the human side 
of business administration, and will have no direct 
responsibility for anything else. He might perhaps 
be described as the human " engineer." The chief 
mechanical engineer is responsible for selecting 
machines suitable for the work to be done, and for 
keeping them running smoothly, and avoiding over
strain or breakdown ; and the labour manager will 
perform similar functions with regard to the human 
instruments of production throughout the '\'orks. 
His profession is not a new one in this country, 
though such officials are fnr more usual in America 
than they arc with us. There is still a suspicion on 
the part of many British employers that the good 
old rough and ready methods of dealing with Labour 
are the best, and that all I have been writing about is 
mere sentimental nonsense l 

However, an increasing number of large employers 
are installing labour departments, and our arrange
ments may, therefore, be of some interest. . 

The whole department is under the general control 
of a Labour Manager, who i.s responsible for all wage 
and labour questions in the Works (except certain 
specially important matters which are handled by the 
Chairman of the Board), and for all educational and 
recreational acti vi tics. The remuneration and working 
conditions of the salaried and outside staffs do not, 
however, fall within his sphere. He is assisted by a 
Men's Employment Manager dealing with male 
Workers, and a Women's Employment Manager, 
dealing with female workers, and by other officers. 

As the organisation and activities of the men's and 
women's' sections ot" the Labour Department vary in 
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certain respects, I shall, for the sake of clearness, first 
describe the organisation of the men's department, 
and then show certain particulars in which the women's 
department differs from it. 

ENGAGING NEW EMPLOYEES 

Everyone is engaged through the employment 
section of the Labour Department, except clerks nnd 
salaried staff, who are engaged through the clerical 
staff office. Originally, every foreman or departmental 
manager engaged his own workers, but this custom 
was discarded many years ago. It is the duty of the 
employment manager to keep a record of all applicants 
for employment, and to keep in touch with all likely 
sources of supply. 

As the supply of adult male labour always exceeds 
the demand, great care is taken to select the best men. 
The method followed is for the manager of a depart
ment requiring workers to advise the employment 
section of any vacancy, on a form provided for the 
purpose, stating the character of the work and the 
wage offered. The first duty of the employment 
manager is to advertise the post on the Works notice
board, so that any present employee may apply for 
it. If a suitable candidate is then forthcoming, the 
employment manager negotiates a transfer with the 
departmental managers concerned, and proceeds to 
fill the new vacancy thus caused in a similar way. . 

It is, however, as a rule, only when the better paid· 
posts. become vacant that transfer from within the 
Works is sought. If such transfer does not take place, 
the employment manager selects the most suitable 
outside applicant from his list, or failing this, he 
applies to the Local Employment Exchange. If that 
method also fails, he advertises the vacancy in the 
Press. Finally, when a candidate has been selected, 
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and the necessary enquiries into his character have 
proved satisfactory, an interview is arranged between 
him and the departmental manager concerned. If the 
latter approves of him, he is engaged by the employ· 
ment manager, subject to his passing the doctor. 
The employment manager also fills up his Record 
Card, and gives the necessary instructions to the time
keeper for his admission. 

The engagement of employees, especially when they 
arc young, should never be a slipshod 01' hurried 
performance. The interview on engagement is a 
valuable means of giving the new worker, at the very 
beginning, the right kind of personal environment, 
and the right outlook. It makes a great difference 
whether a man or boy is hurriedly " put on " by a 
foreman who is principally concerned with production, 
?r engaged by a man chosen for his sympathetic 
msight into character, and connected solely with the 
personal side of the business administration. The 
interview should take place in private, in a suitably 
furnished office ; and if the applicants have to wait, 
they should do so in a comfortable room. In the 
matter of waiting-rooms nnd ollice aeeommodntim_I, 
our employment section falls far short of what IS 
desirnblc, being housed at the present time in tem
porary buildings. 

'l'he applicant should lcm·n something of the spirit 
in which it is sought to conduct the factory--a spirit 
of mutual goodwill, in which both the mnnagcment 
and. the workers give of their best. It is not a mat.ter 
of snnply "setting on an extra hand," but of seckmg 
~he CO·opcration of another colleague. To convey the 
Idea that we are bestowing a favour when we ~e 
employing a man is to introduce the wrong ~pmt 
from the start. We are, on the contrary, rnakmg a 
contract which it is expected will be mutually ad· 
vantageous. · 
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When a boy under eighteen years is engaged, he 
starts work on the first day at !l o'clock instead uf 
7.30. On his arrival, he is met nt the time olficc 
by a member of the employment section, taken 
to his own department, and introduced to the foreman, 
who is probably better able to spare a few moment> 
than he would have been ut the beginning of the 
day's work. If the boy has no friends in the depart
ment, he is also introduced to one or two lmls ol about 
his own age, who arc asked to "show him the ropes" 
and look after him until he is at home in the place. 

In addition to engaging new employees, the em
ployment manager is responsible for aU departmcn~l 
transfers. Any departmental manager whose work IS 

growing slack advises the employment section that 
he will soon have to dispense, either temporarily or 
permanently, with a certain number of workers. The 
employment manager then seeks to place those 
workers elsewhere in the factory. It is important to 
give as long a notice as poss.iblc of a prospective 
surplus of workers in a department, so us to avoid 
dismissals. 

DISMISSINU EMI'LOYEES 

Should a foreman wish to dismiss a man for any 
cause, he first sees the departnwntnl manager who, 
if he agr~cs, flUs in a form stating why the dismissal 
is recommended. This is sent to the employment 
manager, who investigates the case. If he considers 
that the dismissal is justified, he countersigns the 
dismissal form, and himself dismisses the man. The 
fact that no dismissal can take place without the 
authority of the dcpartn"'ntal ma1nagcr und the 
employment manngcr not only ensures co-ordination 
throughout the Works in this matter but obviates 
aU risk of dismissal for inadequate J'~asons. Some-
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times, for instance, a man's failure to make good in 
one dcpartmcnt may he due not to any intrinsic 
fault, hut to the fact that he is a " square pcg in a 
round holc," a situation whi<•h can be remedied by 
transfer to another department. 

Whenever employees arc to be dismissed . owing to 
shortage of work, their names arc submitted by the 
departmental manager to the shop steward, who has 
full opportunity to criticise the list of those selected 
for dismissal. if there is a difference of view between 
~he manager and shop steward, the chief shop steward 
IS eallcd in, and invariably he and the manager have 
been able to agree. Should they ever, in future, fail 
to agree, the I.ahour Dcpartment would have the 
final word. This system renders impossible any 
accusation by those dismissed that the management· 
has acted unfairlv. 

Foremen and <icpartmcntal managers who ha,·c the 
power of dismissal in their own lmnds mny imagine 
that the arrangement outlined above would seriously 
undermine their authority. Save in the case of that 
rapidly disappenring class of foremen who can only 
rule by fear, this is not the case. If a foreman hns 
good reason for demanding a man's dismissal, he will 
always be ahlc to carry his point, and in the absence 
of such good reason he has no right to dismiss n mnn. 

INVESTIOATING CoMPI •. UNTS 

Another important function of the <'l~ploym<'nt 
manager is the investigation of complmnts. ~o 
matter how well managed a factory m~y be, there '~·1!1 
always arise a number of' personnl grJcvnne<'s, winch 
should be carefully CXI\min<'d. " Hough justice " is 
not enough. Every personnl gricvmwc s_ho.nl<l _he 
promptly investigntcd, and cxplnincd awa)' 1f nungm· 
ary, or removed if real. \Vithout in any way cncourng· 
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ing mere fault-finding or tale-bearing, it is important 
to provide means for the easy ventilation of a sense 
of injury ; and one of our safcty-vah·es at the Cocoa 
Works is the presence in the factory of the labour 
manager and the members of his staff. They act as 
intermediaries between the workers and the manage· 
ment. 

In this conne<'tion refcrcn<'e may he made to a 
step which we have recently taken, ir{ order to facilitate 
the ventilation of grievances, and also to con vi nee the 
workers that the policy of the Employment Depart
ment aims at being thoroughly impartial, as between 
the workers and the management. W c irn-itcd the 
president of the local branch of the National Union of 
General ''V orkcrs, in which the majority of the em
ployees were enrolled, to work in conjunction with the 
Employment Department staff. He was already em
ployed at the factory, and took an active part in trade 
union work. Obviously, this step would have failed 
if the workers lost confidence in him, or suspected that 
he had been " bought " ; and therefore, before making 
the appointment, we consulted the union, explaining 
that we wanted some one whom the nwn trusted, and 
who could put their side of any dchatahlc case. Al tcr 
discussion, the Trade Union and the Central Council 
at the Works approved our proposal. 'l'his experiment 
has been a complete success. Emplovces with a 
grievance will go more freely to a member of their 
own union than to a foreman or manager, or even 
to some other member of the Employment Department 
staff. If the grievance is imaginary they are more 
easily convinced of their mistake by one of them
selves than they would he by one of the management : 
if it is real it is much better to attend to it at. once than 
to allow it to fester, and probably spread. Grievances 
grow by keeping with surprising rapidity. The mem
bers of the management also find the ad vantage of 
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ha,·ing a representative of Labour in the Employment 
Department, and frequently consult him when they 
want to know how the workers arc likely to regard 
an.y proposed policy. This oflicer is known as the 
Ch~ef Shop Steward. 

\VoMEN's SECTION oF THE LABOUR DEPARTMENT 

T.he \Vorncn's Employment Department is or
g~msed on similar general lines to that of the men's, 
differing only in one or two pm·ticulars. The majority 
of female employees arc engaged on leaving school 
and do not leave fur other employment, the greater 
proportion of them departing in their early twenties 
on getting married. This has various consequences. 
Having regard to the it· lower a veragc age, the higher 
rate of turnover, and the fact that those who do not 
lll~rry tend to " crystallise " in the jobs they are 
domg, the importance of right " placing " becomes 
e.ven greater, and much greater usc is made of voca
tional tests both on cnrra"elllent and on transfer. 
Again, the cn"II"Clllcnt or"'.,fris in batches enables the 
\\' k " " " · or s Prcpamtury Schools, described below, to be 
applied to them more easily than to buys who are 
engaged in smaller mnnhers. Then, until recently, 
certain functions of the l-abour Department on the 
Women's side were decentraliscd, use being made of 
" Girls' Supervisors " attached to different depart
ments. These have now been given administrative 
duties, but they continue to care for the girls' f1·om 
the " \Vclfarc" standpoint. 

\VouKs l'llEI'AUA'l'OUY ScuooL 
As indicated, most of the female employees begin 

\~ork :\t the age of fourteen or fifteen. Under rcguh~-. 
lions mtroduced in 1020, children stay at school until_ 
the end of the term in which they attain the age of 

F 
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fourteen. One result of this is that thcv leave school and 
apply for work in batches at fixed periods, and thus two 
or three times each vear we Juwc large groups of new· 
comers. This has n;adc it possible for us to intr?du~c 
in a modified form a scheme we saw in opl·rahon_ID 
1\lcssrs Hobinsons' works in Clwstcrlield, and to gtvc 
the girls a period in a l'reparatory School before 
introducing them to the workrooms. These sclcded 
for employment arc told to come on a certain day 
and attend the Preparatory School, which usually 
lasts three davs. 

The object" of this plan is threefold. First, we 
recognise that it is an ordeal for a girl of fourteen, 
straight from school, to enter a great factory, among 
six or seven thousand strangers and we want to case 
the transition from school to inliustry. After a period 
in the Works school, she knows a number of girls of 
her own age, and she also knows something of what a 
factory is like. She has been introduced to factory 
life by sympathetic ami kindly instructors, instead of 
being thrown into it and left to sink or swim. 

Secondly, we hope in some smnll measure to lessen 
the monotony of her subsequent work by explaining 
just what part it plays in the whole process of manu· 
facture ; and, thirdly, we want her to start her in· 
dustrial career in the right spirit. 

The school opens with an introductory talk by one 
of the directors on Works ideals. Other addresses 
are given during the week by various \Vorks ollicials, 
on s~ch subjects as the systems of wage pnymcnt in 
usc m the factory, factory hygiene, the educational 
and recreational facilities nvailablc, both in the factory 
and. in the city, "Who's Who in the \Vorks," "How 
a btg factory is organised," Trade Unionism, \.Yorks 
Hulcs, etc. 
' Lat~tcm lectures arc given on the raw products 
used m the Cocoa \Vorks--<:ocoa, gum, sugar-and 
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slides arc shown picturing the firm's estates in the 
West Indies, and the journey of the goods to the 
Works. The girls nrc taken to a large hothouse on 
the estate, where they sec, actually growing, many of 
the raw materials of our manufacture, such as cocoa, 
sugar canes, vanilla, oranges, lemons, limes, and so 
forth. Part of each day is spent in visiting different 
departments, and care is taken to explain the relation 
of work which falls to girls to the other processes of 
manufacture. Between lectures, the· children play 
organised games, which soon banish all feelings of 
shyness, and acquaint them with one another. The 
school winds up with a tea party, and we have re
c:ntiy taken the step of inviting the mothers of new 
g•rls to the ten party to meet those persons ·in the 
factory who would have most to do with their 
daughters. In this way the parents nrc interested in 
the conditions under which the girls work. On the 
last day of the school, the children write essays on 
their doings, from. which it is evident that they have 
thoroughly enjoyed the school, and gained much 
valuable information. 

Before the school started, it was feared that a tour 
r?und the factory might lend to dissatisfaction among 
!(•rls who were going to work in one of the less nttrnct-
1\'c departments. But in practice this difficulty has 
not arisen, since those in charge of the school can 
~!ways point out, in even a comparatively unattract
IVe department, advantages which may escape the 
eye of a casual observer. 

The ovcrlookcrs report that when the children 
e~ter the factory they are more confident t!mn new 
g1rls who hn ve had no period of preparatiOn, and 
~cttle down to work more quickly. Another ad
Vantage of the scheme is that the girls get to know 
people in other departments and a general feeling of 
esprit de corps is fostered. The factory tends to 
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become " Our Factory " in their minds, instead of 
" The Factory." 

The Preparatory School hns always been greatly 
appreciated by the girls and their parents. I~ h.ns 
been generally supported by the employees, while Its 
initiation was originally approved by the Central 
Works Council. It is still in its first stages. and there 
is room for further development. 'Ve have only once 
organised a similar school for boys, since their number 
is much smaller, and very few are engaged at one 
time. It is customary, however, for the Boys' Super· 
visor to take parties of new boys round the Works 
and to introduce them to their departments. But 
I hope it may soon be possible to nrrauge n prcpnrntory 
school for them. 

GIRLS' SUPERVISORS 

Our experience is that, speaking gcncrnlly, female 
employees require more carcru! supervision thnn men. 
This is partly becnuse many of them nrc physicnlly 
weaker, and partly because their age, on the averngc, 
is much lower than that of the men, and they arc 
Jess able to look after their own interests. Again, 
they are more sensitive and emotional, and hence it 
is imperative to avoid friction, and to dispel even the 
shadow of a grievance. Consequently, at the time 
when the first edition of this book was written in 
1921, we had, attached to each department whe1·e 
any considerable number of girls were engaged, an 
olnccr called a "Girls' Supervisor." She was held 
responsible for the welfare of the girls in her depart
ment, but was not in any wny directly concerned with 
its actual work. But experience has· shown that it is 
dilncult for a whole-time welfare worker to be entirely 
divorc~d from the normal acti vi tics of the department 
to whiCh she is assigned. We are learning, indeed, 
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that the more closely welfare activities are woven into 
the ordinary conduct of the business, instead of being 
something apart, the better it is both for the welfare 
of the girls and the success of the business. Con
sequently, in all cases but one the" girls' supervisors," 
while continuing to safeguard the welfare of the girls, 
have now been given other duties, usually acting as 
assistants to the managers of the departments. But 
they were all chosen on account of their interest in 
the welfare of girls, and still regard the furthering of 
this as an essential part of their work. 

Below is given a list of the duties of a " gids' super
visor " as they stood before managerial responsi
bilities were given to them. 'l'hcy are still responsible 
for carrying out these duties, in addition to those more 
recently assumed. 

DUTIES OF GIRLS' SUPERVISORS 

1. JVagea.-Although the supervisor has no power to 
fix wages, she is responsible for seeing that each girl in her 
department earns the wage fixed as the standard for her 
age. When earnings arc unduly low, she must find out the 
~asons for this, and try to l'Cmove them. Sometimes it 
IS only neceMsarv to wam tho girl against negligence, and 
~ncourage her t.; do better. But sometimes another remedy 
IS needed bcMidoM increased effort on the worker's part, and 
then it is tho supervisor's duty to acquaint the ovcrlooker 
?r manager with the fact. 'l'ho work may be unsuitable, 
Ill which case she will recommend trving the girl elsewhere, 
but if no remedy can be found, ai1d the girl cannot be 
Or_tcouraged to do bettor, the only course open to the super
VIsor is to recommend her dismissal . 
. 2. Time-keeping.-Those l'CSponsible for checking-in the 

g~ls will, each morning and afternoon, repor~ to the sup~r· 
VISor any girls who are absent. The superviSor ascer~ 
from the overlookers' lists whether they. are absent With 
leave ; if not, it is her duty to ascertain the onus~ of 
absence, and to take any action which she may oons1der 
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necessary, with a view to reducing the loss of time without 
leave throughout the department. 

3. Transfers.-The supervisor has not the power to 
decide what work any particular girl shall undcrtuke, ~r 
to transfer girls from one cluss of work t<> another, but 1t 
is her duty to recommend tho trm.-fcr of a worker if she 
thinks this necessary from the stundpoint of health. In 
cases of doubt, she would, of course, refer to the doctor. 
When permanent transfers nrc to be made from one section 
to another (as distinct from temporary transfers ncccssar,r 
for the daily adjustment of work), a lL<t of the .names IS 

sent to the girls' supervisor at least a day_ before the tra',"'· 
fers are to be effected, so that she may have an opportumty 
of stuting whether, on grounds of health, any of the pro· 
posed transfers would be inadvilmble. 

4. General CcnulitiOM.-Thc supervisor is responsible for 
watching the general welfare conditions of the rooms, such 
as ventilation, cleanliness both of the rooms and of cloak· 
rooms and lavatories, sufficiency of cloak-room and lavatory 
accommodation, and general workroom amenities. It is 
her duty to draw the attention of tho responsible adminis· 
trative officer in the department to any conditions in this 
connection which she regm·ds as unsatisfactory. 

5. Discipline.-A11 dismissal forms for women must be 
signed by tho su pcrvisor as well as the manager. 

6. Visiting.-The supervisor is entirely responsible for 
seeing that any necessary sick-visiting in tho department 
is undertaken, either by volunteers or otherwise. 

7. Savings Fund.~"lupervlliors are responsible for a\1 
girls' Savings Fund collections. 

8. Education.-Supervlliors are responsible for encourng· 
ing girls to take advantage of tho educational facilities 
provided in the Works, and they should keep a sharp look· 

· out for girls of promise, who should he especially encouraged 
to follow up their education. 

9. Illnc.<B at Wol'k.-Supervisors arc responsible for the 
management of the rest-rooms. lf an overlooker sends a 
girl to a rest-room, she should at the same time advise the 
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supervisor ; and nil accidents to girls should be reported 
to her at once. 

10. Aew~•ibilily of Supervisors.-Any girl in the depart
ment may, nt any time, go to sec the supervisor, having 
first nsked permission of the overlooker. She need not give 
any renson for her wish to see her. 

II. Social and Recrealional.-The directors rely upon the· 
supervisors to do all in their power to encourage the girls 
~ take advantage of the recreational opportunities pro
VIded by the firm, and to assist in the development and 
organisation ·of theRe opportunities . 

• 
VocATIONAL SELECTION 

Vocational Selection is one of our, newest experi
rrents, and it. is with some diffidence that I make anv 
public reference to it. When I informed our Psycho
logical Department that I proposed to do so,· they 
strongly represented that no such mention should be 
made. Their grounds for this were that the work was 
not backed by sufficient practical experience to 
enable me to make a reliable statement. Neverthe
less, I feel that it is consistent with the general purpose 
of this book that I should throw into the common 
stock our experience for what it is worth. I give, 
therefore, simply a brief outline of the. nature of the 
work that has been done up to the present, and a 
statement of the results we have obtained, emphasising 
however, in doing so, the possibility of misconception 
and wrong application. 

Vocational Selection has been studied for some 
considerable time in Universities, but it is only recently 
that practical usc has been found for this branch of 
psychology in industry. It is extremely difficult to 
lind reliable records of practical work that has been 
done in this country, on the Continent, or in America. 
What success has been achieved in York is due largely 
to the great care which we took in selecting the right 
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people to make the investigations, and to the whole· 
hearted co-operation we have received from the reprc· 
sentatives of the workers. 

It must not be understood that the work that we have 
been able to do is necessarily of anv value outside our 
own factory, as the tests that ha~·e been developed, 
and are in use, have been designed with special refer· 
ence to the character of work and the working con· 
ditions which prevail in our factory. Again, Voen· 
tiona! Selection is cssPntially a human function, so 
that the personality of the psychologists sc\Pctcd to 
conduct these tests is of prinmry hnportance. They 
must be people with a real sympathy with and under· 
standing of the workers and their p<>int of view. They 
must inspire confidence in those with whom they arc 
dealing, and they must present the hnrd scientific 
tests in such a way as to keep those under examination 
always at their ease. These qualities are inherent, 
and cannot he developed at will. Further, the relation 
between employer and employee affects the results of 
psychological tests in no small dPgrcc. If the workers, 
or at any rate their representatives, arc suspicious of 
the management and their methods, there is little 
hope that Vocational Selection will he successful. 
This may not be the case in a few years' time wll<'n a 
great deal more pioneer work has been completed, 
but at present the success or failure of a system of 
Vocational Selection by psychological test depends 
very largely on the mutual understanding which 
exists between the employment olncer, the manage· 
mcnt m~d tl_1e workers. At first sight it may appear 
that tlus Will not affect the tests materially, as the 
majority of those who have to be examined m·c new 
employees who are not affected by the spirit prevailing 
in the factory. This, however, docs not affect the 
point. Long months of work have to he conducted 
in the compilation of a satisfactory system of testing 
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before any confidence can be placed in the examinatio~ 
of new-comers. · All manner of tests have to be com
piled and tested against the known qualities of existing 
workers, and only when the tests range a number of 
workers in the order of their ability as judged by 
their ·piece-wage earnings, and the opinion of their 
overlookers, can the tests be relied upon for use with 
new-comers. . . 
· The officia! representatives of the workers con
tributed in no small degree to the initial success of 
our -system of Vocational Selection. ·Their criticisms, 
always constructive, were helpful in determining the 
most satisfactory manner of presenting tests to 
workers,· and their intelligent interest in the progress 
of the. work gave those being tested c~mfidence. 
· Although very great care was taKen in the selection 
of workers before psychological tests were introduced, 
it was not an uncommon occurrence for new workers 
to be moved from one occupation to another several 
times before work was found for them which was in 
every way suitable. .It was hoped that Vocational 
Selection would result not only in a greater degree of · 
contentedness on the. part of the employees; but also 
in a financial saving to the Firm, 

At the beginning of 1922 our first psychologist was 
appointed, and he began ·the investigation of the 
types of employee at present engaged on various 
occupations in the factory. He attempted to arrange 
a series of vocatiomil tests which would increase the 
probability of accurate selection of new workers. 
Although the psychologist was fully informed of the 
latest work on Vocational Selection from thc:acadcmic 
point of view, it was some months before he- was· able 
to get satisfactory results in the factory. It was 
quickly found that the academic t~p.e of ps;rchol?g:ical 
test was not suited to factory cond1tlons m 1ts or1gmal 
form, chiefly on account of the entire change of 
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environment experienced hy workers coming from a 
workroom to a psy<'hologi<'al lahorator~·· Psydw
logi(•al test.< were tll<'reforc clc,·is('d which, while em· 
bodying the essential principles of academic tests, 
were presented in a form more closely resembling the 
conditions of a factorv workroom. It was found that 
no tests inYolving th~ usc of pencil and paper gave 
satisfactory results for workers who were engaged on 
purely manual work, and some sort of performance 
test had to be substituted. Tests arranged for the 
selection of clerical workers were not affceted in this 
wnv. 

Having determined the type of test which was 
likely to give the most satisfactory result.< for the 
factory workers, a long period, extending o\·cr the 
first year of work, was taken up in determining exactly 
what tests were necessary for each type of job, and 
standards of performance on each test were deter
mined by comparing the opinions of ovcrlookcrs \\;th 
the score of individual tests. 

Psychological tests were devised at first only for 
one or two main types of work ; hut with increasing 
success in the selection of )Yorkers engaged on these 
particular occupations, requests for assistance in the 
selection of other types of workers were received. 
The time occupied in testing an individual at the end 
of the first year's work was so great as to be entirely 
unsatisfactory from the point of view of prnctieal 
application in the factory. The early tests were 
therefore reconsidered. The policy of having a 
definite series of tests for each type of occupation 
had been adopted in accordance with the common 
practice in academical work. As the number of jobs 
in a large factory is very considerable, it became 
evident that it would be impossible to have a series 
of distinct tests for each type of work, if each worker, 
whose capabilities were entirely unknown, had to be 
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examined for each type of occupation. After careful 
investigation a single series of tests was evolved, by 
the use of which it is now possible to determine which 
~f the whole range of occupations in the factory is 
likely to suit a new worker. This series of tests, 
which occupies about seventy minutes, can be given 
to half a dozen workers at the same time, and is 
found to be of practical use under all conditions. 

Psychological tests are applied in all cases where 
girls are employed, but have not been applied ex
tensively to men. The reason for this is not because 
the tests are not so successful in their case, but because 
a very large majority of the jobs for which men are 
wanted are either those in skilled trades such as 
joiners, engineers, and so on for which fully apprenticed 
workers are engaged, or constitute general labouring 
work for which no particular aptitude is required; 
so that Vocational Selection, though helpful, would 
not give the workers or the Firm such a noticeable 
advantage . 
. In order to obtain an objective view of the results 

achieved, I have made enquiries from two or three 
of the administrative staff in the Factory and Offices, 
this course being suggested by the Psycholog!cal 
Department, which preferred not to make any claims 
itself. These officers were chosen as being likely to 
have both the necessary personal knowledge and to 
be relied upon to state the facts frankly and im
partially. 

Taking the Factory first, the views expressed were 
that whilst our vocational tests had by no means 
reached finality, the work done in this direction had 
been undoubtedly on the right lines, an~ both de
pmtmcntal managers and employment o!hecrs would 
be c:ctrcmcly sorry if tests had to be a~ohshcd. T~cy 
admitted that in the early days of psychological 
testing, little reliance was placed in the findings of 
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the tests, but experience has shown that, coupled with 
such information as can be gathered from personal 
interviews, previous knowledge and medical examina
tion, tests arc a vcrv reliable estimate of a new 
worker's ability. Hc;ults diametrically opposed to 
the findings of psychological tests are almost 
unknown. 

The beneficial effects of the tests have been demon· 
stratcd in various ways ; for instance, learning 
periods in the <'ase of beginners who have passed the 
psychological test satisfactorily, have been noticeably 
reduced in length, and the number who fail to reach 
proficiency in the standard time has been 1·educcd to 
almost nil. Workers who have to be discharged after 
a learning period extending over several weeks, and 
who represented a serious loss to the Factory before 
the introduction of psychological tests, have b~cn to 
all intents and purposes eliminated. Again, the number 
of those workers who have to be transferred from the 
work to which they were originally put to another 
occupation, for reasons of inefficiency, have also been 
materially reduced. While the 1·eduction of this 
form of human wastage has been a considerable 
financial advantage to the employer, it has also re
sulted in a noticeable benefit to the workers. Learners 
who reach ctlicicncy in a shorter time consequently 
reach their higher wage rates more rapidly than pre· 
viously, and the general high level of efficiency of 
new workers is accompanied by correspondingly high 
earnings. 

One of the most important results of the application 
of psychological testing in a large factory is un· 
doubtedly a contribution to the solution of the 
problem of monotony. Workers who are engaged on 
occupations for which their psychological tests show 
that they are ideally qualified, have not, to our know
ledge, complained of the bad effects of monotony, 
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thus indicating that monotony is relative to a par
ticular worker, and not to a particular job. Therefore 
if the right type of worker is engaged on a job which 
is . popularly considered to be monotonous, that 
worker will not experience the ill effects of monotony, 
and will probably be unwilling to change his occupa
tion for one which is popularly considered to be more 
interesting. Further interesting information has been 
gathered when transferring workers, who have been 
with the Firm some years, from one type of occupation 
to another. This has been done in cases .where 
earnings have been low, or bad work, due to inatten
tion, excessive. In almost all cases of this kind it 
has been found that there is something lacking in the 
psychological make-up of the "unsatisfactory" workers 
which explained adequately the unsatisfactory conduct. 
Without going too much into technical details, it 
may be interesting to note that one of the chief 
factors which determines whether or not a worker 
will be successful on a particular job, is the degree of 
power of consecutive concentration or attention which 
that worker is able, easily, to bring to bear on the 
day's work. A worker, to adapt himself satisfactorily 
to work which is commonly considered to be mono
tonous, should be one who does not easily concentrate 
for long periods on one subject, and one whose atten" 
tion can easily be diverted. A worker who has more 
than this abnormally low degree. of concentration and 
attention will find the work irksome, as there is not 
enough in the work itself to hold his attention, and a 
sense of boredom results. Conversely, work which is 
popularly considered to be interesting will, to the 
Worker of the first type mentioned, be not. only di.ffi
cult, but probably impossible. It may_ be mterestmg 
to note that in cases where the selectiOn of workers 
is ideal we have noted a reduction in the number of 
accidents. 



74 THE HUl\IAN FACTOR IN BUSINESS 

One further point arises here. One is. often asked 
whether, if intelligence tests become the thing in 
industry, the suh-an•ragc proportion of the population 
arc going to he left without any opportunity of em
ployment at all. Our experience goes to show that 
the answer to this is that it is just as much a mistake 
to put a worker of high intelligence on a joh demanding 
low intelligence as ••ice ••ersa. \Vc find that certain 
of our jobs call for workers of low intelligence, and 
that, indeed, in our case at least, the proportion of 
such jobs in our factory appears to be substantially 
equal to the proportion of sub-average applicants. 
Whether this will be found to be so throughout all 
industrv, I cannot sav. \Vhcrcas, therefore, formcrlv 
our w'omcn's Empl;,yment Ofnccr was compelled 
often to reject girls on the grounds that they were 
only fifth or fourth standard, now in certain cases she 
tak.es on those with a consi<lcrably lower standard 
than this, and is satisfied that they will make good on 
the jobs for which they are selected. 

The views expressed as to the success of the voca
tional tests as applied to the Ofnces were, if anything, 
more favourable than in the case of the Factory. 
Many of the heads of Ofncc departments have come 
to the position where if the psychological test for an 
applicant is favourable, whether the vacancy he for 
routine work or for work of a more responsible nature, 
he will make the appointment with a degree of con
fidence that he has not had previously. One of the 
senior Ofnce !wads went so far as to say that he 
could not conceive of an cfncicnt factory in 'the future 
which had not got an adequate system of Vocational 
Selection in regular usc. It must, of course, always 
be remembered that psychological tests nrc not the 
only mcnns of making n complete analysis of a worker's 
capabilities. The personal interview and the medical 
·examination have not been dispensed with, but are 
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use.d in conjunction with the findings of the psycho
logtcal tests. 

As regards the views of the workers on the intro
duction of a system of testing, it is, of course, extremely 
difficult to ascertain exactly what views are held 
by the majority. It is undoubtedly true that when 
the tests were first introduced they were regarded 
with a good deal of suspicion, and in some quarters 
were resisted for a short time. By the very careful 
handling of the situation, and the closest co-operation 
between the Works' psychologist and the official 
representatives of the workers, sufficient work was 
done to demonstrate that nothing but advantage was 
likely to result so far as the individual workers were 
concerned. A few instances where inefficient workers 
had been given their notices were taken up by the 
Psychological Department at the request of the 
workers' representatives, and in several instances a 
new job was found for the unsatisfactory workers. 
In such cases the new start on work entirely suited 
to the temperament of the worker, resulted in mutual 
benefit both to the worker and to the Firm. Cases 
~ke this rapidly became known, so that at the present 
ttme after three years' work it is not too much to say 
~hat in the Offices the system of psychological testing 
~s accepted wholeheartedly ; and while in the Facto.ry 
It would not be correct to say it is accepted so rcadtly 
as in the Offices, it is certainly not resisted, and is 
undoubtedly appreciated by some. 

In conclusion I want to reiterate that any work 
that has been done in our Factory is of a pioneer 
nature. It would be impossible simply to transplant 
the tests we have developed to another factory and 
to expect them to give the results they have produced 
ior us, as their success depends so _I~rgcly 0~1 the. 
nethod of application, and on the ortguml destgn. of 
;ltese tests to suit the temperament and the workmg 
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conditions of our particular Factory. Any success we 
may have gained up to the present we fully realise is 
provisional. Only after ·a further period of years 
dlll'ing which we shall bl' gathering more and more 
evidence, shall we feel confidence in making definite 
claims for a system of Vocational Selection dependent 
upon psychologi<'.al tests. 

LABOUR TURNOVER 

Perhaps I may here giv~ particulars of the labour 
tUl'nover at the Cocoa Works. For this purpose, 
obviously, war-time figures will carry no significance, 
and figures dm·ing post-war years have been disturbed 
by the abnormal conditions prevailing. I am in a 
position, however, to give figures for the year ending 
30th September 192,1, which may be regarded as 
approximating to normal. The figures for men are 
inclusive of clerks and overlookers, those for women 
include clerks, ovcrlookers and night cleaners. 

Taking men first, the average number of male 
employees in the grades named above employed 
during the year 192·1 was 2556. During the same year 
316 regular employees left the Firm's employ. From 
these ligures an approximate estimate of the labour 
turnover can be obtained if it be regarded as the 
percentage ratio of the regular employees who leave 
to the average number of employees for the period. 
On this basis, the turnover for men dUl'ing the year 
1924 was 12·3 per cent. 

During the same period the average number of 
female employees was 3468. A total of 432 regular 
employees left during the year, giving a labour turn
over of 12·5 per cent. Of course, this method of 
assessing labour turnover takes no account of two 
other factors which are important, namely, the length 
of service of those leaving, and the 1·easons for which 
they left. Obviously in the case of women, the turn-
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over will always remain comparatively high, since all 
girls leave when they marry. Apart from those who 
leave on this account, the women's turnover was 
about 6 per cent. 

Taking the total number and dividing the figures 
according to the reasons for which men and women 
left, slightly over 50 per cent. left for reasons of their 
own, the majority of these being women who left to 
marry. Slightly over 38 per cent. were dismissed, 
the majority of these being men who left because of 
shortage of work. The remainder represent un
avoidable reasons for termination, such as retirement 
at pension age, and death. 

In the figures given above seasonal workers are 
excluded. A fair proportion of these seasonal workers 
are boys and girls, whilst married women formerly 
employed by the firm contribute to the total. In the 
latter instance the Women's Employment Manager 
must be satisfied that proper arrangements are made 
for the care of any children. 

Part r 
EDUCATION 

11m conditions under which industry is carried on 
lo·day nrc vastly different from those of the "good 
old days." \\'hen businesses were small and rule-of
thum~ methods prevailed, it was easy .for employers 
to mamtnin intimate relations with their workpeople. 
Furthermore, it was not expected of administrative 
offi~i~Is that they should have undergone any elaborate 
trammg for their work. Shrewd common sense and 
Practical experience were all that were needed. Those 
days have gone ; industry is becoming more !lnd ~n:ore 
complex, and science is playing an iucrensi~gly Im
Portant part in it. Scientific methods are bcn~g. ~sed 
throughout the whole range of business activities ; 
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in addition to the older sciences of engineering and 
chemistry, we now have costing and planning systems, 
scientific organisation and psychology at our service. 
An industrial revolution is taking place, and only 
those who kc<'p abreast of the new methods can hope 
to succeed. This is particularly true in Britain since 
the war, for we arc faced not onlv with home com
petition, hut with the competition of foreign countries. 
in some of which science is being effectively harnessed 
to the chariot of industry. 

It is by means of thPsc important changes that we 
may hope to ensure a greater measure of comfort for 
the community without n<l<ling to the hours of work. 
At. the same time the n<'W industrial nwthods demand 
a higher standard of education and intellectual appli
cation from all workers, and particularly from those 
engaged in administration. To-day most firms are 
faced with the alternative of bringing their policy 
and practice into line with world-wide progress or of 
falling behind in the race. 

The adoption of an up-to-date policy will depend 
on at least two factors for its success; one is the capac
ity of its administrative staff to rise to the demands 
made upon it, and the other is the degree of loyal 
co-operation shown by the rank and file workers. These 
two factors are very closely related, inasmuch as they 
centre on the question of education. \Vith an edu
cated staff and work force, a firm may hope to get 
full benefit from a progressive policy. 

The education of administrative officials and at 
any rate of the more responsible rank and file workers 
has therefore become a necessity in a well-equipped 
factory. The administrative staff has been termed 
the fourth agent of production. As a result of the 
increase in the size of the businesses, it has come to 
play a more and more impmtant part as an inter
mediary between employers and workers. It has 
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thus the difficult function of interpreting a firm's policy 
so as to maintain the highest possible efficiency, 
and at the same time to promote a spirit of goodwill 
and loyalty in the workers. J.eadership is thus an 
essential quality in an administrator. I venture to 
think that in the past not enough stress has been 
laid on the value of the art of leadership when appoint
ing administrative o!Hcers, nor have employers been 
sufficiently anxious to develop that art after their 
appointment. It has been too often assumed that a 
thorough knowledge of the technical processes involved 
was the supreme necessity, and that if this were associ
ated y-ith the power to hustle, little more need be 
asked. llluch of the Labour unrest in industry to·day 
is dl!e to a lack of tact and of a nice sense of justice on 
the part of the staff, from charge-hands to directors. 
They have sought to drive when they should have ·been 
leading, and thev have beeh satisfied with rough 
justice instead of insisting on as complete justice as 
possible in each case. The somewhat rough and ready 
method of handling labour which has so often done 
duty in the past will not serve us in the future, any 
more than will the old rule-of-thumb industrial pro
cesses where science is ignored and costing systems 
are unknown. Both are becon,ing relics of the past. 
~ust as we must give science a more prominent place 
1n the development of industrial processes, so we must 
learn to handle the human problems of industry with 
rar more intelligent sympathy and tact. We m~~t 
IDduce men to· do their best by encouragement, m-
spiration and example. . . 

But here we are face to face with a practiCal difficulty. 
It is .comparatively easy to find forc~cn with good 
lechmcal qualiftcations and comparatively easy to 
find them with " hustle " but it is dillicult to find men 
who can inspire and lead. Yet such men must be found 
or made, for the plain fact is that workmen nowadays 
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refuse to be driven. Unless we can learn to lead them 
industry will suffer severely from our incapacity in' 
this respect. I suggest, therefore, that those responsible 
for the administration of business should realise the 
great importance of surrounding themselves with a 
body of administrative olliccrs possessing not only 
the necessary technical qualifications hut the power 
of leading men. Obviously the first essential in 
securing this end is to select for administrative posts. 
those men who, bcsidt's the necessary technical quali
fications, have tact and sympathy. Hut that is not 
enough. '!'hey should be told quite clearly what are 
the ideals of the directors as to the way in which the 
business should be administered, and the relations 
which should be established and maintained between 
the management and the men. Emphasis should be 
laid on the need for absolute justice and the im
portance of courtesy, and a high ideal held out regarding 
the part which a foreman or other officer may play 
in creating a right " atmosphere " in the works. The 
great changes which have come over industry 
during the past few years should be explained and 
the staff made to realise how much greater are the 
claims made upon it now than formerly. 

TnAINING OF ADMINISTUA'l'IVg STAFF 

At the Cocoa \;Vorks, while we have not overlooked 
the importance ol' providing for the potential ad
ministrative staff of the future, we have been concerned 
mainly with the training of the existing staff. We 
have at one time or another tried the following 
schemes:-

1. Lecture courses at the Cocoa Works. 
2. Attendance at Lecture Conferences hold at Balliol 

College, Oxford, and elsewhere. 
3. Travel Groups. . 
4. Staff Magazine. 
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1. Lecture course& at the Cocore W ork8. 
These are of two kinds : the courses in the theory 

and practice of administration, and the more general 
courses in educational subjects, such as Economics, 
History, Psychology, English, and so on. The first 
experiment in the way of lectures on administration 
was made in 1919, when twelve lectures were given 
during working hours by directors and heads of 
departments to the whole of the staff. Since then 
we have had similar courses each winter. In 1924 
another experiment was made when a special com
mittee of representative overlookers, working in 
conjunction with the Works' Educational Adviser, 
organised a course of lectures for the winter 1924-25 
which was dc•igned to meet the special needs of 
overlookers. This proved very successful. The 
lecturers were, with one exception, directors and 
leading members of the administrative staff, each 
one dealing with his own specific function. The 
syllabus of the course was ns follows :-

1924. 
Sept. 29. 
Oct. a. 

Function nnd PI nee of the Overlooker. 
Selection and Training of Overlookers. 
Organisation Methods and Problems. 
Functional l\lnnngoment. 

II 13, 
II 20, 
.. 27. 

Nov. 3. .. .. 10. 
17. 

.. 24. 
Dec. 1. 

" 8. 
1925. 

Planning. · 
Time Study. 
Costing • 
Efficiency and W nste . 
Re.c;onro h. 
Trade forecasting in relation to the Cocoa. \Vorks. 
Conference on Problems of Production. 

Jan. 12. What the Workem are Thinking. 
, 19&26, Growth of the Labour Movement. 

Feb. 2. Current Labour Aims. 
'" 9. Wages and Employment Policies. 
, 10. Managing Men. 
" 23, \Vages and Labour Cost. 

Mnrch 2. Conference on Labour Problems. 
" 9. Competition in our Trade. 
,, 16. Life on the Road. 
,. 30, How we Transport our Goods. 

For the session 1925-26 the Overlookers' Committee 
is proposing to take almost entire responsibility for 
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holding a courRe which is to include a series of study 
groups as well as lectures. Prominent overlookers 
will act as leaders of the study groups. The idea 
is to have a lecture once a month, which will be 
preceded by three study group meetings on the 
subject of the lecture. In addition to the course on 
administration, overlookers are advised to take one 
or other of the cultural courses included in tho 
educational programme. 

2. Lecture Confere71Ce11. 
We have taken advantage of the series of Con

ferences of directors, works managers and foremen 
which, during the last few years, have been held at 
Balliol College, Oxford. The main·purpose of these 
Conferences is to help industrial administrators to 
meet the new conditions in industry to which 
reference has been made above. It has been a great 
help for our foremen and others to mingle at these 
Conferences with administrative officials from other 
factories and to listen to addresses on some of tho 
larger problems of industry. Employers are a little 
apt to forget the few opportunities most adminis· 
trative officers get of enlarging their ideas on in· 
dustrial. matters, particularly in an isolated pro
vincial town with no industrial traditions. They 
seldom travel, or have any chance of hearing how 
others are dealing with the problems which they 
have to face every day. If we do not give them tho 
opportunity to enlarge their ideas we cannot blame 
them if they get into a rut, nor can we blame them 
if they fail to grasp the changes which are so rapidly 
coming over industry. At these Conferences, to 
which any firm may send representatives, much 
attention is devoted to the human side of business 
administration.' The following is the programme 
of a Conference held at Balliol College, Oxford, from 
16th to lOth April 1925, indicating the character of 
the subjects dealt with :-

1 Fu11 pnrticulo.ra of these Conforencos mo.v be had from Mr F. D. 
Stuart, The Homestead, York. · 
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PEACE A.t'ITD PROSPERITY IN INDUSTRY. 
Thur8day. 

8p.m. 

Friday. 
10 a.m. 

4.45 p.m. 

8 p.m. 

Saturday. 
lOam. 

8p.m. 

Lecture-The Genorol Trade Position. 
W. L. Hicbans (Chairman, 

LW.rd & C... Ltd.). 
Cammell 

Lf.ctur&-\Vhat the Employer can contribute to bring 
about Peace and Prosperity in Industry. 

J. J. Mallon (Warden of Toynbee Hall 
and Member of Trade Boards). 

Lectur&-,Vhat Labour can contribute to bring about 
Peace and Prosperity in Industry. 

Henry Hulatt, A.M.l.F.F. (Managing 
Director, Mod~rn Business Institute 
Ltd.). 

Discussion-Is Trade Unionism a help or a hindrance 'P 
J. H. Buntin!' (Author of "Sane Trade 

Unionism"). 

Lecture-Prosperity Sharing and Industrial Peace. 
})uncan Todd, B.A. (Ministry of Labour). 

Lecture-Troubles ahead in 1925 and how these should 
bo met. 

Philip Kerr, C. H. (Journalist). 
Sunday. 
4.45 p.m. Lect.uro--The Effect of our Monetary Policy on Peace 

and Prosperity in Industry. 
Professor J. H. Jones, 1\f. A. (Professor 

of Economics, Leeds University). 
8. p.m. Concluding Lecture-A. D. Lindsay, M.A. (Tho 

l)lastor of Balliol). ' 
3. Travel Group&. 

The disadvantages which the lower grades of the 
administrative staff suffer from in not being able to 
travel and meet men from other firms were men
tioned in the preceding paragraph. Our scheme of 
travel groups was an attempt to meet this need. 
On several occasions in the past the Overlookers' 
Associations had organised day trips to certain 
industrial centres and to works. In 1922 we tried 

· a new and more ambitious experiment. A series of 
four tours was aiTanged, which included visits to a 
number of important factories in and near London. 
Each tour lasted four days, and ended with a day at 
Cambridge, where the party, which numbered abo~t 
twelve, was entertained hy members of the Um-
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versity. At the end of each day the party met 
together under the leadership of our Educational 
Adviser (who conducted the tours) and rliscw;sed the 
various points arising out of the day's visit. This 
experiment was undoubtedly succc.'<8£ul, and I hope 
that a more general application of such a scheme may 
be pos.~ible iu the early future. Tim tours may suit
ably be regarded as a reward for personal effort at self· 
improvement. 'fhey stimulate interest in educational 
work and in addition to providing a complementary 
side to the work of the classes, enable members to 
see the latest ideas in usc at other factories. 

4. Staff Jmmml. 
For two or three years we published a Staff 

Magazine, which was distributed free to every 
member of the administrative staff. Its aim was to 
keep the officials informed of developments in the 
business world and other matters likely to help them 
in their work. The Magazine was not published at 
stated intervals, but usually appeared three m· four 
times a year. Pressure of other work on thc.\e re
sponsible for preparing it has led to its temporary 
suspension, but we expect to continuo its publication 
shortly. '!'here is a need for something of tllis kind 
in a large factory whore the central policy of the 
directors is apt to get lost in a mass of departmental 
details. Discord and friction are often traceable to 
ignorance on the part of officials of the .l!'irm's policy 
or of certain matters affecting the internal orgmlisa
tion. So that, even though in business as in law, 
ignorance is no excuse for blunders, it is advisable to 
insure against the possibility of ignorance by adopting 
some form of Staff Magazine or Bulletin. 

The following list of contents is typical of the kind 
of matters dealt with in the Magazine : 

Editorial. 
"The New Spirit in Industry." 
Professor Marshall on the Future of Industry. 
''Education.'' 
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" Foremen of To-morrow " (reprinted). 
" Figures., 
" The Immediate Future of Industrial Management " (re-

printed). 
Graphic Control. 
"Administrative Weaknesses." 
" Efficiency lt'undamentals " (reprinted). 
The Administrative Staff's Bookshelf. 
Reviews, Short Notices, Press Cuttings. 

GENERAL EDUCATION 

I come now to the question of general education in 
the factory. This includes the provision of facilities 
for adolescents and for adults. 
_ Gir/8.-As regards the young girls the first step was taken 
m 1908, when classes in Domestic Science, Hygiene, Dress
makii~g, Cookery, Housewifery and Gymnastics were 
orgamsed. English was added later. All girls under seven
teen years of age when engaged were obliged to attend 
classes for three houno weekly during working hours for 
fort,v-two weeks of tho year. They attended tho school 
until the ond of the term during which they reaohed the 
age of eighteen, or for three years, whichever was the 

·shorter period. Durin" the whole of theii· period at school 
~he girls attended gym~nstic classes one how· weekly, which 
mcludcd tho time occupied in changing clothes and taking 
a. Warm bath. 'fhe course included o.ll branches of house
craft, notably household mmmgement, infant care and home 
nursing, and also household needlework and simple up
holstery. These classes were held in two cottages built for 
the_ purpose. The olasses were kept fairly small, and were 
designed to give really practical training in order to develop 
~he reasoning powers of the pupils. It may be urged that 
It Would have been bettor to give a more intellectual and less 
practic!'l education. It need hardly be said that this policy 
~as ~arefully considered, but it was felt that on_the whole, 
m V1ew of the short time available, the practical cow·se 
should be adopted, for girls who leave school ~or the factory, 
and leave the faotory for marriage, have little chance to 

G 
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become proficient in the domestic arts. The number of 
girls attending classes varied with the number of new girls 
engaged. In January 1921 there were 1000 on the books. 

In 1921 the York Education Authority proposed to open 
a Continuation School under the Education Act of 1918. 
We therefore decided to close the Girls' School and to allow 
the York Authority to use our classrooms for the first few 
years. The proposal was not carried out at the time, but 
seeing that it was a question of postponement rather than 
abandonment, we adhPred to our decision with regard to 
the school. The gymnastic classes however were continued, 
and shortly afterwards the English class was restarted. 
The girls now have an hour at gymnastics and an hour at 
English weekly up to the age of sixteep. The gymnastic 
training includes swimming and organised games such ns 
netball, whilst the term •· English " is very "idcly inter· 
preted in accordance with our policy of linking up the class 
work with leisure time interests and activities. Instruction 
has also been given in group singing and hygiene. 

Boys.-Clnsses for boys were held from 1905 to 1915. 
The Boys' School was closed in 1915, as the teachers wers 
called up for military service and it was exceedingly difficult 
to obtain boy labour. The School has not been reopened for 
the same reason that we closed the Girls' School, but, at the 
request of the Central Works Council, the gymnastic classes 
were restarted because both administrative staff and workers 
were greatly impressed with their value. 

Up to 1915 the boys attended school for three years. The 
classes occupied· six hours a week, four of which wero in 
working hours. As in the case of the girls, physical traming 
and gymnastics were carried on during the whole tlu-ce 
years, and in the summer swimming was taught in an open 
air bath adjoining the school. In addition to gymnastics 
the boys had classes in mathematics, English and wood· 
work, and in the third year there were classes in cxperi· 
mental physics and chemistry. The aim of these was to 
teach the boys accurate mewmrcmcnt and careful observa· 
tion. Care was taken to teach all the subjects in such a way 
as to encourage boys to make a practical use of their mental 
powers. English included the reading of stories by R. J,, 
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Stevenson and essays on the chapters read. This class was 
very popular and did much to develop the powers of ex
pression, in which those who have had an elementary educa
tion only are usunlly sadly deficient. The number of boys 
on the school books was generally about 350; a much smaller 
number than that of t-he girls because, as already pointed 
out, the latter leave the factory when they marry, and 
hence many more girls are engaged year by year. The staff 
consisted of four whole-time teachers. These, however, in 
addition to teaching, were responsible for supervising all 
the social activities organised for boys in their leisure holii'S, 
such as games, week-end camps, evening clubs, etc. In the 
opinion of the headmaster of the school, more was done to 
inOuence the hoys helpfully on the football and cricket 
fields and in the week-cud camps than during school. 

For 1920 the cost of the Girls' School, with an 
average of about a thousand on the books, was as 
follows: 

Salaries . . . . 
Charing . • . . 
Washing gymnastic costumes 
Gymnastic costumes, shoes, etc. . . 
Materials for classes (less sales) . . 
Wages paid to day-workers while at school 

Less Government Grant 

Net cost 

£2281 
229 
175 
Ill 
249 
666 

£37ll 
850 

£2861 

(It will be noted that no charges are included for rent, 
heating, and lighting.) 

ADULT EDUCATION 

I now pass to a brief description of the steps tak~n 
at the Cocoa \Vorks to encourage adult employees m 
general to continue their education. 

Organised effort in the direction of providing 
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general adult education dates from 1920, when two 
reasons led us to systematise and to develop facilities 
for it. One was a growing demand for it from a section 
of the workers, and the other a recognition on the part 
of the directors that a high general standard of edu· 
cation was essential to the industrial efficiency de
manded by modern conditions. We therefore appointed 
an Educational Adviser to undertake this work. 

He began by attending meetings of all the depart
mental councils throughout the· works, and spoke of 
the importance of education and of the help which 
he was prepared to give. Each department elected two 
representatives to confer with him in the matter of 
courses and hours. This was the first step towards 
creating the atmosphere required and towards focus
ing the educational enthusia.•m, otherwise scattered 
and ineffective. These departmental representatives 
became the normal means of bringing tolthc notice 
of employees matters of educational interest. It was 
then made known throughout the works that the Edu
cational Adviser's services were at the disposal of 
any one who wished to take up a course of study, 
either by attending classes or by private reading. 
Arrangements were made to enable any one in the 
Works to go to his office during working hours for 
advice. He, in turn, was to keep in close touch with 
the Local Education Authority and bring to its notice 
the special needs of Cocoa Works employees. This 
method of encouraging students to attend classes 
organised by the Local Education Authority has not 
been entirely satisfactory, even where the classes 
have been specially arranged for our employees. This 
is due partly to their dislike of going to a school, and 
part!y to the fear of being mixed with juniors and 
~mts1dcrs before whom it is disagreeable to display 
Ignorance. If it can be managed it is much better to 
have classes taken by members of the staff known to 
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the men and women individually. For these reasons 
we took, in 1922, the further step of providing a number 
of classes at the Cocoa Works for adult workers in 
general. In organising these courses we kept in view 
the needs of the adult student who was mther out of 
!ouch_ with educational topics. The teaching was as 
Informal and practical as possible, without sacrificing 
exactness, and many of the classes were held in the 
comfortable lounges of our Cafe. All of the lecturers 
were qualified men and women, members of the 
stoff. Last winter about 215 employees attended 
the Works classes. The programme for 1924-25 was 
as follows :-

Modern Industrial History. 
Economics of Work and Wages. 
Psychology-Elementary and Advanced. 
1\Iodcml\Ianagement Methods-Discussion Group., 
Self ·expression. 
Arithmetic. 
French-Elementary and Advanced. 
Industrial Science. 

In addition to the above a good deal of quasi edu
cational work is done in connection with the Girls' 
Cl~b. The Club is held weekly and meets in ~ ~o?m 
SUitably furnished for social and leisure hour actiVIties. 
It is run by a girls' committee which helps to organise 
series of classes likely to interest the girls. Successful 
classes have been held in such subjects as dressmaking, 
cookery, first aid and home nursing. There are also 
evening classes in gymnastics and dancing. The same 
Policy is plll'sucd in the Club as in the girls' day classes 
-to make the educational work of practical value to 
girls in their leisure time. 

TECHNICAL TRAINING 

In addition to the schemes outlined above we have 
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at the Cocoa \Vorks a special scheme for the clerks and 
for the technical apprentices. 

Training of Clerical Staff.-AII junior clerks before joining 
the staff must pass an entrance examination and must have 
attained the age of fifteen. At the age of seventeen they are 
required to pass an examination in Englb;h, General 
Knowledge, Arithmetic, and a vocational subject. By the 
age of twenty they arc expected to take the Royal Soeiety ol 
Arts intermediate examilllltions in fom· Hubjccts (which are 
generally English, Arithmetic, Book-keeping and Shorthand) 
and promotion is usually conditional on success in pnssiug 
these examinations. Clerks arc encouraged to continue 
their education up to the higher branches of their subjects 
by the offer of money grants towards the cost of examin
ations and of course of study, and by the ~cneml policy of 
promotion on grounds of merit alone. For tho general 
commercial subjects clerks are advised to attend tho classes 
in tho town, but special reasons have induced us to hold 
classes in touch-typewriting, elementary shorthand ~nd 
French, at the Cocoa Works. All young clerks are advise~ 
to consult the Educational Adviser with respect to their 
courses of study. As in the case of the Over lookers and 
the adults generally, this scheme is run in conjunction with 
a departmental committee. 

Training of Technical Apprenticcs.-Although wo are 
primarily neither an Engineering nor a Building concern, wo 
have to maintain a comparatively largo supply of technical 
labour on account of the extension and maintenance of our 
buildings and plant. Wo have a number of apprentices in 
the Engineering and Building departments who aro trained 
under a special scheme as Fitters, 'furnm·s, Electricians, 
Pipe-Fitters, Sheet Metal Workers, Joiners, Painters, 
Bricklayers, and Slaters, etc. Tho scheme includes, in 
addition to definite practical instruction in the shops,. thea· 
retical training at tho Technical Schools in tho city assisted 
by a scheme for tho payment of fees and the awarding 
of prizes. 
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LIBRARIES . 

Our cducnt.ionnl work is supplemented by two 
libraries, the General Lending Library and the Technical 
Library. The former is open for the use of all employees 
and is stocked with fiction and general literature. 
It is open daily, except on Saturdays and Sundays, from 
1_2.80 P.M. to 2 P.M. and for half an hour after leaving 
bmc, during which time a librarian is present. Em
ployees, however, have free access to the shelves and 
may handle the books and find out for themselves 
exactly what they want. The library is under the 
control of a l-ibrary Sub-committee of the Central 
Works Council, which has endeavoured to make 
the library of the widest possible usc in the works by 
entering for different tastes in literature. About 450 
books arc borrowed weekly, of which 90 per cent. 
arc fiction. 

At the time of writing a scheme is on foot to erect 
a permanent library building as a memorial to the 
late J oscph Rowntrec. The new building will house 
the present library and also the private library of 
the late 1\lr Rowntrcc, which has been given to the 
Cocoa Works. It is hoped to provide Reading Room 
facilities, so that employees may be able to study 
under conditions of freedom and quiet and with books 
at hand for reference purposes. . 
. The Technical Library deals entirely with tcchmcal 

htcraturc on subjects which come within the scope of 
our business. In addition to being a libmry, it functions 
as an information bureau and intelligence department 
an~ carries out a good deal of. research.. A ~taff of 
assistants is engaged in selectmg and. mdexmg all 
~elcvant periodical and other Iitcratmc hkcly to be of 
Interest to persons engaged in ?ifferent ?ranches 
of our business. Weekly. bullctms. are c~rculated 
amongst administrative officers, drawmg their atten· 
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tion to matters which concern them. In this way it 
has been found possible to keep abreast of modern 
developments, in so far as these are published. About 
200 periodicals are read and a large number of 
pamphlets, Government and other reports. A care· 
ful look out is kept for books likely to prove of value 
to the business. The Technical Library is also made 
available to employees who attend "'orks classes. 

WonKs Touns 
One final matter which can, I think, he properly 

mentioned under the heading of education is our 
arrangements for all employees to be shown round the 
works. The tours are made in groups of six or seven, 
in charge of a suitable member of the starr who ex
plains the diHercnt processes and the rP!ation of them 
to the work of those making the tour. It is believed 
that in this way employpes may he givPn a greater 
interest in the work as a whole and in their own work 
in particular. The trend of industry is all in the direc
tion of specialisation, and this in turn tcnrls to gh·e the 
individual worker a somewhat narrow anrl uninterest
ing outlook. The tours nrc an attempt to counteract 
this by giving a broad interest in the organisation as 
a whole. 

RESULTS OF TilE EDUCATIONAL \VonK 
It will be seen from the foregoing that we luwe tried 

to cater in some measure for the educational needs 
of the several grades and ages of the working force at 
the Cocoa W'orks. The question may well be asked
what results have been achieved ? In answering this 
question we must guard against an ambiguity in the 
word "results." It usually suggests something quanti-
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tative rather than qualitative, and in any case some
thing which can he measured. The results of' educa
tional work are seldom immediately visible, and, though 
probably far reaching, may be very indirect. Dealing 
first with the administrative staff training, I am con
vinced that much valuable work has been done amongst 
large numbers of our ol!icials and especially the over
lookers. The tendency to drift and to be content with 
the good old methods has been entirely checked. The 
consciousness of the new conditions in industry is 
fairly general, and in many cases the heavier demands 
made on the staff are being successfully met. One 
indirect result which has been wholly good has been 
that the various grades of the administrative staff 
have been brought into closer touch with one another. 
By means of the lectures given by the heads of func
tions, and the discussions which followed, the over
lookers have learned a great deal of the Firm's policy, 
aims and difliculties, whilst the lecturers themselves 
have learned something of the difficulties which have 
to be faced by the overlookers in the workrooms. 
The Clerical Staff Training Scheme has, I think, been 
equally successful. 

I cannot speak so definitely of the effects of the 
general adult education scheme as there is less data 
here on which to base an opinion. One piece of 
evidence as to the value of the scheme is to be found 
in the large percentage of employees who, having once 
begun, have attended for two or more years. Another 
piece of evidence we have is the statement made by 
several of our students that through our classes they 
have been encouraged to take an interest in the edu
cation of their children. Finally it must be remembered 
that the more educated worke1·s tend to leaven the 
ideas of the I"est. 

As regards the original schools, I do not hesitate to 
say that the effects on the boys and girls were altogether 

1{ 
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good. I have already referred to the value of the 
gymnastic and swimming classes in improving the 
boys' health and physique, a fact testified to by the 
many doctors who examined those who passed through 
the school. Equally beneficial results have come from 
the girls' physieal training. If. however, it be asked
did the school "pay the Firm," then I should say, t!1e 
Girls' School did not pay from the purely fimmeJal 
standpoint. It certainly tended to raise the general 
tone, and as one of several amenities, it attracted a 
better class of girl to the works. It also drew attention 
to particularly capable girls who were encouraged to 
take adYantagc of further educational facilities pro· 
vided in the Works or in the citv, and who ha\"C thus 
become better qualified to fill rc~'ponsiblc posts. But 
from the purely industrial standpoint, it can hardly 
be expected that the provision of costly educational 
facilities for all the young girls will directly pay the 
particular firm that prm·idcs them. This is not an argu· 
ment against their provision ; it merely means that the 
direct benefits arc communal rather than industrial, 
and for that reason it seems advisable that the cost 
should fall on the community rather than on individual 
firms. 

With the boys the situation was different. It is 
impossible to speak with certainty, but I am in· 
dined to think that the Boys' School actually "paid " 
the Firm. In making this statement I bear in mind 
that numbers of the lads will remain with us through· 
out their working lives and that many of these have 
become more alert, observant and efficient, and have 
gained a higher ideal of their duties as workers and as 
citizens through the school influence. This is an in· 
dustrial asset of real value. 
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Part VI 
RECREATION 

To inclucle recreation under the general heading of 
"Working Conditions" is perhaps to use terms some· 
what broadly. But the subject can hardly be omitted 
from a stucly of the human side of factory administra
tion, and may, I think, best be dealt with in this 
chapter. 

That adequate opportunity for wholesome recreation 
is desirable for all workers, especially in view of the 
shortening of the working week, will not be disputed. 
The only question is whether an employer has any 
responsibility in connection with the matter. I think 
the right answer is that if many of his workers live 
near the factory he should satisfy himself that adequate 
recreational facilities exist for them, although he may 
not, strictly speaking, be responsible for providing 
those facilities. 

There nrc two courses which an employer may 
follow. He may either provide adequate recreational 
facilities for his own employees only, or, by his influence 
and his financial help, he may assist communal effort 
to provide such facilities for the community as a whole. 
Strong arguments can be brought forward in favour 
of both courses. 

In the ease of a town where the local authorities, 
whether officially or otherwise, are seeking to provide 
playing-fields, clubs, and similar amenities ~or the 
general public, it is certainly a disadvantage 1f large 
employers refuse to co-operate in the public effort 
because they are concerned merely with their own 
employees. Their attitude might indeed so weaken 
communal effort as to render action impossible. Again 
there nrc decided advantages in establishing clubs and 
societies whose membership is not confined to the 
employees of a single firm. 
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On the other hand, an employer may very well say: "I 
am prepared to spend thought and money on securing 
adequate rc _ r~ntionnl facilities for my own employee; 
but I cannot undertake the heavier task of ensuring 
the provision of such advantages for the general public." 
It is a much easier and quicker process to enter for 
a comparatively small section of people than so to in· 
fluencc public opinion that measures will be taken 
which meet the needs of the whole community. 

Again, the association for purposes of play of the 
workers in a particular factory tends to develop a 
spirit of esprit de corps and camaraderie among them. 

On the whole, I think that the employer should 
steer a middle course between these two policies. Let 
him encourage communal effort, and if necessary help 
it financially, but do not let him rely upon it entire)~. 
\Vhere the public provision is inadequate, and there IS 

no early prospect of changing it, let him sec that pro· 
vision is made for his own workers. 

Our experience has been that it is amply worth while 
to encourage the organisation of a wide range of re· 
creational activities in connection with the \Yorks. 
However, there are two rules which experience has 
taught us to follow with regard to all these matters. 
(1) Never seek to "dump" a club or society on the 
workers because you think they will like it or that 
it will be good for them. Of course, there is no need 
to wait for an mticulatc demand before doing anythin~
But begin by suggesting to a few active spirits that 1t 
might possibly be a good thing to start a particular 
club. Get them to discuss the idea among their mates, 
and tell them that if they find the club is wanted you 
will be willing to help them to establish it. I may 
add that some of the most successful \Yorks clubs have 
been ~tartcd and carried on without any suggestion 
and w1th scarcely any help from the Firm. (2) Never 
become responsible for making good a financial deficit 
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on the working of a club. Discuss in advance what 
contribution, if anv, it is reasonable for the firm to make 
and then place th~ whole of the remaining liabilities on 
the members. 

The actual contributions made by the Company to 
the various clubs and societies depend upon their 
partieular circumstances. In addition to any such 
direct eontributions we provide the playing grounds 
and the eost of their upkeep. 

In addition to any such help it may be found 
desirable for the Firm to arrange for a member of the 
Labour Department Staff to give secretarial assistance. 
This we often do. 

Of all the recreational facilities associated with the 
Cocoa \V orks, the allotments are amongst those most 
keenly appreciated. Unfortunately, the constant 
?uilding developments have disturbed allotment holders 
Ill the past, and this drawback cannot be fully atoned 
for by a moricy payment and the provision of a fresh 
allotment. Recently, however, further land in the 
vicinity ol'thc \Yorks has been acquired, and here it is 
fully expected that security of tenure can be given. 

Altogether there were, in September 1924, 329 
allotments for men and boys, and Ill for girls. Our 
experience has been that -1', th of an acre (3-15 square 
yards) is about the right size for a man's allotment. 
Occ'~'ionallv a particularly active man will 1·ent two 
allotments,· but this is qtiite exceptional. The boys' 
allotments arc 86 square yards, and the girls' 115 
square yards. The rents arc lOs. a year for men, 2s 6d. 
for boys, and 3s. 4d. for girls. This includes the 
charge for water, which we have found it necessary to 
lay on in all allotment fields. The girls are prov1ded 
wit_h a garden shed, cold frames, and implements, for 
WhiCh they pay Is. 2d. per annum. 

In order to encourage a love for gardening among 
the girls, the services of a lady gardener were secured 
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in 1919. She helps them with their gardens, and 
organises a horticultural show in the summer. It is 
doubtful whether girls' allotments would succeed 
without such help. Seeds, potato sets, artificial man· 
ures, etc., arc bought co-operatively, through the lady 
gardener, who also runs a communal seed-bed for 
raising seedlings, which are bought by the girls at a 
low price. The Allotment Holdl'rs' Association does 
similar work for men and bovs. 

Another recreational activity which is much appre
ciated is the Works Dance, held in the boys' gymnasium 
every Saturday night except during the summer 
months. This was initiated by a committee of em
ployees, and the arrangements are under their control. 
About 200 are present every Saturday, and there is 
no doubt that the dances not only give a grl'at deal of 
enjoyment, but afford a valuable opportunity for 
workers of all grades and from all departments to make 
acquaintance with one another. · 

I do not think any other clubs call for special 
comment. They arc very similar to the clubs con
nected with other factories, and they all serve a useful 
purpose. The Sports Clubs could be considerably 
extended were more ground available. At present 
the playing-fields pro\·idcd by the Firm comprise : 

Sports Field, used for cricket, men's and girls' hockov, 
rounders, annuu.l sports, etc. . ·. , . · . 

Men's Football Field , 
.TuniOI'!:I' I•'oothulll<'iolda . 
Bowling Grcou 
Tonni~ Courl.ti . , . . . . , 
Rm10 Lawn, u~rod for Gi1•ls' Cricket Club und dinn"r game~ 
Lawn, uMCd for net bull, volley bull, etc. . . . 
Giri.H' Hockey Grounds (two) 

4! acres 
2 n 

3 
! 

.. 
! .. 
t 
l .. 

2 acres 

Totnl 1!'~ ucros 

Some of these grounds arc used all day on Saturday, 
now that it is a whole holiday for almost all the em
ployees. 
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Two of the Firm's motor lorries have been fitted 
with movable char-a-bancs bodies, and are let out on 
Saturdays to self-constituted groups of employees, 
who merely pay the running costs. All through the 
summer months a number of week-end camps, some 
for boys and some for girls, are arranged in various 
places within a reasonable distance of York. The 
campers go out on Friday night and return on Sunday 
night. During the Works holiday week larger camps 
are organised-one for boys, and one for girls. Before 
the war a number of lads used to go to Belgium for a 
week during the summer holiday. Since the war the 
workers have travelled further afield during their 
holidays. Various trips abroad have been organised 
by the Labour Department, and in this way visits 
have been paid to Germany, Switzerland, France and 
Belgium. As a rule, these tours are conducted by 
officers of the Labour Department or by people known 
to the workers, but now that the custom of travelling 
has been initiated it is found that many workers are 
independently joining outside touring organisations. 
In 1923 one of these outside associations conducted a 
party of our workers to Switzerland. On the whole, 
however, we find that our people prefer to go with guides 
known to them ; in fact, this is often the condition on 
which a party is joined. When the guide is a member 
of the staff he or she is better able to understand the 
psychology of the workers and to precede or follow 
up a tour by lectures which greatly ~dd to the value 
of the trip. Moreover, a guide from the Works can, as 
a rnll', better add to the social value of the holiday. 

During 1924, parties were organised to Wembley 
and London some of them lasting for a week, others 
for a weck-~nd. The fact that no work is done on 
Saturdays makes it possible to organise these week-end 
visits without intCJ·fcring with work. 

In addition to recreation for the week-ends and 
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evenings, lectures, dancing, and concerts are arranged 
during the dinner hour. During the winter, the big 
boys' gymnasium is used for dancing by a crowd of 
girls. The boys play football in the dinner-hour. 

There is a growing feeling, and I think it is a right 
one, that the sports programme of a factory should 
include games in which all can take part. Some 
workers suffer from lack of exercise, others from 
exercise which is not adapted to them, and they would 
benefit by games suited to their physical capacity. 
If only from the health standpoint, it is well worth 
while to encourage a large proportion of the workers, 
old and young, to take part in different games. 



CHAPTER III 

ECONOMIC SECURITY 

IT is coming to be generally realised that something 
must be done to render the economic position of the 
~annal workers less insecure. Although an appre
Ciable number of them are in situations which hold 
out every prospect of permanency, the majority have 
constantly hovering over them a cloud of uncertainty 
":ith regard to their future. At any time they may be 
discharged at a week's, or possibly an hour's, notice, 
and since any reserve they have laid up is likely to 
be very slender, in times of trade depression they 
may be plunged, with their families, into serious want 
and privation. Even those who escape this tragedy, 
if they live to old age, will almost inevitably find 
themselves in very straitened circumstances. The man 
who has to bring up three or four children, unless he 
is a highly paid worker, cannot save enough to make 
adequate provision for his old age. :Moreover, even 
if he could, such resources as he possessed would be 
insufficient to maintain his wife, if, for example, she 
were some years younger than himself, and survived 
him for a considerable time. Again, there is always 
before working people the risk of being reduced to 
abject want through chronic invalidity. There are 
few more pathetic sights than that of a young, keen 
workman struck down in early life with a disease 
which, althouah not mortal, prevents him from working . 

. The State !~as accepted some liability in connectio.n 
With the economic security of the workers, and 1t 
now helps to insure them to a certain extent against 

101 
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the hardships resulting from unemployment, sickness, 
invalidity, and old age, and at I II!' moment ('Xtcnsions 
arc under consideration. But, valuahlc as arc these 
measures of relief, they arc oll\·iously inadequate. 
Nor are the earnings of the work('rs sul!icicnt, if each 
acts independently, to enahlc them to safeguard them
selves against the above conting<'nci('s. Some organised 
effort is required. It is possible that in future the 
scale of State Insurance will he more lih('ral. But, in 
so far as any incr('ase invo)v('s consid('rably higher 
State contributions, it is likdy to be long postponed, 
in view of the condition of national finance. !\lean· 
while, it is urgently necessary to guarantee to the 
workers a greater degree of economic security than 
they possess or have in prospect at present. 

In this section, I propose to <)pserihc the steps taken 
at the Cocoa Works with regard to these liabilities. 

Part I 

UNEMPLOYMENT 

DEALING first with the question of unemployment, 
let me quote the words of a 1\lcmorandmn drawn up 
by. a Committee of employers and Labour men, of 
whiCh I was a member, and which formulntccl a scheme 
of national inst1rancc against unemployment :1 

" The sufferin~ caused by unemployment has been 
generally rccogmsccl, hut too little ath•ntion has been 
paid t_o. its re_aetions on production. Industry moves 
~n a VICIOUS ~1rcle. Additional production is necessary 
1f poverty IS to be abolished and unemployment 
rehevcd, yc_t La.bour instinctively resists c\·cry kind 
of productive Improvement, Jest it should cause 
unemployment. Improvements in machinery, in the 

1 
The pr?posals mndo by this Committee nrc given in detail in 

an Append1x. P• !SQ. 
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reorganisation of labour with a view to using skilled 
grades more effectively by means of dilution, and in 
other ways, and the introduction of systems of pay
ment by results which have been proved to stimulate 
production, are all resisted more or less openly ; and 
I~ every case fear of unemployment is largely respon
sible for the resistance. It is true that the fear may 
be largely unjustified, and that 'ca' canny ' may 
accentuate the very evil it is intended to prevent. 
But such facts are irrelevant ; the rank and file 
workers believe that improvements bring unemploy
ment, and no one has ever succeeded in convincing 
them that they are wrong. Nor is it any use to argue 
and make agreements with the leaders of Labour; it is 
the instinctive action of the rank and file that counts. 
An immense potential increase in the productivity of 
industry awaits release, and only the complete removal 
of the menace of unemployment can release it. 
. "The Unemployment Insurance Act, 1920, at best 
is a palliative rather than a remedy. The benefits it 
offers, 20s. for men and 16s. for women, only continue 
for a limited period-fifteen weeks in any year' or 
one week's benefit for six weeks' payment, whichever 
is the shorter, and are not in themselves sufficient to 
prevent the household in receipt of them from deterior
ating week by week in both physique and morale. 
Such provisions cannot banish the fear of unemploy
~ent, or the industrial policy to which this fear gives 
rise among the workers." 

Personally, I am of opinion that the problem can 

• 1 Benefit~ have boon altered, and now (July 1926) ~ro as follows:
amglo women lfm, Mingle mon I&., ullowance for wt~e ~··allowance 
per ehild 2,.,, with lowm· rato.'l for juvonil~. RestriCtiOns and con· 
ditions luwo 'nlso g-mdunlly huon roln.xod until a~ present· .Stn~ ~n· 
employment llonofit iM, hroutlly spoo.king, co!ltnmous for etliment 
und dosorving unemployed workers. A. comnderablo development 
ho.a, thol'Cforo, tnkon pluco in tho direction advoc~\tod. Neverthe· 
less tho mnin stntomonta mru.lo remain substantullly true. 
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only be dealt with on effective and pcnnanent lines 
by a universal scheme of unemployment insurance, 
on a scale which will provide adequate maintenance 
throughout their working lives for all adult wage
earners who are willing to work and capable of working. 
The amount of such maintenuncc should varv with the 
needs of the worker, and a lurg('r benefit "should be 
given to a married man with a fumily than to a single 
man. 

One alternative to that proposal is fur an industry 
to contract out of the present national scheme and to 
provide a scheme of its own. 

Provision is, in fact, made fur this under the prin· 
cipal Unemployment Insurance Act ; but this power 
is at present suspended and will remain so fur some 
time, if indeed it is not fi11nlly abolished altogether. 
Insurance by industry has much to commend it ; but 
the objections, and in particular the practical diffi
culty of saying what industry should be responsible 
~or an _unemployed person, arc such that it is bcin_g 
mcreasmgly felt that a universal national scheme IS 
the best solution. 
. However this may be in general, insurnnce by 
mdus~ry would present very spcciul dillicultics in o~r 
ow!l mdustry which is not highly organised, and. m 
wh1ch much of the work is either unskilled or rcqmrcs 
only _very partial skill. 1\lany of the wu;kcrs do not 
defimtely attach themselves to it pcnnunent.ly, as 
they_ usuall:y ~o, for example, to the textile, steel· 
makmg, prmtmg, and other industries which are 
more highly organised and require a higl;er degree of 
skill. ~t is n~t likely, therefore, that the cocoa a~d 
confec~IO.nery mdustry will formulate a scheme of 1ts 
own, g1vmg benefits on a scale high enough to remove 
from the workers the menace of unemployment. 
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A ScHEME TO SuPPLEMENT THE NATIONAL 

UNEMPLOYMENT INSURANCE 
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Recognising this fact, and pending any wider 
dcvelopmt>nt of the State Scheme, we have at the 
~ocoa \Yorks inaugurated a scheme of unemployment 
msurancc for our own workpeople, under which every 
employt>c, no matter what his grade, can insure. 
Broarlly, it provides every employee of eighteen years 
of age and over with unemployment benefit at the 
rate of: 

(a) Fifty p<>r cent. of the average earnings of the unem
. ~ played person ; 

(b) ··.fen per c<>nt. udclitional for a dependent wife; and 
(c) Five per cent. additional for each dependent child 

who is under sixteen years of age, or is receiving 
fuiJ.timo instruct.ion at a school, university, college, 
or other e<htcnt.ional establishment, 

with a maximum of75 per cent. of the average earnings, 
or £5 a week, whichever is the smaller, and a minimum 
of £1, 5s. a week (or £1 for those under twenty). Full 
unemployment benefit will not be payable for longer 
than a period or periods amounting in the aggregate, 
in the case of each employed person, to : 

(l) One week for each two months up to two and a half 
years, for which such person has been continuously employed 
by the Company immediately before his unemployment 
and after attaining eighteen years of age, and 

(2) One week for each complete year, beyond two and a 
half y<>ars, for which such person has been so employed. 

This period has been temporarily extended on 
account of the abnormal amount of unemployment 
prevailing, and at present the period of insurance just 
mentioned is doubled. 

The Company provides the whole of the ~enefit, less 
deductions representing (a) the benefits rece1ved under 
the national scheme, and (b) a fixed sum (at present 



106 THE HUJ\IAN FACTOR IN BUSINESS 

2s. per week) which the workers receive from their 
Union or from an Insurance Benefit Society, for a 
payment of twopence a week. It is made a condition 
of receiving the Company's unemployment benefit 
that the employee contributes not less than twopence 
either to his trade union unemployment insurance 
fund, or to any other unemployment insurance fund 
that he may choose. 

Partial unemployment benefit is payable in respect 
of any period during which, owing to shortage of work 
through depression of trade, a worker suffers from short 
time. Such benefit is at the rate of 80 per cent. of the 
benefit payable on dismissal. 

It may here be added that the general policy of the 
Company is to deal (as far as reasonably possible) with 
any surplus of labour due to trade depression by work
ing short time, rather than by dismissing a proportion 
of the workers. Such a policy is probably to the 
general advantage, so long as steps arc taken to 
maintain the wages of all at a level which will not 
cause hardship. . 

In order to finance the unemployment insurance 
scheme the Company set aside a lump sum of £10,000 
to establish the Unemployment Fund. It was also 
originally intended that it should each year, com
mencing with the year 1921, set aside sums equal to 
1 per cent. of its wage bill, until the Unemployment 
Fund reached £50,000, or 5 per cent. of the wage bill 
for the time being (whichever was the greater). 
Thereafter, the Company was to set -aside annually 
such sums (not exceeding 1 per cent. of the wage bill) 
as were necessary to keep the fund up to the amount 
mentioned above. It was soon found that the proposed 
reserve was unnecessarily large, and when the formal 
regulations were drawn up, £50,000 or 5 per cent. was 
altered to £25,000 or 2! per cent. In the light of still 
further experience, it has now been reduced to £10,000 
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or 1 per cent. In each year 1 per cent. on the wages 
bill has been much more than enough to meet current 
demands without drawing on the reserve. 

Three of the outstanding features of the scheme 
(apart from the scale of benefits) are first, that the 
Company docs not guarantee the benefits, but only its 
fixed annual contribution ; secondlv, that whilst the 
whole of the benefits arc provided ·by the Company, 
~hey arc limited to those employees who independently 
msure themsch·es for additional unemployment in
surance benefit by the payment of not less than 2d. 
per week; and thirdly, that the administration of the 
scheme is in the hands of a committee elected by the 
workers. It was felt that these conditions, and in 
particular the first and third, would constitute im
portant safeguards against any attempt to take unfair 
ad,·antage of the scheme. As a matter of fact, in 
practice we are not aware of any malingering or other 
improper conduct in regard to it. 

From time to time, modifications have been made 
in the scheme in the light of experience and of changing 
conditions. With the exception of the reduction in 
the amount of the reserve, all these changes have 
been in the direction of making it more favourable to 
employees. For instance, the original minimum age 
of twenty was reduced to eighteen ; the period during 
which benefit was to be paid to those dismissed h_as 
been extended from time to time in view of the spec1al 
volume of unemployment in the country ; the o~iginal 
deductions to be made in respect of trade umon or 
society benefit haYe been reduced in the light of the 
lesser ability of these bodies to pay unemploym_ent 
benefits ; the proYisions with regard to short time 
benefit have been simplified and extended; and so on. 
The total benefits paid under th~ scheme _during the 
four years in which it has been m operatwn are s~t 
out below. In considering them it should be borne m 
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mind that the amounts in later years would have been 
very much smaller hml it not -been for the grndual 
extension and rclaxntion of the provisions of the 
scheme on the lines mentioned. 

The total amounts paid both in respect of dismissals 
and short time have been as follows : 

1021 £7063 
1D22 2510 
11123 li521 
11124 65112 

When it is l'cmcmbcrcd that the ycnrs in question 
a1·e probably the worst years of trade depression ever 
faced by British industry, mul when the scale of 
benefits is also taken into account, the surprising thing 
is the sm1lllncss of the cost in question. It is probnbly 
correct to say tlmt the scheme has reduced anxiety on 
the part of the employees out of nil proportion to the 
amount expended, and tlmt it has been more nppre· 
ciatcd tlmn other more expensive schemes. 

The figm•es for the year 1112·l should be considered 
also in the light of the following facts, which arc of 
interest in themselves. At the beginning of 192·~. 
when we were making ccrt.nin l'cductions in stuff 
owing to improvements in orgnnisntion, we nsked 
ourselves whether we ought not to do more for the 
individuals affected. The view was stressed thnt 
what people needed was not so much a further increase 
in unemployment benefits as an alternative mcnns of 
livelihood ; and the following steps were taken 
towards helping them to secure this. 

In the first place, power was given to the Unem· 
ployment Committee to make lump sum payments to 
discharged employees in anticipntion nnd in finn! 
settlement of the umounts of weekly benefit to which 
they might become entitled under the scheme. 'l'hus, 
a man entitled to £2 a week for forty weeks might 
come along and sny that whilst there wus little prospect 
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of his finding ordinary employment during the forty 
weeks, he did see his. way to making a living say, in 
a sr~tall business, if he could lay his hands on a little 
eaprtnl. In such a case the Unemployment Committee 
were given power to settle his claim, for example, 
by paying, say, £60 down in place of the contingent 
liability to pay £2 per week for forty weeks. This 
power was supplemented by power to make loans. 
Then the Company also instituted a " Service Pay
ment." This was regarded as a special step taken 
only in view of the gencrnl abnormal conditions, and 
was limited to 1!l2·l. A modified form of it is, how
ever, being continued in 1925. What was done was 
to credit a discharged employee with a capitnl pny
~cnt equal to one week's pay for each y<;ar's con
tmuous service over five. 

Finally, the Compnny set up a small Employment 
Advisory Committee consisting of a few members of 
the administrative stnfC, expert in different directions, 
whose function it was to advise employees as to how 
they might find alt.cmntivc means of livelihood and 
to assist them in this direction. The mcthocl adopted 
was for the Committee to search for suitable openings 
m~d to advise employees on specific proposnls sub
mrtted for their criticism. Where a proposal, say to 
eornrncne<' a new business or to <'migrntc, was approved, 
the Employment Advisory Committee (in practice 
through two of its members who were also members 
of the Unemployment Committee) arranged with tlmt 
Committee to make a lump sum settlement of the 
el11im to benefit. To this capital sum WIIS added the 
Service Payment, if any, and also the amount due to 
th~ cmploy<•c in question from the l:cnsior~ Fund .. In 
thrs wny capital was often made avmlablc m sufficrent 
quantities, and this finnncial help w11s supplemented 
by expert advice on purchasing, advertisin~, law, and 
so on. As a l'Csult of this it may be mentroned that 
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in 1924, twenty-three ex-employees were enabled to 
commence in business on their own account. In 
addition to this, employment was found in certain 
cases, and emigration was a.~sistcd. Naturally, the 
carrying out of these proposals meant a substantial 
addition to the normal Unemployment Benefits. The 
lump sum payments are included in the Unemploy
ment Benefit figure above. The Service Payment~ 
during the year amounted to an additional sum of 
just under £2000. 

The Unemployment Scheme may be discontinued or 
amended by the Company at any time, on giving 
three months' notice, and it is their intention to dis
continue it if an adequate scheme of industrial or 
national insurance comes into force. While fully 
recognising, however, that the enactment of a general 
scheme is the only true method of protecting the 
workers from the menace of unemployment, it is well 
that employers should remember that it is possible 
for an individual firm to make provision for their own 
workers, before the nation as a whole adopts that 
policy.' 

REGULARISING 'WoRK 

Of course, however, insurance against unemploy
ment, although necessary to give reasonable security 

1 Sinco tho o.bovo wos writton, tho question of tho adoption by n 
whole industry or a group of finns within an indURtry of o. supplement· 
nry unemployment insurance scheme very similar to that cstaPlishod 
nt tho Cocoa. Works hns boon considered in flcvornl instnncoa. '1 ho 
match industry, through ita Joint Industrial Council, did adopt n 
sche~e. and other industries may follow their example. Thoro are 
two 1mportant advantages in this method of insuring against 
unemployment, over contracting out of tho Nntionnl Scheme (O\'OD 
when and to tho extent that this bocomcm possible). First, it can be 
done by tho imlu"try acting nlone. independently of the Government, 
and secondly, though tho employers guarantee a corto.in contribution, 
they do not guarantee tho benefit. The trade unions and workers 
generally are therefore keenly interested to prevent the funds being 
wasted. 
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to the worker's lot, is only a second best. The best 
course is .to prevent men from becoming unemployed, 
and defimte steps have been taken at the Cocoa Works 
to rcgularise employment. Some of these have already 
been explained. It is not possible to dismiss a worker 
hastily or without sufficient cause. If a foreman or 
manager wishes to get rid of a man, he must explain 
the circumstances on a dismissal form, and send it to 
the Employment l\lanager for approval. Dismissal is 
only resorted to in the last instance. When a" round " 
~an has been placed in a " square " hole, an attempt 
Is made to I'ectify the error by transferring him to 
another job, and attempts arc always made to regularise 
the demand for labour, both as between one season of 
the year and another, and as between one department 
and another. \Vith care, a good deal can be done to 
reduce irregularity and to increase the security of a 
man's work. The task demands considerable thought 
and detailed attention, but, from the human stand
point, it is well-directed effort. 

An illustration of the way in which work can be 
rendered more regular may here be given. Some 
years ago, it was the practice at the Cocoa Works to . 
engage extra painters for the summer season only, 
and extra men in the packing room during the winter. 
Thus we had a double set of temporary workers. 
When we began trying to rcgularise the work, it was 
arranged to employ the painters in the packing room 
during the winter, paying them the wages suitable to 
that job, which were not very different from those 
which they received as painters. In the summer. they 
returned to their normal occupation. at the ordmary 
trade-union wages. In this way, we got one set of 
men with regular employment, instc.nd <;>f two _sets 
casually employed. A number of similar IllustratiOns 
could be given. 

Whatever steps employers may take to protect 
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workers against the evils of unemployment there can, 
I think, be little doubt that, by some method, industry 
should maintain the reserve of labour without which 
it cannot function successfully. 

The capitalistic system is often defended by the 
argument that Capital is justified in taking the profit;s 
of industry, because it takes all the risks. But is 1t 
possible to say that Capital is tukilig all the risks if 
it is free to discharge Labour, without any retaining 
fee, as soon as ever trade slackens ? 1\len with 
families dependent on them, turned away almost 
without notice, would be more inclined to think that 
whatever risk existed was incurred by them, and not by 
Capital. A state of things in which this is happening, 
not as a rare occurrence, but continuallv, is utterly 
indefensible, and I am convinced that "the workers 
will not tolerate it much longer. 

Part II 
SICKNESS 

THE directors hold the view that sickness, if not so 
long continued as to merge into chronic invalidity, is 
a risk against which it is possible for workers to insure 
without further financial help from the Company than 
that provided by the employer's contribution, made 
under the National Health Insurance Act, l!Jll. 
Under this Act, practically all non-manual workers 
from the age of sixteen to seventy, whose earnings 
do not exceed £250 per annum, are compulsorily 
insured. In the case of manual workers there is no 
wage limit. 

There have been various amendments to this Act, 
increasing the contributions and benefits, which now 
stand as follows : 
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~---- ------

Weekly Contribution. 1 

! 
Weekly Beneftta. 

--- ---
I ' I Men. ''Women. •:mployen., EmJlloyee~. , 

--- --1--
:Men 5d. 5d. Oniinary rate of 

I women 

sickness benefit for 
twenty-six: weeks 158. 128. 

5d. 4d. , Disnblement benefit 7•. 6d. 7a. 6d. 

I ' 
I 

, Maternity benefit 40.. ! 40.. 

The benefits nlso include froe medical attendance. 
~oi~.-Until 10-i weeks have elap.-wd since entry into insurance, 

:nd 104 weekly contributions hn.ve been paid, the benefits are 9a. 
or men nnd 7s. 6d. for women. 

As the result of having shown a surplus at the 
valuation, most societies are now paying benefits in 
excess of those named above. 

Obviously, however, these amounts are inadequate 
for full maintenance during sickness, especially in ~he 
cnse of married men, who nrc normally responsible 
for the maintenance of dependants. 

The male employees at the Cocoa Works have for 
many years run a Friendly Society on their own 
account. Beyond supplementing the small death 
benefit paid by the Society, the Company makes no 
money grants, but undertakes to collect the sub
scriptions of members. This is done by deducting the 
amount of the subscription from the wages, with the 
authority of the member, and handing the su~ thus 
collected to the Secretary of the Society. Tlus not 
only saves the Society considerable trouble and ex
pense, but undoubtedly encourages many employees 
to ~emain in membership who would lapse were _not 
the1r subscriptions thus automatically collected with-
out effort on their part. . 

The Society has been in existence s1nce 1910, and 
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took the place of an old Dividing or Slate Club, which 
had been run for about twenty years. At the end of 
1924 there were 950 members. The weekly contri· 
butions vary, but members may pay up to sixpence 
per week, a contribution entitling them to sickness 
benefit at the rate of twelve shillings per week for 
twenty-six weeks. The Society records arc examined 
periodically by an actuary, and its financial policy is 
based on his advice. 

In nine of the men's departments small "shop 
clubs " have been started, in addition to the Friendly 
Society. These were formed during the. war when, 
owing to the high cost of living, employees wished to 
augment the amount of benefit received during sick
ness. At the end of each year, the sum of money 
remaining after paying expenses and benefits, and 
carrying a certain amount forward, is shared among 
the members. These " clubs " have taken the place 
of ad hoc collections taken up by his workmatcs when 
an employee was sick. They equalise the benefits 
which formerly used to vary with, or even depend upon, 
the popularity of the individual. 

The women employees have not deemed it advisable 
to form a Friendly Society, but they have a very 
successful Sick Club. The contribution is twopence 
per week, and the sick pay is 8s. per week for six weeks, 
and 4·s. per week for the following six weeks. The 
present membership of the Club is 1918. During 1924 
£825 was paid to MG members. 

Besides the National Scheme and the Cocoa Works 
clubs, a considerable proportion of the Cocoa Works 
employees are in one, or occasionally in more than one, 
other club, unconnected with the Works. 

Except in the case of salaried employees and over
lookers, the Company makes no payment to workers 
who are absent through illness, but in cases of distress, 
help, varying with the individual needs of the em-
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ployee, is often given by the sick visitors who call 
upon him or her on behalf of the Company. The annual 
expenditure under this head averages about £540 a 
year. To clerks, and all members of the salaried 
staff, payment during sickness is made as follows : 
Up to sLx weeks in any year they receive full pay, 
less National Health Insurance, and for the second six 
weeks they receive half pay. Any pa"yments made 
after this depend on the circumstances of the case. 

CHRONIC INVALIDITY 

Although it is possible for the workers, without 
undue sacrifice, to insure themselves against the risks 
of sickness which is of short duration, they cannot 
take similar precautions against illness which is long 
continued, Mtcr thirteen weeks the sick benefits in 
many clubs are halved, and they usually cease entirely 
after sLx months. 

'rhus, a family may be reduced to serious dis~ess 
through the long-continued illness of the principal 
wage-earner, while in the case of his chronic invalidity 
there is usually no alternative to Poor Law relief and 
the stigma of pauperism. 

From time to time, employees at the Cocoa Works 
have fallen victims to some lengthy illness, such as 
rheumatic fever or have become chronic invalids. 
Such cases wci"c 'considered on their mCJ·its, and more 

·or less assistance was given ; but no dcfin,ite principles 
were followed in dealing with them, and the cost of 
each became a charge on the year's rev~nue. 

In 1920 the directors felt that the tnnc had come 
to cr<"atc 1\ll Invulidity Insurance Fm~d, and to s~t 
up an orgunisntion which would deal wit~ all c~ses Ill 
a .thorough and systcmutic nmnner.. 1hcy . did not 
tlunk thut invnliditv wus a risk agmnst wluch they 
could expect all the workers to insure, for although 



116 THE 1-IUI\lAN FACTOR IN BUSINESS 

cases of it arc very distressing when they occur, they 
are, fortunately, so few and far between, that the 
average worker would consider the danger too ren_10te 
to be taken into account. The Firm, therefore, dcc1dcd 
to set apart a capital sum, the interest on which should 
be available for aiding cases of long-continued illness 
or chronic invaliditv. 

Accordingly, in "August l!J:!O, they handed ov~ 
50,000 seven per cent. Second Preference Shares Ill 

the Company to live trustees. 
With certain exceptions, any one who has been 

employed by the Company for not less than live years, 
and is not under twenty-five years of age, may apply 
for a grant. All grants arc made by an executive 
conunittcc of six persons, of whom three arc appointed 
by the Central Council, and three by the directors. 

In fixing the amount of a grant, ami the instal
ments by which it is paid, the committee has regard 
to the amount of income, for the time being, in the 
hands of the trustees, and to the present and probable 
future demands thereon, and particularly to the n~eds 
of the applicant whose case is under eonsidcratwn. 
The amount of assistance given varies with the appli· 
cant's financial position, with the number of de· 
pendants, aud with other circumstances. 

It is laid down in the Tru•t Deed that : 

"except with tho cxprc!l:l sanction of tho trustees, given 
in the particular case, no gmnt to any person slu\ll dUI"ing 
any one year from the date of the commencement of the 
grant, exceed tho sum of £:!50 or such other sum as the 
trustees s!mll from timo to tim'c ex pre!l:lly sanction in lion 
of the smd sum of £250 us the yearly n1aximum amount 
of a grant." 

As the 'l'rust was formed for dealing with cases of 
chronic invalidity or long-continued illness, no grants 
are normally made to supplement benefits derivable 
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from ordinary Sick Clubs during the first twenty-six 
weeks of invalidity. An exception to this rule is that 
where an applicant is a member of or is insured against 
sickness or illness by a Sick Club, Approved Society, 
or Insurance Company, or is otherwise entitled to the 
receipt of sick pay, a grant may, after the first thirteen 
weeks' invalidity, be made of such an amount as will 
make up the amount of his receipts from the Sick Club, 
Approved Society, Insurance Company, or other 
similar source, during the ensuing thirteen weeks to 
the amount which he would receive therefrom if he 
were receiving full benefits instead of reduced benefits. 

Since the fund was started in 1920, grants have 
been made to 124 persons at a cost of about £13,000, 
and at the time of writing {1925) nineteen cases are 
receiving assistance from this fund. 

Part III 
OLD AGE AND DEATH 

h is realised more and more widely that it is unjust 
that any one who has given satisfactory service during 
the whole of a normal working life, and who has 
been reasonably thrifty, should be reduced to penury 
when he is no longer able to work. Since the present 
level of wages will not allow workers generally to lay 
aside sufficient during their working years to make 
adequate provision for old age, it is necessary to 
supplement their savings by some scheme of O!d A~e 
Pensions. The existing State scheme of pens•.ons IS· 

admittedly insufficient for this purpose, nor Will the 
new proposals for Widows' Pensions and for the 
extension of Old Age I>ensions at presen~ ?efore 
Parliament completely meet the ne~d.s, and 1t IS not 
unreasonable to ask that some additional scheme of 
old age insurance shall be introduced, to the cost of 

I 
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which both employers and workers shall contribute. 
Possibly in future the bcnctits under the State scheme 
may be further substantially increased, or supple
mentary schemes of industrial insurance may be de~ed 
through the agency of Whitley Councils or otherwise. 
1\lcanwhilc, however, conditions are unsatisfactory, and 
many individual firms have instituted Old Age Pens~on 
Schemes for their employees. I propose in this section 
to indicate what we have done in this connection. 

It must be admitted at once that any scheme 
involving such pensions as will actually relieve the 
workers of anxiety as to their old age, involves heavy 
cost, and many firms may hesitate to adopt it on that 
account. But it is probable that those very firms mal 
carry the cost of heavy " hidden pensions " on thcll' 
weekly pay rolls, without realising the fact. Let me 
make my meaning clear. If a firm establishes a 
liberal pension scheme, it will doubtless at the same 
time fix a definite retiring age, and will thus never 
find itself with a number of workers drawing full 
pay and only giving partial service, because of the 
low working capacity which usually accompanies old 
?-g~. In factories where there is no pension scheme 
It Is common to find quite a number of old and feeble 
men and women. They are kept on because they have 
worked faithfully for a great number of years, and !he 
management docs not care to dismiss them, knowmg 
t~1at this would be equivalent to condemning them 
c1t.h<;r to starve on the State Old Age l'cnsion of ten 
shillings, to receive " out relief " or to enter the work· 
house. Such· employees are ~ery costly. Not onl.Y 
does the firm lose on them individually, but their 
p~esencc tends to lower the pace, and lessen the output 
of !he whole shop, especially where men arc paid on 
a time and not on a piece basis. It is apt to lead to 
a generll:l reduction of cllicicncy. A liberal pension 
scheme 1s, therefore, not only an advantage to the 
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workers, but to the employer, unless, of course, he is 
prep~red to scrap his men ruthlessly as soon as ad
vancmg years render them inefficient. Employers of 
that type, fortunately, are becoming increasingly rare. 

But, if a retiring age is definitely fixed, the pensions 
then payable should, in fairness to the workers, be 
substantial in the case of those who joined the service 
of the firm early in life. l\lcn who joined it after 
mi?~le life cannot expect a large pension, but the 
retmng age must apply to them equally with the 
others. If they should consider it an injustice to be 
called on to retire on what they regard as an in
a~equate pension, they had better seek employment 
With a firm which has neither a pension scheme nor a 
fixed retiring age. 

The object of the directors of the Cocoa Works in 
establishing a Pension Fund was twofold. 
. First, as a matter of business, they recognised that 
It was desirable for men and women to retire at certain 
ages, and that this would involve considerable hardship 
unless a fairly liberal pension scheme were introduced. 
Secondly, they desired to remove from the minds of 
the workers anxiety with regard to their old age. 

A pension scheme was established on 1st November 
1906. Provision is made for retirement of male 
employee"s-both factory workers and the salaried 
staff-at the age of sixty-five, and of female employees 
at. the age of fifty-five, with optional retirr;ment on 
a~Justcd pension at sixty and fifty respect~vely: .A 
shghtly different scheme for retirement at sixty Is m 
force for travellers and employees resident abroad. 
!he earliest age at which members can enter th? Fund 
Is twenty in the ease of men and twenty-five m that 
of women. 

The question may be asked whether, in practice, 
th:se have proved to be the right retiring. a!;es. I 
thmk there is no doubt that the answer IS m the 
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affinnative. Of course, there are men and women 
who not only would like to work longer, but could 
do so with advantage, but these are exceptions, aud 
it is essential to the smooth working of the scheme 
that the retiring ages should apply universally. . · 

The pensions are derived from subscriptions prud 
by the employees, aided by contributions from the 
Company, the latter providing about 80 per cent. ?f 
the real pensions.l In all cases where membership 
ceases (on death or withdrawal) before pension age, 
the contributions of members are definitely repayable, 
with 2!- per cent. compound interest, either to the 
members or their legal personal representati':es. 
Further, in the event of death after reaching pension 
age and before receipt of an amount of pension equal 
to the member's contributions plus 2! per cent. to 
date of pension age, the balance is payable to the late 
member's representatives. Thus, in no circumstances 
can any portion of a member's subscriptions revert to 
the Fund. The subscriptions and pensions are on a 
fairly elastic scale, designed to meet varying cir· 
cumstances, but the aim in view is that each member 
shall receive a pension of about 50 per cent. of the 
retiring salary or wage, and that the maximum sub· 
scription shall be 5 per cent. of the wage. This i~ secured 
in the great majority of cases, but a serious situation 
was created when, through the heavy reduction in 
the purchasing power of the £, leading to greatly 
increased wages, pensions, both actual and prospective, 
which bore a reasonable proportion to wages before 
the war, became quite inadequate under post-war 
conditions. To remedy this, it was necessary for the 
Company to hand over a subvention of £78,000 to 
the Fund, so as to raise to a higher figure the pensions 

1 The reason why so large o. proportion of the pension is due to 
the Company's payment is that the Company's premiums are not 
rotumo.ble in case of withdrawal of o. member from the Fund. 
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of those who were too old to secure adequate pensions 
through increasing their contributions proportionately 
to the increase in their wages. 

With the aid given by this subvention it has been 
possible to ensure that, with scarcely any exceptions, 
no man will retire at sixty-five with a pension less 
than 30s., and no woman at fiftv-five with less than 
20s.1 • 

A special feature of our Fund, which does not 
often obtain, is that the Company accepts the whole 
responsibility of guaranteeing its solvency. Should t!te 
~xperience be adverse, owing to light mortality, unwise 
mvestments, or other causes, the Company and not 
the subscribers will have to bear the consequences. 
It is for this reason that it appoints four of the seven 
managing trustees, the remaining three being elected 
septennially by the subscribers. This repres~ntati?n 
of employees, namely, three out of seven-'--1s qwte 
sufficient to enable them to satisfy all subscribers as 
to the way in which the business of the Fund is being 
conducted. 

So far, the mortality amongst the members has 
been exceedingly light-the deaths, apart from the 
wa~, averaging less than four per thousand ~er annu~. 
Tins proportion is much lower than that whiCh obta1.ns 
among the general public and it means that specml 
reserves must be made to meet the extra liability. 
Our actuary has accordingly valued the Fund on our 
own individual experience. 

Membership of the Pension Fund is voluntary, but 
96 per ccnt. of the men and 100 per cent. of the women 
eligible for membership have joined it. With the 

1 The exceptions so far o.s regards men o.nd women on the Com· 
pany's ordinary s~ff, number five only. In addition there are~ 
a few men taken on during the war, some of them at an ~v.an h 
age, ~vho nro on our auxiliary staff. They were too old to JOlilts~d: 
P
1
enston Fund, nnd special arrnngements were made for them ou 

I • 
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authority of the members, the premiums are deducted 
from wages and salaries. 

CosT oF PENSION FuND 
We come now to the important question of the cost 

of the Pension Fund. Since its inauguration in 1906 
capital sums amounting in all to £115,000 have been 
handed over at different times to the Pension Fund 
Trustees. Of this total, £19,500 was paid over on the 
inception of the scheme to secure adequate pensi?ns 
to those who had been in the employment of the Fmn 
for many years, and had passed middle life ; and 
£73,000 was paid over in 1920, as explained on p. 120, 
to meet the situation arising through the great decrease 
in the purchasing power of the £. The current con· 
tributions to the Fund during the eighteen years 
ending 31st October 192•!, after deducting members' 
withdrawals, have amounted in all to £3783)00. Of 
this sum, £215,000 represents payment by the Com· 
pany and £158,000 contributions by the members. . 

Just at present, the cost of the Fund to members IS 

heavy. In view of the great increase in money wages 
which has occurred in recent years, even after allowing 
for the contribution of £73,000 made by the Compm~Y 
to the Fund in 1920, it is necessary for those who arc 111 

middle life, or older, to pay high premiums, if t_hcy 
are to ensure adequate pensions. And a high premtwn 
paid by the member involves a correspondingly high 
payment by the Company . 

. When the bulk of those now paying exceptionally 
htgh premiums reach pension age, and things become 
normal, it is expected that the cost of the pension 
scheme will be about 8 per cent. of their wages to 
the members, and 8! per cent. to the Company. 

Wmows' PENSIONS 
As already stated, one object in founding the 
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Pension Fund was to relieve the workers of am:iety 
as to what was going to happen to them in old age. 
!he wages currently paid to ordinary workers in 
mdustry do not enable them to save sufficient for this 
purpose. So far as the workers themselves are con
cerned, the object. was attained by the Pension Fund, 
but this did nothing to remove the fear of what might 
happen to a man's wife if she survived him, since his 
pension would cease on his death. To meet this 
situation, the directors, in 1917, inaugurated a Widows' 
Benefit Scheme, under which pensions are payable to 
all widows aged fifty and over at the death of the 
husband, subject, however, to the following limitations: 

(a) The parties must both of them have been under 
the age of fifty at the date of their marriage. 

(b) The marriage must have preceded the death of 
the husband by at least ten years. 

(c) The husband must have been for an uninter
rupted period of ten years prior to his death 
a contributing member or pensioner of the 
:Fund. 

The pensions are based upon the husband's pension 
or prospective pension, at the time of his death, and 
range from 35 per cent., if the widow is fifty years of 
age, to 50 per cent., if she is aged sixty-five or. o~er. 
The minimum pension for a widow is ten, sh1lhl!gs 
~eekly, and if the percentage of the husbands penswn 
IS less, it is made up to ten shillings. 

This Widows' Pension Scheme has been greatly 
appreciated, and men have stated that it has removed 
from their minds a grave anxiety. It has,. however, 
proved a costly addition to the original PensiOn Fun?, 
especially because so many men were advanced 1n 
Years when the 'Vidows' Scheme was introduced, and 
th~s hen vy new liabilities were incurred against 
winch no previous payments had been made. A 
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sum of £10,000 was paid into the Pension Fund 
when the Widows' Pension Scheme was established 
on 1st November 1917, and since then a further 
aggregate sum o( £120,000 has been contributed 
by the Company. . 

This heavy charge will not be permanent, bemg 
largely in the nature of back payment. Apart from 
this, it is estimated that a payment by the Company 
equal to 75 per cent. of that made on behalf of the 
male members will suffice to provide a widow's benefit. 
In other words, the cost of the Widows' Pension 
Scheme may be expected to amount to about 2} per 
cent. of the wage bill of male members of the PensiOn 
Fund or to about Il per cent. of the total wages and 
salaries bi11.1 The whole cost of the widows' pensions 
is borne by the Company. 

NEW STATE PROPOSALS 

The proposals at present before Parliament will 
reduce the cost to us of pensions. Exactly what effect 
they will have one cannot yet say, but certainly the 
need for a supplementary scheme will still remain. 

DEATH BENEFIT ScnEME 

In 1911 the suggestion was made to the directors, 
by the secretary of the Pension Fund that for a 
comparatively small sum it would be pos;ible to insure 
every married member of the Pension Fund for £50, 
made payable at such member's death. 

The rules of the Pension Fund already provided 
that on the death of a member before pension a~e, 
the amount of his or her own subscriptions, Wltb 

1 
Tho difference botwoon the two porcontagos is o£ courRO, duo to 

the fact thn.t the 21 per cent. refors to tho wngca or' men ovor twenty, 
o.nd tho 11 per cent, to o.ll tho wngOR paid ineluding mon under twenty 
and aU women and girls, ' 
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compound interest at 2! per cent., should be paid to 
his or her personal representatives. 

In .orde~ to provide a death benefit, the Company 
promised, m the case of a male member of the Pension 
Fund who died before entering into receipt of his 
pension, leaving a widow, or a child or children under 
fourteen, the widow not being entitled under the rules 
to a life pension, to provide a sum sufficient to bring 
the member's own subscription, with added interest, 
up to £50. They also promised to make a similar 
provision in the ease of any widow who was a member 
of the Pension Fund, and who died before entering 
into receipt of her pension, leaving a child or children 
under fourteen. 

In 1922 it was felt that the original benefit of £50 
was no longer adequate, and the amount of the Death 
Benefit was increased to £100, or one year's prospective 
pension, whichever should be the greater amount. 
That this additional sum provided by the Company 
may be utilised to the best advantage for the widow 
or children, the money is handed over to a committee 
consisting of the workers' trustees of the Pension 
Fund, the secretary of the Pension Fund, and two 
representatives of the Labour Department, who are 
held responsible for handling the money in such a 
manner as they may deem best. 

It will be seen that under this scheme the liability 
of the Company, heavy when a member first joins the 
Fund, gradually disappears as his contributions i~
crease. In the aggregate the cost to the Company IS 

slight when compared with the security given to t)le 
members. The total cost of the scheme for thirteen 
years (1912-1924) has been-for seventy-three military 
cases £2948, for forty-six civilian case~ £195~. 

At the present time, with the higher msurance 
now provided, it is expected that the cost to t~e 
Company will average about £400 per annum. ThiS 

X 
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is not a large sum for guaranteeing a fairly substantial 
insurance at death to about 2500 persons. 

CoNCLUSION 

In reviewing the schemes which have been adopted 
at the Cocoa Works to give economic security to the 
workers, it will be seen that a substantial measure of 
security has been given in relation to sickness, in· 
validity, unemployment, old age, and death. Wh_en 
the special circumstances due to the sudden deprecm· 
tion of money values have disappeared, the total 
annual cost to the Company of providing this wiU be 

· between 8 and 4 per cent. of the total wages an~ 
salaries bill. At present it is just over 5 per cent. ThiS 
cost is in addition to the capital sums, amounting in 
all to £166,000, which have been contributed from 
time to time during the last fourteen years. But it 
must be pointed out that the security for old age 
depends on the continued association of the employee 
with the Firm. Thus, if an employee were dismissed, 
or left the service to take up another appointm~nt, 
he would be entitled to withdraw his own contributions 
~o the Pension Fund, plus 2 !· per cent. co~1po~md 
mtcrest, but he could lay no claim to the contnbutlons 
made by the Company year by year on his accouJ_tt· 
These would revert to the Fund. Similarly, the clauu 
to a widow's pension would be lost. To this extent 
the .securi~y is only partial-but this seems inevitable 
until pensmns on a liberal scale are general. 

It may be argued that, in view of the cost, it would 
be impossible for industry generally to provide sec~~;rity 
for the workers on a scale as liberal as I have descr1bed 
above, and that this is especially true of industries 
where labour constitutes a large proportion of ~e 
cost of production. But as I have already sa1d, 
workers are rightly demanding greater security of 
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life ; and the public conscience is supporting their 
demand. I venture to think that the time is not far 
distant when, on the initiative of the Labour Depart
ment of the League of Nations, or otherwise, schemes 
will be devised for giving greater economic security 
to the workers in all civilised communities ; and the 
proposals at present before Parliament are a step in 
this direction so far as this country is concerned. 
Speaking from the financial standpoint, I should hope 
that the favourable reaction of such a policy upon 
output would more than counter-balance the ex
penditure which it involver!. 



CHAPTER IV 

THE STATUS OF THE WORKER 

THERE has of late years been a growing demand on 
the part of the workers to have what is usually ~lied 
"a share in the control of industry." I must bnefly 
examine that demand, and ask why it has arisen, 
before I describe the steps we have taken at the Cocoa 
Works to meet it. 

As I have already said, there arc various different 
schools of thought among the ranks of Labour. The 
members of one school frankly· desire the early over· 
throw of the capitalistic system of industry. They 
regard capital as something which has been filched 
from the workers, and hold that no share of the pro· 
duct of industry should go to the capitalist as such . 

. They are divided as to how industry should be o!· 
ganised. Some are Syndicalists, who look to a rap1d 
development of the power of trade unions until they 
are strong enough to organise a general strike, and to 
seize and subsequently control all the factories, means 
of transport, and other industrial enterprises. They 
would abolish the wage system altogether and condu~t 
industry in future on a self-governing basis ... I~cl
den~lly, they would do away with the existing 
Parhament and substitute for it a proletarian govern
~ent, with functional instead of regional rcprcscnta
t~o~. T~e Guild Socialists arc actuated by somewhat 
Similar a1ms, though they would adopt different means 
of aJ?plying.them. Another school of thoughtadvocat.es 
an mdustnal system established on a Soviet basis. 
Again, there are the State Socialists, who would 

128 
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nationalise all the means of production and distribu
tion, of course including the land. These together 
constitute the left wing of Labour. Those who have 
moved furthest to the left are to be found among the 
Syndicalists, Guild Socialists, and "Sovietists," if one 
may coin a word. The " Centre " among the workers, 
and I think it is still by far the largest party, consists 
of men and women who have not worked out any 
theory as to the ultimate basis of industry. They 
would ha vc no objection to the continuance of the 
present system if the conditions of the workers could 
be improved. They resent the glaring contrasts 
between the lot of the average worker and that of 
many of the "idle rich," and they also resent having 
to work under a system in the internal control of 
which they take no part. Their ambitions have been 
voiced Ly 1\lr. Gosling, who, speaking at the Trade 
Union tongress in 1916, said : 

" W~> U"C tired of war in the industrial field. The British 
Workman cannot quietly submit to an autocratic govern· 
ment of the conditions of his own life. He will not take 
'Prussianisrn' lying down, even in the 'dock, the factory, 
or the mine. Would it not be possible for the employers 
o.f this country, on tho conclusion of peace, when we have 
r1d ourselves of the restrictive legislation to which we have 
submitted for war purposes, to agree to put their businesses 
on a new footing, by admitting the workmen to some 
participation, not in profits but in control 1 We workm~n 
do not Mk that we should be admitted to any share m 
~hat is essentially the employer's own busi.ness-t~at is, 
Ill those matters which do not concern us directly, m the 
industry or employment iu which we may be engag~. We 
do not seck to sit on the board of directors, or to mterfere 
with the buying of materials, or with the selling of the 
product. But in tho daily management of the employment 
Ill whioh we spend our working lives, in the atmo~phere 
and under the conditions in which we have to work, m the 
conditions of remuneration, and even in the manners and 
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practices of the foreman with whom we have to be in con
tact, in all these matters we feel that we, as workmen, have 
a right to a. voic&-even to an equal voice-with the manage
ment itself. Believe me, we shall never get any lasting 
industrial peace except on the lines of industria.l democracy." 

Finally, there is a section of workers, including a 
large majority of the women, who, although they are 
anxious for better working conditions, have no desire 
to control them. 

This, very briefly, is my analysis of the present 
situation. But how has the demand for a greater 
share of control arisen ? I think that it is the in· 
evitable result of popular education and of the exten· 
sion of the franchise. Men are no longer content t.o 
accept conditions unquestioningly. That, after all, IS 

the attitude of a serf, rather than of a free man who has 
learned to read, and often to think. With the growth 
of trade unionism an ever-increasing number of workers 
are meeting together, asking whether the present 
working conditions are just and reasonable, and dis
cussing their possible improvement. This is developing 
a strong class-consciousness, and, whatever views 
men may hold as to the ultimate basis of industry, a 
certain share in its control is coming to be regarded 
by many as an elementary right of the workers. Just 
as through the vote they have an equal share with 
other classes in the government of the country, so, 
they are beginning to say, they should have a share in 
the government of industry. 

It is true, of course, that to a great extent worke~ 
help to .determine working conditions through the1r 
trade um~ms. But they are asking for something more. 
Trade umon in_fluence is brought to bear on an indu~try 
from th_e .outs1de, and often it can only be exere~sed 
on unwil.hng employers by the threat of a strike .. A 
trade umon usually enters the field of industrial actiOn 
to remedy a grievance or to put right an injustice. 
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The workers now wish to enter it at an earlier stage 
and in a different capacity. 

Leaving aside those who frankly desire the im
mediate overthrow of the capitalist system, with 
whom the capitalist, qua capitalist, can obviously 
hold no parley, let us take the claims of what I have 
called the "Centre" as voiced by Mr Gosling, and ask 
whether this demand for a definite share in the deter
mination of working conditions is a reasonable one, 
and how far it can be granted without interfering with 
business efficiency. 

Broadly speaking the demand so made seems to me 
~o be a reasonable and a just one. On the other hand, 
It would no more be to the advantage of the workers 
than any one else to seek to meet it in such a way as 
mat<'rially to lower the efficiency of industry. In 
present conditions at least, that point scarcely calls 
for argument I And any attempt to direct the day-to
day management of a business or industry by any 
system of government by the whole of those engaged 
(by a counting of heads or hands) would be bound to 
result in ludicrous failure. The truth of this statment 
is evidenced by Russian experience. One can, however, 
go further than this and say with perfect confidence 
that it is essential to efficiency that individuals should 
be in ~ole charooe of day-to-day executive work. Only 
in this way cAnb one get the necessary rapidity of action 
~~d personal responsibility. One cannot, ~hen, have. 
JOint committees responsible for executive work, 
Once more,· one cannot have joint con~rol in sphe~es 
where the immediate interests of the different partiCs 
are not similar or at anv rate where they are in conflict, 
If one attempted to d~ so one might hav~ it in form, 
but actually the interests would be determmed by bar
gaining as at present. . ? 

Docs this mean then that we reach an ?mpasse . 
I think not. .In 'such 'matters as these it is often 



132 'THE HmiAN FACTOR .IN BUSINESS 
"' . . . . . 
possible to accede to a demang in form arid deny it in 
substance;· and 'per contra, to 'grant ft' in substance 
without too meticulous a 'regard• for, forms·. • ~Vhat 
does this demand of the general body of Labour really 
resolve itself into in the. final analysis? Is it nqt a pro· 

. test against being " ordered ··about " without under-, 
standing the reasons for the orders ? Is it not a claim 
that the mere acceptance of a wage shall no longer 
mean the surrender of the wage-earner's will, but ~hat . 
he shall be regarded as a necessary though possiblY' 
humble co-worker in the joint enterprise, and entitled 
as such to know something of the \\"hy and the where· 
fore of the things he is ordered to do Y In other word.~ 
is it not, in large measure, at least, a claim for a higher 
status• ; that " a man's a mail for a' that ? " If so, 
is it not perfectly possible to meet these claims .to an 
increasing degree in practice, without worrying too 

·much about theories ? If the particular claim is a 
reasonable one ana can be met without detriment or 

, with advantage to the enterprise is it not wise to meet 
it ? . Do not the demands rcpre;ent the growth of the 
spmt ?f ~emocracy, challenging the spirit of 11uto· 
cracy m mdustry, even an efficient and benevolent 
autocracy ? · , 

If so, is .it not instructive, if we must find preceden~ 
and theones, to turn to the growth of -democracy Ill 

State affairs ? Political democracv did not spring 
full fledg~d 'from the ashes of autocracy. On' the 
co~trary ~t ·was a gradual growth, -whicb.~ has been 
gomg on m this country 'for centuries and which bas 
by no. m~ans reached its full development yet. Den:toc
racy m mdustry would seem to present more serious 
problems. than democracy in politics, ·and is it not 

1 
It is. my belio.f that this is so which hno led me to adopt the 

PreseJ?-t tttle for th•s chapter, in piBCO or the moro usual but somewhBt 
~ttsfn.ctory and ambiguous title to tho corresponding ohapter 
m ~he first e,dition, namely "Joint Control of lndUBtry.n . ' ' 
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reasonable therefore to expect a slow and empirical 
growth ? The analogy is useful in another way .. 
What was the intermediate stage between autocratic 
and democratic govemment? Was it not government 
by consent? Early Parliaments were not summoned by 
monarchs in order that they might assume the govern
ment of .the country. By no means ! They were 
summoned at first in order that they might advise the 
monarch and hear his decisions. Later they were 
summoned in this country because the monarch found 
that, thot1gh he might be in theory, in fact he was not 
able to st<'er the ship of State unless and until he 
could ensure a prcttv general attitude of consent to 
the course chosen, at' any rate among the people who 
counted. • 

Docs it not seem as if 'lYe have'now reached the stage 
of government by consent in· industry ? We cannot 
apply the mcthods:of political democracy to the control 
of industry, nor can we say what the future may ):>ring 
forth in the way of changes in industrial structure, but 
cannot we agree, employers and employed, that at 
any rate the staae of government by consent must, in 
present circumst~nces, be a step in the right direction ? 
That, at least is mv own view. I am not deeply con-' . cerned with the particular forms of the future or ·even 
?f the present. What I· am concerned about is the 
Immediate substance ; and that seems to me to be 
~fficient conduct of indttStry cal'l'ied em with, as far 
as possible, tlte knowledge, goodwill and consent . of all 
engaged in it. Our policy, therefore, so far as It has 
been formulated, has· been first of all to establish the 
freest interchange of views between employe~ and 
employed both in the industry as a whole, an? ~n our 
business. Secondly we have held ourselves wilhng to 
go further than this in our business and to give de
cisive powers in the direction of the dete!mination of 
policy and revision of execution, wherever circumstances 
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have been such as tc:> make it possible to do this with
out detriment to the wider interests of the business 
as a whole. I will endeavour in a moment to make 
clearer the meaning and implications of this policy 
by describing some of the experiments we have ma~c 
and are making. I do this because I consider th1s 
aspect of the problem of industrial relations to be 
quite the most difficult of. all, and because therefore 
it is essential that all who have had any useful ex
perience in this direction, whether of success or failure, 
should throw it into the common pool. I may say that 
not only do we recognise that we have much to learn, 
but that, indeed, we have only taken the initial steps, 

· although already we have made, and tried to remedy, 
a considerable number of mistakes. 

TnE CocoA INDUSTRY 
It is not proposed here to discuss in detail the 

application of the above policy to an industry as a 
whole. I think the majority of employers to-day 
regard the policy of, at any rate, joint consultation in 
this sphere as reasonable-witness the development of 
Whitley Councils and Interim Industrial Recon
struction Committees, which now number fifty-five. 1 

Save for a diminishing minority of employers who still 
hold that " a man may do what he likes with his own " 
the demand is not regarded as revolutionary. On the 
contrary, most employers welcome any such proposals 
as are calculated to allay the present suspicion and 
misunderstanding. But even among those there is as 
yet no consensus of opinion as to how far the policy 
underlying Whitley Councils should be followed, or by 

1 Previously there were many more Whitley Councils, a nwnber 
of those originally formed having lapsed. This is not in my opinion, 
however, due to opposition to tho idona underlying the Councils, 
but to other causes. 



THE STATUS OF THE WORKER 135 

what administrative machinery it can best be exercised. 
Any definite conclusion must be the result of further 
experiment. l\Icanwhile, all over the country, employers 
and workers arc feeling their way in the matter. 

As mentioned in the chapter on wages, there is no 
fully-fledged Joint Industrial Council for the Cocoa 
and ~hocolate Industry. It is represented on the 
Intcnm Industrial Reconstruction Committee, which 
deal~ with matters affecting the sugar, confectionery, 
?nd Jam trades as well. This was set up in 1918, and 
!fan~ when the trades concerned are more fully organ
Ised It will probably give place to a Joint Industrial 
Council. llleanwhile, the functions which it performs 
are .very similar to those of the more fully developed 
bodies. The Committee consists of twelve employers' 
and twelve workers' representatives, and its chief 
task has been to draw up agreements covering working 
conditions to be adhered to by the signatory firms. 
The trade unions who have signed the agreements are 
~!edged not to approach individual sig~atory firms 
for any alterations in the conditions, whiCh can only 
be changed by the national committee. 

In addition to fixing minimum wages, the agreeme~1ts 
entered into have dealt, among other matters, with 
hours of work, payment for six public holidays annually, 
a~d the granting of a week's holi?ay in the summer 
With wages paid. Firms employmg roughly 50 per 
cent. of those engaged in the manufacture of cocoa 
and. chocolates have signed the agreements ; but no 
firm. can be compelled to do so, the o!lly induce~ent 
~o ~I~n being freedom from the neces~I~Y t~ negotiate 
mdividually on basic wages and conditions. 

1 As pointed out in 8 footnote to p. 9 the proportion of the. 
Workers covered hy the agreement is much loss than fo~orl~, ~ many 
employers, in view of depressed trade, lu1.ve found 1t dtllicu!t to 
continue to gl'o.nt working conditions and wages on s. scale h1gher 
thnn u. numbor of their competitors. 
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JOINT CONTROL IN TilE FACTORY 

While recognising the value of the work done J;>Y t~e 
Interim Industrial Reconstruction Committee, 1f th1s 
were the full extent to which " joint control " went, it 
certainly would not meet the demands of the wor~ers. 
In my opinion, far more important than a natwnal 
committee of this kinCI is the development of a scheme 
dealing with working conditions in the individ~al 
factory, and it is with this problem in particular I WISh 
to deal. 

I think it may truthfully be said that in the Cocoa 
Works the directors wish to give as much control to 
the employees as is consistent with full efficiency, and 
not merely to give as little as they are obliged to do. 
The question is one of ways and means. 

It will be obvious, from what I have said above, 
that the first essential is full and frank consultation 
on all matters affecting the workers' daily life. This 
is not only desirable in itself, but forms a preliminary 
step to any more specific sharing of responsibility. 

Of course, to consult the workers on industrifu con· 
ditions is not a new policy in factories. It has been our 
custom to do so informally, and frequently, for years 
past, but latterly we have sought to establish a more 
definite system of consultation. This was begun 
some time before the appointment of the Government 
committee generally known as the Whitley Committee, 
and long before its reports were published. . 

I will not weary the reader by describing in detail 
the experiments which we have made. Briefly, how· 
ever, it may be said that in the beginning we set up. a 
threefold system. First, there were sectional councils 
which were concerned solely with matters affecting 
clearly defined sections of the workers, all of whom 
were engaged on similar or closely allied processes. 
Representatives from sectional councils sat on depart· 
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mental councils, which considered matters affecting 
a department as a whole, and departmental councils 
sent rcprescntath·cs to a Central Works Council, which 
dealt with matters affecting the whole factory. Ex
perience showed, however, that this system was too 
unwieldy. Often the work to be done by the subsidiary 
councils was so trivial that the workers took but little 
interest in it and felt that the whole scheme was some
what artificial. llloreover, the total number of persons 
taken from work to attend the councils was out of 
proportion to the value of the ends gained. Some time 
ago we, therefore, abolished sectional councils alto
gether, and reduced the numbers on the departmental 
councils. Simultaneously, we made a system of shop 
steward representation an integral part of our arrange
ments, a step to the consequences of which I shall have 
to refer in a moment. 

TnE CouNCILS 
There arc now fourteen departmental councils, each 

consisting of approximately equal numbers of the 
administrative staff and of rank and file workers. The 
workers' side consists in the first place of a shop 
steward, or where more than one union or craft is 
concerned, two or more shop stewards who are ex officio 
members. These shop stewards are elected by the 
tra~le unionists in the department or section concern~d, . 
thc1r appointment being notified to us by the umon 
of which they are the representatives. The balance 
of the workers' representatives (usually, of course, the 
~rcat majority) are elected by ballot of all the workers 
Ill the department who have been in our employment for 
six months or more and are over eighteen years of age. 
Neither membership of the council nor voting is thus 
(apart front shop stewards) confined to t~ade unionists, 
but, as a non-unionist would stand but httlc chance of 
election, it may be said that the committees are sub-



138 THE HUMAN FACTOR IN BUSINESS 

stantially trade union bodies so far as the representa
tion of the workers is concerned. The numbers on 
the councils vary, the idea being that there shall be a 
representative of each defined section of workers, so 
that if any question arises as to particular conditions, 
some one will be present who can speak with know· 
ledge of the kind of work affected.1 

The administrative representatives on the depart· 
mental councils are not elected but are nominated by 
the management. In choosing them, the aim is to 
select those whose presence is most necessary or will 
most facilitate the prompt and satisfactory handling 
of matters arising. So far, however, as can be done, 
consistently with this aim and the size of the council, 
the different grades of administrative officers are given 
representation. The councils meet monthly, or more 
frequently if necessary, unless it is agreed that there is 
no business of sufficient importance to justify a meet
ing. All meetings are held during working time; day 
workers are paid their ordinary wages, and members 
who are on piece-work receive their average piece-rate 
earnings during the time they spend in council meetings. 

A number of departmental councils have worked 
exceedingly well, especially those consisting almost · 
entirely of men. Matters of real in1portance have 
been discussed, and there has been no sense of artifici· 
ality. Some councils, however, notably those on which 
girls predominate, have not really amounted to much; 
the questions raised at the meetings have often been 
felt by both sides to be trivial, and but little interest 
has been taken in the discussion. I am, personally, 
still uncertain whether in a factory where every girl 
leaves when she marries, and consequently the average 
age of the female worker is low, councils consisting of 

• 
1 Including members of o.dministrativo staff, 6 councils bo.vo 12 

memberR or leBB; tho othei'B ho.ve, respectively, 14, 14, 16, 10, 20, 20 
22 o.nd 32 members, 
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girls will ever be worth while. As already stated, there 
is no strong or widespread demand among women 
workers for a share in control. They do not wish for 
responsibility, but only for comfortable working con
ditions and 1111 administration which is both kindly 
and just. 

We have recently, however, had more than once to 
reconsider the whole position of the departmental 
councils, by reason of a new factor, namely, the success 
of the shop steward arrangements to which I have re
ferred. The shop stewards are always available, and 
complaints and proposals can be made through them 
at once without waiting for upwards of a month for a 
co~ncil meeting. Then again the very informality of 
tlus procedure is a recommendation. It has naturally 
followed that they deal with a large part of the work 
previously dealt with by the departmental councils, a':ld 
the question has naturally arisen whether in these ell'
eumstances the departmental councils should in turn be 
abolished and their placeutkenentirely byshopstewa.rds, 
supplemented by deputations or ad hoc group ~eetmgs 
when special circumsumces seem to call for this. . 

The Executive Conuuittcc of the Central Council 
(a council whose value I should sav, has never been 
called in question) ha;c this year (i925) reported on 
this matter after discussing it in detail with ~he depa.rt
mental councils and their recommendatiOn (whiCh 
has been adopt~d) is that the departmental councils 
should continue. They recognise that a large pro
portion of matters previously coming before the 
councils will now be dealt with through the shop 
stewards, and that meetings need be les~ freq'!e.nt. 
Nevertheless they feel that there is still m addition 
a place for a council :-

(a) where matters of principle or of major import
ance, affecting not only in~ividuals but the 
whole department, may be discussed; 
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(b) where the management may broadcast a know
ledge of departmental plans, developments, 
hopes and difficulties, and receive constructive 
criticism ; and 

(c) where representation can be given to non
unionists and overlookers, and a place of 
contact thus maintained for all grades and 
sections, so that tolerance and sympathy 
with one another's problems and points of 
view can be engendered. 

It was felt that the existence of a profit-sharing 
scheme made this the more important. . 

The Central Council consists of 21 administrative 
representatives, partly elected by different grades of 
management and partly e:c-o.fficio, and 25 workers' 
representatives, appointed by the departmental coun
cils. It forms a focus for the work of the departmental 
councils and deals with broad questions affecting the 
works as a whole. It meets monthly, and the chairman 
is elected by the meeting and has no casting vote. There 
is no limit set to the subjects which may be raised 
either at the departmental or central council meetings, 
except that basic working conditions laid down in the 
agreement drawn up by the Interim Industrial Recon
struction Committee arc ruled out. If either party 
desires the alteration of these conditions, they must 
apply to the National Conunittee. The Central Council 
could, however, request the National Committee t? 
consider such alteration. All decisions of the council 
whether central or departmental, are subject to the 
veto of the Board of Directors on the one hand, and 
that of the trade unions on the other. Since, however, 
the councils consist of approximately equal numbers 
of administrative officers and rank and file workers, 
the Board of Directors and the unions would hesitate, 
without good reason, to veto a decision approved by 
a large majority. There are always directors present 
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at tqe meetings of the Central Council (where the most 
important matters are discussed) and they often 
take upon themselves the responsibility of finally 
agreeing, on behalf of the Board, to matters settled in 
the council. If they are in doubt, they bring the matter 
up at the next directors' meeting, and inform the Cen
tral Council if exception has been taken to its decision. 
Similar action would be adopted by the trade unions 
if occasion should arise. 

Probably the size of the Central Council will be 
criticised.· Obviously, if it were much smaller, matters 
could be discussed in greater detail. On the other 
hand, 25 workers is not a large number to represent 
a body of nearly 7000. The detailed work is done by 
sub·committees, and on the whole I think that the 
sense of co-operation would be lessened if we were to 
decrease the representation. 

We have had some difficulty in familiarising ~he 
workers generally with the activities of the councils. 
So far as the departmental councils are concerned, a 
summary of the minutes has been put on the depart· 
mental notice boards but this hardly solves the 
problem. The work of the Central Council, however, 
!s given due publicity by the insertion of its minutes 
m the Works magazine, which is given to every em· 
ployee. 

MATTERS DEALT WITH BY CoUNCILS 

It .would weary the reader if I were to ~escribe in any 
detail the kind of subjects discussed 111 the depart· 
mental councils. Since, however, many employers 
are considering the subject of councils, I may. perhaps 
take an illustration. I will select the Cou~cd of the 
Saw Mill and Wooden Box Mill, which consists of four 
representatives of the workers and four of the ad· 
rninistrative staff. The following is 11 Jist of some of 
the subjects dealt with by this council :-
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1. Working CondilioM.-Heating of rooms, light, vel!tila
tion, sanitary conditions, and comfort of workers generally. 

2. Safcly.-For example, the provision of gates at a 
railway cros.,ing, and the provision of more prominent 
notices forbidding the cleaning of machines whil~t in motion. 

3. Suggested Improvemen/.9.-For example, (a) usef~l 
suggestions of a minor character for improvements m 
machinery ; (b) provision of tool accessories for each 
operator; (c) the utilisation of waste wood ; and (d) the 
use of more suitable nails. 

4. Trar11!fer of Lahour.-Establishment of a committee 
to discuss with the management what men should be trans· 
fcrrcd from the department to other departments in the 
case of shortage of work. 

5. Complaints from Employees.- For example, liS to 
(a) not being put on to piece-work, and (b) pilfering by 
fellow-employees in cloak-rooms. 

6. Complaints by Management.- For example, liS to 
(a) men leaving in some cases before finishing time, and 
(b) inferior quality of work. 

7. Allocation of IV ork M between Different C/tWJes ?f 
W orkers.-Useful and important work hilS been done Ill 

thls connection. One of the first suggestions put forward 
by the workers' side was that the boys on the box-nailing 
machines should be replaced by girls, on the ground that 
it was a blind-alley occupation. This WIIS agreed to. Acting 
on another suggestion, provision has been made in one 
section for limiting the number of apprentices to be taken 
on. As a result also of council discussions, arrangements 
have been made that boys are not to be put on as sawyers 
under eighteen years of age, and that in the selection of 
sawyers preference is to be given to boys who have worked 
for a proper period as "pullers-off " on the sawing machines. 
Work has been classified liS men's work boys' work, and 

• • women s work respectively. 

On the Central Council the following matters, 
among a host of others, have been discussed and 
settled:-
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1. Lengtlt of Working Week and Apporti<mmem of Workill{l 
Buurs over the IV eek.-The Directors offered to reduce the 
working week from forty.eight to forty.seven hours, day 
rates and piece·rates to remain as before. The decision 
was left to the Central Council, which decided to accept this 
offer. Later, when it was decided to offer to reduce the 
hours to forty.four per week, again without alteration of 
rates, the matter was put before the Central Council, and 
referred by it to the departmental councils for consideration. 
When the proposal was approved, the question of the 
allocation of the hours over the week was discussed. The 
Central Council decided against certain alternatives, and 
then submitted three final alternatives to a ballot of the 
whole of the workers, voting to be on the alternative vote 
system. The proposal voted for and carried out was that 
of .the five-day week, though this is not the alternative 
Which the management would have selected. 

2. Arrangements for the Annual Works Holifkty.-A 
committee was appointed which made certain recom
mendations, among others that the week to be fixed should 
he chosen by ballot of the workers. This was done. 

3. Appointment of Overlookers.-A proposal was made by 
one of the departmental councils that, when a vacancy 
occurred in the overlooking staff of any department, the 
council of that department should have the right J:o make 
the appointment, subject to the final veto of the directors. 
After lengthy discussion at different meetings, the arrange
ment finally come to was that, when an overlooker is to 
he appointed, a meeting shall bll held between the mall:age
ment and a small committee of workers' representatives. 
The manager submits the names of one or more candidates 
r~garded by him as suitable, and the workers' represen~
tives have the right to offer any objections, and to subllllt 
na?'es on their own part. After frank discussion the a~
pomtment is finally made by the management. This 
arra~gement has subsequently been extended to the p_ro
mot!On of overlookers to higher grades. The consultation 
now is with the shop steward. A somewhat an~l~gous 
~angement is that when in any departmen~ an administra
tive post is vacant, then, other things bemg equal, pre-
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ference shall be given to any suitable person in the depart
ment. 

4. Edtuation.-Propoaals have boon made from time to 
time, by tho workers, for tho provision of educational 
facilities for overlookers and for tho rank and file. These 
proposals have, so far !L8 possible, boon complied with, and 
representatives of the workers have boon !LSSociated with 
the administrative staff on the appropriate commitrecs. 
At the special request of the workers, weck.end conferences 
have been held at which problems affooting management 
and the relation between Capital and Labour have been 
frankly discussed by both sides. 

5. Interpretation of Industrial Agreements.-It waa found 
that questions !L8 to the proper interpretation of the ~· 
dustrial Agreements occMionally arose. These are dis
cussed and settled by the Council where possible. If the 
management and workers do not agree, they are sent.~ the 
Interim Industrial Reconstruction Committee for deCisiOn. 

6. Conditimul of Employment : Permanent Employrne•~ 
and Eligibility for PeWJion Fund.-Until a short time ago, 
a distinction W!LS made between temporary and permanent 
«:mJ?loyees, and eligibility to join the Pension Fund wes 
limited to permanent employees who joined the staff before 
reaching a certain age. Difficult problems arose at the 
end of the war, and the whole question of the positi?';l of 
temporarr men, and the age at which, and the cond1t1~US 
upon whiCh, men should be allowed to join the Pens•?n 
Fund hiLS been the subjeot of exhaustive and useful dis· 
oussion, ending in agreed proposals. 

7. Proposed Appointment of Work8 Paychologist.-~he 
approval of the Central Council W!LS !LSked of the appomt
ment of a. Works psychologist. His proposed fuuotious 
~ere explamed, and a committee wns appointed to con· 
Sl~er th? matter. After lengthy consideration, the com· 
mtttee, m a report, recommended that the Council should 
agree .to the appointment upon certain conditions ; o~e 
of whiCh W!LS that the person to be appointed, an~ h18 
sp~ere of work, should be approved by a joint comm1tte~· 
This report W!LS ultimately adopted by the Central CounoU 
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and a joint committee appointed to carry out its recom
mendations. 

8. T_heft.-A committee was appointed by the Central 
Council to confer with the director concerned, with a view 
to discovering the best method of dealing with cases of 
~heft, and of creating a sound public opinion on the matter 
m the Works. Ultimately, it was decided to set up a joint 
committee to deal with all cases of theft. This committee 
conaists of six members, three being elected workers' repre
sentatives and three members of the administrative staff, 
with an agreed chairman. There is also a panel of three 
more representatives of each side, upon whom the chairman 
of the committee can call in rotation if it is necessary to 
fill a vacancy at any meeting. Appeals against a decision 
no'! go to the Appeal Committee described below. The 
demsion of this body is final. This Theft Committee has 
done useful work. It is interesting to note that on one 
<>?caaion a decision of the committee was contrary to the 
VIews not only of tho chairman of the Theft Committee, 
hut of tho whole Board of Directors. Nevertheless, the 
decision of the committee was accepted by the Board. 

9. Unemployment Scheme.-The Unemployment. Scheme, 
outlined elsewhere, was drafted by a committee partly 
appointed by the directors and partly elected by the Works 
Council. It is worked by a committee appointed by the 
Central Council, whoso decision is final. 

10. Profit-sllaring Scheme.-This Scheme was similarly 
developed, as explained elsewhere. 

II. Appointment of a Chief Shop Steward.-The Chairman 
of the Local Branch of the National Union of General 
Workers, to which the majority of our employees ~?long, 
Waa one of the shop stewards. In these tw.o capac•ti~s he 
Waa . continually spending time in. atte?~g comm1tteo 
meetings, leading deputations and mterv1ewmg managers. 
Eventually, in 1920, the Employment Manager suggested 
i;o the Council that this man should represent Labour on 
~he Emplovment Staff. Both the Council and the Trade 
Union agreed to this arrangement, and since t~en he has 
lCtcd as Chief Shop Steward. The success of thlB arrange
Dent depended upon his retaining the confidence of both 



146 THE HUMAN FACTOR IN BUSINESS 

the management and the workers. He has fully done so, 
as is evidenced by the fact that he has never failed to be 
elected chairman of the local Union, and has for two out 
of the last three years also been elected chairman of the 
Central Council. 

12. Waste.-Long discussions have taken place wit~ a 
view to reducing waste, both in connection with matenal, 
methods of work and administration. There is no doubt that 
the explanations given in these discussions have promoted 
a fuller appreciation of the difficulties with which both 
workers and the administrative staff have to contend and 
a greater degree of co·operation. 

13. Works Rule& and Appeal GommiUee.-The important 
arrangements with regard to these matters (referred to 
later) were discussed, and the Rules themselves are approved 
of by the Central Council. 

One further matter falling within the work of the 
councils seems to me to deserve special mention, 
and that is the arrangement adopted two· or three 
years ago for the chairman of the Company tf• address 
a mass meeting of the whole of the councils three or 
four times a year on the trade position. This address 
deals with the general position of trade and of our 
own industry ; hut only in so far as is necessary to 
show the position of our own business in relation to it. 
Mainly it deals with our own business, its experiences 
during the preceding months, new lines adopted by us, 
and new moves by competitors, and the immediate 
prospects, together with any statement necessary on 
large new developments of policy. The address in the 
spring follows the annual meeting of shareholders 
and goes over the same ground, but in more detail and 
in more direct relation to the workers' point of view. 
This address is repeated out of works hours at a meet· 
ing open to all employees. At all these addresses 
questions and frank criticisms are invited-and usually 
eventuate I I am certain that this is a right and wise 
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step. The workers have a clear right to know more 
of the fortunes and policies of the business with the 
!nterests of whieh they are so closely associated, and 
m the long run advantage is bound to result from 
this joint examination. The knowledge so gained is 
much appreciated, and the step has been to the advan
tage of all concerned. Mter all, how can one expect 
keenness in a cricket team without a scoring board ? 
Similarly, we must have some kind of scoring board 
for our businesses if we want our fellow-workers to be 
as keen as we are. 

Before passing on, I must add a word as to the 
relation of the Works councils to the trade union 
movement. When first we suggested the inauguration 
of councils at the Cocoa Works, our proposal was 
looked at very doubtfullv by the trade unions, who 
thought that its effects inight be to undermine their 
authority. The matter was carefully discussed with 
them, and eventually they were persuaded that the 
unions would not be weakened, if they had the power to 
veto any decision and to discuss it with the directors. 
In practice, there has been no opposition between the 
unions and the councils and certainly the fears origin
ally entertained by the former have not been justified. 

SuGGESTIONS 

One further matter should be mentioned falling 
under the general head of consultatio~, . ~ut. at the 
same time constituting an outlet for Jmtlatlve ~nd 
for demonstrating capabilities, namely our Suggestwn 
Scheme. Throughout the Works in convenient places, 
a~e .locked " suggestion " boxes.. Any e~plo);'ee 
'IVIshmg to make a suggestion either m conne_ct.wn w_ith 
technical processes, working conditions, ad~m~stratwn 
or organisation, may place particulars of his ideas on 
a form which he signs and places in one o!' these. boxes. 
The suggestions are collected daily, cop1ed (With the 
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name deleted if the suggester so requests), and dis
tributed to the appropriate administrators, who 
decide whether the ideas they convey should be 
adopted. The decision whether a prize should b~ given, 
and if so its amount, is in the hands of a director. Any 
employee who has his suggestion accepted is awarded 
a suitable money prize. But whether he receives a 
prize or not, he is seen by his superior officer, thanked 
for his efforts and encouraged to continue them. No 
administrator is directly rewarded for a suggestion as 
he is expected to suggest improved methods and so 
on, in the course of his ordinary duties. For a time the 
workers were somewhat chary of making suggestions 
as they felt that their immediate superiors might 
regard them as reflections on their own ability to visualise 
possible improvements. This feeling has, however, 
been dissipated and it is now generally regarded as 
creditable to an overlooker to have under him em· 
ployees who are interested and keen enough to think 
out improvements. During 192·'· 424 suggestions 
were made under this scheme and 159 prizes awarded. 

PROMOTION 
I may add, though it does not come quite under the 

heading we are discussing, that every facility is, of 
course, given to employees to prove their worth and 
to attain to the highest administrative positions. All 
vacancies in the factory and onices are advcrt.iscd, 
unless the shop steward concerned agrees that there 
is obviously no mcmher of the staff who could suitably 
fill any particular opening. 

A SnARE IN RESPONSIBLE CoNTROL 
So much for what I have called "consultation." 

There remains the second main heading in my state· 
ment of ~olicy, namely the granting to the work:r. of 
a responsible share in final decisicm of mutters ansmg 
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i~ the ~usiness. This ~bviously presents far greater 
difficulties. One can g.ve a very real share in the 
government of the undertaking to the workers' repre
sentatives in the form simply of right to consultation. 
I do not say this with my tongue in my cheek. We 
know the weight of public opinion in determining 
national policy. 1\latters are constantly arising on 
which Parliament has no mandate and in regard to 
which it can only act as the organised expression of 
public opinion. In a works there is public opinion also 
regarding rna tters arising there, and when a body exists 
~vhich can give organised expression to that opinion, 
It carries great weight, and its views are not lightly 
disregarded. Furthermore, reasonable people endeav
our to determine questions on their merits irrespective 
of the source from which wisdom may come, and if the 
workers.' representatives on a works council, or similar 
body, seem to have the truth on their side, their views 
are likely to secure acceptance quite apart from any 
legal right to enforce them. This is no figure of 
s~eech. The position is very similar on many boa~ds. of 
directors where one or two directors possess a maJority 
of shares with a right to demand a poll, and consc:
quent controlling power. How often is a poll demandea, 
or questions determined, in light of this power, as 
distinct from the merits ? In practice are not the views 
of a director with few shares as weighty in decision 

. as those of one with many ? This most certainly is 
my experience. And therefore arrangements s~ch as 
I have outlined should not be brusquely put aside as 
"mere consultation." Consultation may in its effects 
come close to !"cal authority. For instance, close con
sultation takes place before individuals are selected 
for dismissal owina to reduced needs for staff, and as a 
result we have w~rked so closely with the w~rkers' 
representatives in relation to this extremely difficult 
and trying matter that I doubt whether there would 

L 
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haw been nny appreciable difference in our choice if 
that choice had in actual fonn been joint. 

And yet the desire does exist for more than 
consultntion, and it is desirable to st•c how far it can be 
satisfied, and it is when we seck to do so that the 
dillicultics increase. These nrc both legal and practical. 

As regards the former, they arise out of the restric
tions on the director's ability to "delegate" powers 
entrusted to him on behalf ol shareholders, but a 
dissertation on this is outside my province I To some 
of the practical dillicultics I have already referred. I 
have no space to discuss them here in detail hut I 
would summarise them in a negative form by sub· 
mitting that in general a real share in responsible 
decision cannot safely be granted to workers (or any 
others than the administration) unless in the particular 
sphere, 

(a) their interests are similar to those of the em· 
ployer, or at any rate not in conflict ; 

(b) they have the knowledge requisite for coming 
to right decisions, or can obtain it without 
disadvantage from experts; 

(c) they have the requisite intelligence; and 
(d) they can be depended upon, for one reason or 

another, to act with a due sense of responsi
bility ; and in particular arc ready to act on 
their own best judgment irrespective of the 
views of their less instructed fellows. 

The only prudent course is to consider each proposed 
development on its merits, but with the genuine 
desire to associate the workers in responsibility where 
this can be done with advantage to all concerned or at 
any rate without detriment to the undertaking as a 
whole. Development must ncccssnrily be slow. · 

A good deal of what I have just said will be obscure 
until considered in the light of the illustrations I shall 
give. I have stated it, however, because I believe that 
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what is wanted to better industrial relations is not a 
number of isolated and haphazard steps, but a definite 
policy which can be justified to the workers, and in 
the pursuitofwhich their co-operation can be demanded. 
I~bour ~as nothing. but contempt for sops, and sops 
will aclucve no Jastmg result. Labour will, however, 
respond if it believes there is an honest intention to 
evolve towards better things, and will·join in facing the 
real difficulties and not be too critical if progress is slow. 
We want a policy, therefore, as. an essential background. 

In trying, tentatively, to carry out what, rightly or 
wrongly, is the policy we have adopted we have taken 
various steps, some of the more important of which I 
wilJ mention. For example the Unemployment 
Scheme, described elsewhere, is entirely under the con· 
tro) of a committee elected by the Central Council, in 
spite of the fact that the whole cost of it is borne by 
the Company. This is an example of complete control 
being given in a sphere outside the ordinary running 
of the business. The powers of the Profit Sharing 
Committee are a similar example of this. This is 
a real share in control of matters usually determined 
solely by the management. Another similar example 
to this is to be found in the Theft Committee. This 
c~nsists of equal numbers of worke!'"' and admini~trators 
~th an agreed chairman. It IS therefore literally 
Jomt control. Subject to a right of appt;al t~ an A~p.eal 
Conunittee, which I am about to descr1be, 1ts deciSIOn 
on the action , to be taken against an employee. for 
theft is final, and, as stated above, it has on occash1o!is 
come to a decision contrary to the views of its c BJr· 
man and of the Board. 

The most important, and I think the most. nove!, 
step, however which we have taken so far m th1s 
direction is th~t relating to discipline. We considered 
Whether responsibility for discipline could be hand.ed 
over to the workers themselves, but there were m· 
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superable practical objections. In particular it would 
have meant workers' o111cials acting as disciplinarians 
side by side with the ovcrlookcrs and managers in 
control of work and process. \Ve felt, as I have stated 
above, that the main executive control must be in 
the hands of individuals responsible to the manage
ment. At the same time it seemed right to us to 
associate the workers with us in this question of 
discipline, and we believed that our confidence in 
them would not be misplaced. \Ve wished, therefore, 
to go as far as possible. What we ultimately decided 
was this: first that the workers' representatives 
should join with the management in formulating· 
Works Hul<'s, determining all matters of discipline 
and covering a wide number of other matters affecting 
the worker's dailv life in the Works. It. was agreed, 
therefore, that the existing rules should be over
hauled by a joint committee, representing the two 
parties in the Central Council, and a new code fornm
Iatcd, and that no such rule should operate unt!I 
approved by both sides. It is worthy of note in tins 
connection that we made no provision fur disagree
ment, relying on the fairness and reasonableness ut' all 
parties. Our faith was justified and the whole of the 
rules agreed ; and no alteration can be made without 
mutual consent. This arrangement was adopted for 
a fixed period of years. 

These Rules are administered by the management 
(the workers having the right to discuss the appoint
ment and promotion of overlookers as mentioned 
elsewhere). It is possible, however, that there might 
be s_o~c ~istake or miscarriage of justice in ~his 
adnumstratwn, and to meet this contingency there IS a 
final provision that any person feeling himself aggrieved 
by any action taken under the Rules may appeal to 
an Appeal Conmtittec. This consists of two repre
sentatives appointed by the management and two 
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elected by the workers' representatives on the Central 
Council (with reserves as before) and an agreed chair
man. This Committee's decision is final. In the three 
years since it was appointed up to date (July 1925) it 
has had to consider only eight cases. In three of 
~hese the Management's decision was upheld, in three 
It was reversed, and in two the penalty was reduced. 

It seems to me that by those means we have gone 
a long way in the direction of sharing with the workers 
responsibility in regard to working conditions, and 
that this is a good illustration of the sort of way in 
which this can be done without detriment to the 
interests of the whole organisation. 

A final question will remain as to whether in addition 
to, or in place of, a share in responsibility in certain 
defined spheres, the workers should be represented 
on the Board of Directors. We have not adopted this 
course at the Cocoa Works, since it entails certain 
d~finite disadvantages. If, on the one hand, worker 
duectors were appointed for a short time only, they 
would be handicapped at the directors' meetings, where 
long experience of the business, with its many pro
blems, is essential to taking part usefully in the dis
cussions. On the other hand, if, once appointed, they 
practically remained on the Board for life, they would 
tend to get out of touch with their fellow-workers, and 
the purpose for which they had been elected would 
not be fulfilled. llforeover, they would be asked. to 
consider a great number of questions concerned. w1th 
the commercial and financial sides of the busmess, 
with which those whom they represented were not 
directly concerned. 

REviEw 
It remains to consider the measure of success 

achieved by the steps referred to in this chap~er. In 
so doing we must distinguish between consultatiOn and 
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the further steps I have just outlined. As regards the 
former, I think the steps we have taken, and in par· 
ticular the establishment of the councils, hns certainly 
resulted in a better mutual understanding between 
the rank and file workers and the administrative staff. 
They afford an opportunity for the free and fr~nk 
discussion of all kinds of questions concerning worktng 
conditions ; and where requests made by workers are 
not conceded, the rensons for their refusal can be 
explained in detail. If the explanation is not accepted, 
the workers' point of view can be still further em· 
pbasiscd, and thus, whatever decision may ultimately 
be arrived at, both parties become familiar with all 
the arguments ur!(cd on either side. They afford, 
too, an opportunity for the workers to get an insig~t 
into the dilllcult problems with which management IS 

constantly faced, and they tend to develop a sense 
of responsibility. They undoubtedly form a first step 
to the granting of such a share in responsible control 
as may be found practicable, and, in fact, we lind t~at 
we arc able, with advantage to the business, steadily 
to increase the number and importance of questio~s 
in which the final responsibility rests in whole or m 
part with the workers. 

Dealing more in detail with the work of the councils, 
I distinguish between the work of the Central and 
Departmental Councils. The former has, I think, 
proved to be of real usc, and its members value election 
to it. I am of opinion that this body, possibly with 
~inor modifications, will play a not unimportant part 
m our factory organisation for some time to come. 

I am less sure about the future of the departmental 
councils. In some cases they are functioning well, · 
and doing useful work. In others they have largely 
been a failure, and this not, in all cases at any rate, 
because of apathy on the part of the members, but 
often, ns stated above, because oppm·tunities arc so 
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freely given for informal discussion of any questions 
at issue between the management and the workers 
that nothing is left over to ventilate at council meetings. 
This is not a matter for regret. Mter all, Works 
Councils are only a means of ensuring that the workers 
shall be freely consulted before matters are decided 
which directly affect their working conditions. So 
long as this end is achieved, the precise means of 
achieving it are of small moment. 

As regards the steps taken to give more than con
sultative power it is more difficult to measure results, 
and the steps themselves are more recent. Neverthe
less, I think I can safely say that neither the Company 
nor the workers regret them, and that in my opinion 
they have been fully justified. The powers themselves 
are important. It is no small thing to workers to 
know, for example, that their representatives are 
empowered to act on their behalf in relation to the 
~rofit-sharing Scheme and to see that all is do~e 
JUstly and in order ; to know that they, through their 
representatives, are jointly responsible for the factory 
law by which they are governed, and that they h~ve 
an appeal to an in1partial court against any possible 
unfairness or even victimisation · and to know that 
if dismissed their representatives' will determine their 
claim to unemployment benefit, and so on. ~ut quite 
apart from the effects of the inlmediate exercise of the 
powers themselves I believe that the fact of' their , 
existence gives a certain greater dignity and status to 
Labour which must result in a better and more whole
some relationship in the Works. Workers feel they 
are treated as responsible free men, and consequently 
they tend to respond as such. Talk about slavery and 
serfdom tends to be at a discount, and greater harmony 
results. Indeed if it were not so, is not the greater 
part of the stru~ture of the modern democratic state 
founded upon sand ? 



CHAPTER V 
THE WORKERS' SHARE IN PROFITS 

IN the introduction I included as one of the five con
ditions which must, in my opinion, be secured for the 
workers in a completely satisfactory industrial struc· 
ture, ." a share in· the financial prosperity of the 
business in which they are engaged." 

I have always felt that it was socially desirable that 
a business making substantial profits should, in the 
allocation of these, consider its social obligations 
towards its employees (as well as towards the com
munity in general). Only recently, however, have I 
definitely come to the conclusion that, from the 
economic or business point of view, such a share in 
the prosperity of the business should be regarded as 
an important part of a complete Labour Policy 
designed to secure co-operation, and its complement, 
efficiency. Whilst, therefore, we have for many years 
(as will appear from other portions of this book) 
utilised profits for the benefit of employees in different 
ways, we have not until recently adopted a formal 
Profit-sharing Scheme. I had myself on more than 
one occasion gone into the matter (somewhat super
ficially), but had always come to the conclusion that 
profit-sharing, apparently, had not achieved a great 
deal of success, and that in the light of the experience 
of others, it would be wiser if we did not adopt any 
formal scheme. 

However, developments in other directions began 
to make me feel more and more that some further 
means must be sought for interesting employees in 

156 
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the business more directly. As a result of this, in 
1919 and 1920 I had an elaborate investigation made 
into profit-sharing. This investigation sought to 
cover all Profit-sharing Schemes at any time com
menced in English-speaking countries. Eventually, 
it was found that the number of such schemes in the 
British Empire outside Great Britain and Ireland was 
small ; and that as regards those in the United States 
only a small proportion fell within my definition . of 
profit-sharing, a~d that for this and other reasons, the 
experience in the United States was not particularly 
helpful. In the end, therefore, the ultimate investiga
tion and report were confined to about 329 cases of 
profit-sharing schemes commenced in Great Britain 
and Ireland. I cannot here go into any very great 
detail with regard to this investigation, but I think it 
desirable to give very briefly the main conclusions. 

In the first place, practical experience bore out 
the conclusion suggested by theory, that if what is 
wanted is prin1arily some method or device which will 
tend to stimulate the worker to greater effort day by 
day, some system of payment by results is likely to 
be found much more effective than any true scheme 
of profit-sharing. The essentials for any satisfactory 
scheme of payment by results are : 

{1) That the method of calculation should be sin1ple, 
and easily understood ; 

{2) That the payment should follow inuuediately, 
or soon after the effort ; and 

{3) That the reward should bear a direct relation to 
the effort. 

Profit-sharing, as a rule, satisfies none of these tests. 
It docs undoubtedly constitute some financial in
centive in the direction desired, and mav be worth 
adopting when other systems of payment by results 
are excluded for any reason, such as the nature of the 

.M 
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business, or trade union opposition, but as a mere 
financial inducement to individual effort its direct 
effect is not likely to be great, and if this is the primary 
object in view the aim should be to introduce a suitable 
system of payment by results. 

One must not, however, on this account assume that 
profit-sharing is not worth while. On the contra_ry, 
the investigation convinced me that profit-sharmg 
had been much more successful in the past than was 
generally thought. The average employer sees from 
a newspaper sunmmry of a Govcrninent report that 
55 per cent. of the Profit-sharing Schemes commenced 
have been abandoned with an average duration of 
eight years, and tends to conclude that a sc~me 
commenced by him has only nine chances out of 
twenty of being successful. But a little consideration 
will show that this is not the case. The fact that a 
scheme is abandoned is no proof of its having been a 
failure. Schemes abandoned include those given up 
for all causes, including, for example, the death of the 
employer after many years successful experience of 
profit-sharing. The percentage of failures is not, 
therefore, as great as the percentage of abandoned 
schemes. . 

But furthermore, even where schemes have been 
failures, the failure may be due not so much to a defect 
in the theory behind profit-sharing, as to some defect 
in the particular scheme, or some wrongful departure 
from the true principles of profit-sharing, or to some 
extraneous conditions or events. Therefore, a further 
investigation was carried out. 

In the first place, an analysis was made simply of 
the statements of the employers concerned in the 
abandoned schemes. As a result of this, it was found 
that the employers concerned only wrote down 86 
per cent. of the abandoned schemes as failures. Next, 
an analysis was made of all the available opinions of 
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employers as to the degree of success achieved by 
their schemes, whether abandoned or continuing, with 
the following result : 

Thorough or substantial success 66 per cent. 
Fair, but on the whole disappointing 14 , 
Failures 20 , 
Finally, each case was taken in detail, consideration 

being given not only to the fact and cause of abandon
ment (where the scheme had been abandoned) and to 
the employer's opinion, but also to all other relevant 
information. In 280 cases sufficient information was 
available for an analysis to be made with the following 
result : 

Successes 68 per cent. 
Failures 37 , 

An analysis was then made of the 84 cases written 
down as failures. In 20 of these the information was 
too inadequate to justify any definite conclusion as to 
the precise cause of failure ; in 17 cases the scheme 
had failed to serve as a method of payment by results 
(which, of course, is what one would anticipate); in 
9 cases the scheme had failed to constitute a successful 
weapon against trade unionism, and had therefore 
been dropped ; and in 9 cases there were serious and 
obvious defects in the schemes themselves. In 8 cases, 
chiefly agricultural, there was no real possibility of 
profit from the outset. In a considerable proportion 
of the remaining cases there were special or qualifying 
circumstances. To quote any precise figure as to the 
true actual failures might be misleading. However, 
the investigation showed that the chances of success 
for a properly devised Profit-sharing Sche~e, properly 
administered, were much greater than IS curren.tly 
believed and that indeed such a scheme, assummg 
time to become established and accompanying educa
tional effort, might be expected to be advantageous 
to all parties concerned. 
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If this be so, what is the real contribution of profit· 
sharing? It• success appears to have consisted 
primarily in the creation of better relations between 
employer and employed. It seems to me that we have 
been mistaken in regarding it simply from the point 
of view of financial inducement, and it should be 
regarded rather from the psychological point of view. 
In other words, its results have depended not primarily 
on how much employees have actually received, but 
rather on their knowledge that whatever toas produced 
by the business as a result of the joint efforts of nil 
concerned would be divided amongst them on some 
basis previously agreed upon a• equitable. 

Profit-sharing tends to satisfy two fundamental 
aspirations of l,abour. The first is the average man's 
desire for adventure. I have often stressed, and have 
stressed in this hook, the worker's desire for security, 
and I believe this to be a very .real and important 
desire. However, security alone will not provide a 
completely satisfying outlook for life. J\lan is an 
adventurous animal, and he must find some outlet 
for his adventurous instincts. There is little of 
adventure in the industrial outlook of the average 
trade unionist who reaches full scale round about 
twenty-one years of age and, at the best, sees little 
prospect of any increase in the return for his efforts 
for the rest of his working life. It is probably in part 
the dullness of his outlook which induces him to 
identify himself so strongly with, say, a profcssi~nal 
football team or to indulge, in some cases, in gambhng. 
A Profit-sharing Scheme may, to some extent, restore 
to him that interest in the results of his endeavours 
which he would formerly have had as a craftsman 
working on his own account. It links him up with a 
joint ad venture. 

The second need which profit-sharing tends to 
satisfy is the almost universal aspiration after Justice. 
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The British worker in particular, wants to have a 
"square deal." The thinking worker, at any rate, is 
more interested in getting a fair share out of the joint 
endeavour than in getting a certain definite amount. 
He is prepared to share in the misfortunes of his 
employer if he is satisfied that these misfortunes are 
real and that when better days come he will share in 
the good fortune. The wage system docs not constitute 
a very definite and obvious guarantee in this direction 
(although in the long run, in economic theory, it may 
broadly have this effect). The second contribution 
which profit-sharing makes, therefore, is in informing 
the worker as to what the position of his business is 
year by year with regard to profits, and in giving him 
a guarantee that if and when there are surplus profits 
he will get his share. 

An objection often made to profit-sharing is that 
it will fail eventually, when profits fail, because the 
worker will not be sufficiently educated to understand 
the fundamental economics of the situation. This 

·may be so, but the obvious moral is that an effort 
should be made to make the workers understand the 
simple fundamentals underlying industry. If so, the 
existence of a Profit-sharing Scheme constitutes an 
invaluable opportunity to " put over " this education. 
This educational effort, and this granting to employee~ 
of a wider know ledge of the general operations of the 
business in which they arc employed, are desirable 
things in themselves which should be attempted in 
any case, and profit-sharing facilitates the attempt. 

Other objections to profit-sharing come r:om. hot_h 
employers and or11aniscd Labour. One objectiOn IS 

that an employer ~annot afford to give that publicity 
to his affairs which profit-sharing demands. This 
may be so in the case o~ small. emplo~ers ; but I do 
not think it is a very senous objection ~n t?e ~se of a 
joint stock company. A further objection IS that 
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profit-sharing niakcs it harder for the less profitable 
business in an industry to compete with the more 
successful. In other words, it " breaks down the 
solidarity " of employers I But even in so far ~ th!s 
is true, it is only an accclerntion of a process whiCh IS 

continually going on, and which the economists claim 
as one of the outstanding merits of the present system. 
A similar objection arises as between one industry and 
another, and here it is more serious, because it does 
not follow, as in the former case, that one industry is 
for the moment less profitable than another becaus.e 
it is less efficient. However, it seems to me that this 
difficulty is over-stressed. Those who put it forward 
are apt to exaggerate the mobility of Labour. Anot~er 
objection made to profit-sharing is that it penalises 
the home investor. But this seems to overlook the 
fact that the return on capital is largely determined 
by the risk, and that if, as we assume, profit-sharing 
makes for increased efficiency and greater security, 
the investor should be prepared to receive a corr~
spondingly lower return. A well-founded objection IS 

that Labour may receive a share of surplus profits for 
which in a particular instance the commercial side of 
the business may be wholly responsible, or n~ay, 
through a mere mistake in a firm's commercial pohcy, 
~r by some untoward circumstance, be deprived ~f 
any reward for a year's increased effort. This IS, 

however, a difficulty inherent in any partnership. A 
final objection is, that if Labour is to share in profits 
it must also agree to bear its proportion of losses. 
Whatever be the truth on this point, it may be pointed 
out, first, that if Labour, as a result of a Profit-sharing 
Scheme, gives for a whole year better service than it 
would otherwise have done, and at the end receives 
no share of profits, it is, in a very true sense, actually 
bearing its share of losses, since it is not recouped for 
its additional effort. Secondly, under an ordinary 
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scheme, Labour shares only in the surplus profits-i.e. 
any profits there may be after ordinary shareholders 
have received whatever interest may be necessary to 
maintain their shares at par. This rate of interest 
will necessarily include, first, payment for the loan of 
capital at the rate payable for capital which is ade
quately secured, and, second, an insurance premium 
sufficient to cover the risk run. If the workers receive 
no share of profit till this insurance premium has been 
paid they are, in effect, sharing in losses. 

The real objection and the greatest difficulty are 
found in the attitude of organised Labour. I cannot 
refer in more than the briefest terms to this matter, 
and would merely say that Labour generally is not 
prepared willingly to accept any Profit-sharing Scheme 
which does not satisfy the following detailed con
ditions, namely, that : 

(1) the amount of capital which is adopted as the 
basis of the scheme really represents assets : 
that is to say, that capital has not been 
inflated; 

(2) Labour's proportion of profits is fixed, and the 
share it will receive cannot be reduced by any 
manipulation of reserves, or by unreasonable 
increases in rewards of management, or similar 
methods; 

(3) Labour has adequate means of satisfying itself 
as to the accuracy of the accounts ; 

( 4) Labour has a legal right to its share, and is not 
dependent upon the bounty of employers ; 

(5) there are no unreasonable provisions restricting 
the mobility or freedom of Labour ; 

(6) wages are not to be less than trade union or 
other appropriate rates ; 

(7) employees are to be free to join any trade 
union; and, 

(8) strikes are not to be penalised. 
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Further, organised Labour as a rule feels that even 
if these conditions are satisfied, profit-sharing, as 
usually understood, may tend to weaken trade union 
solidarity. In this, I think it is right. Nevertheless, 
Profit-sharing Schemes can be devised which, in 
various ways, will meet this objection. 

The advanced Labour man's point of view is quite 
different from that of the orthodox trade unionist. 
His claim is thnt any sharing of profits will tend to 
perpetuate the profit-making system. He will generally 
admit, howcv<'r, that, under any system he contem
plates, something in the nature of profits would have 
to be shared between pro<luc!'rs and the community, 
and that a good Profit-sharing Scheme might con
ceivably point the way to further developments. His 
real fear, of course, is that Labour will be made 
content. 

I cannot here deal with the relative merits of profit
sharing and co-partnership As I understand it, the 
latter consists of a share of (I) profits, {2) control, and 
(3) capital. The first I have just discussed. The 
second is discussed in Chapter IV. The third is a 
question to he considered by the employer and by 
the trade unions, in relation to the particular circum
stances of the business and the industry. 

To sum up, I feel that the securing of maximum 
efficiency will be facilitated if every worker is given 
some direct interest, not only in the performance of his 
individual job, but in the success of the whole under
taking, and is completely secured against any exploita
tion by his employer. It seems quite possible that 
these ends might he achieved, without detriment to 
the interests of organised Labour, by a judicious blend 
of ~aymcnt by results, profit-sharing and control
sharmg. A completely satisfactory scheme, however, 
has yet to he worked ont. Whatever lines it may 
take, I think that a share of profits, possibly small 
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to start with, should be set aside for the public benefit. 
This would serve a useful purpose, if it helped, even 
in a small degree, to transfer the emphasis from the 
interest of the private individual to the interests of the 
community. 

Industry should be run for the benefit of the com
munity. I think this ideal must be increasingly 
recognised, and that in time it will have its effect on 
the outlook both of the employer and employee. The 
employC'r will tend to demand a comfortable livelihood 
rather than a fortune. He will reasonably ask for 
due reward for the very onerous and valuable services 
he renders to the community, but he will cease to 
regard himself as the sole residuary legatee of what
ever profits arc forthcoming as a result of ability or 
good fortune. The employee, too, one may hope, will 
begin to regard it as an anti-social act to place re
strictions on output, or to force better conditions for 
workers in his own trade without due regard to all the 
circumstances, and to the reaction of his policy upon 
his fellows in other trades. 

PROFIT-SHARING AT THE CocoA "VORKS 

Having arrived at the above views on profit-sharing, 
the Board decided to adopt the principle, and to put 
it into force at the Cocoa Works. I think that the 
precise procedure adopted in doing so may be of 
interest to other employers. 

The first step was to appoint a small sub-committee 
to develop the main lines of the proposed scheme and 
to determine what should be the extent of the offer 
of the Board to employees. When these proposals 
had reached a proper form, they were submitted to 
the Central Council,' which was asked to elect five 
representatives, who would join with five representa-

t ThiR consist.<~ of 26 elected workers and 21 administrative officers. 
See p. JoiO. 
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tivcs nominated by the Board in the formulation of a 
complete scheme to be presented to the Board and to 
the Central Council. The Board's nominees con· 
sisted of suitable members of the administrative staff 
possessing expert knowledge in different directions. 
Of the other five, one was elected by the managers, 
one by the overlookers, and three by the representa· 
tives of the remaining workers on the Central Council. 
The Committee's recommendations were unanimous, 
with the exception of two reservations made by one 
member. The scheme was finally approved by the 
Central Council, after considerable debate ; and after 
receiving the approval of the directors, was then sub· 
mitted to the two trade unions covering the great 
majority of our employees for consideration from the 
point of view of trade union interests. Again after 
considerable discussion, the approval of the unions 
was notified. I have laid stress on these steps because 
it is important that there should be the fullest con· 
sultation with both one's own employees and with 
the trade unions chiefly concerned, before the intro· 
duction of such a scheme, if it is to meet with general 
acceptance. The " take-it-or-leave-it " attitude will 
destroy practically the whole value of a Profit-sharing 
Scheme in advance. 

Briefly, the scheme is this. We begin with a wage 
to Labour and to Capital. Labour's wage consists 
of the wages or salaries which would be paid if there 
were no Profit-sharing Scheme at all. Our whole 
proposals are founded on the idea of standard trade 
union rates. In the absence of these, there would 
usually be no sound foundation on which a Profit· 
sharing Scheme could be based. There would be no 
guarantee that~what was being paid to the workers 
as their share of profits was not being found in whole 
or in part as a result of the payment of lower wages. 
Capital's wage consists of a cumulative wage of 7l per 
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cent. on " Capital." This is one per cent. in excess 
of the a vcrage dividend on our preference shares. 
The wage being cumulative, any arrears are carried 
forward and paid up in future years, which is just 
the same as would be done in the case of unpaid wages 
due to a worker. " Capital " for the purposes of the 
scheme consists of the issued share capital, together 
with the reserves and carry-forward standing in the 
books at the date when the scheme was introduced, 
increased or reduced in the future according as new 
capital is brought in, or reserves are paid out. It 
may be mentioned that the figure taken as capital 
in this way is su~stantially less than the market value 
of the business, especially as our balance sheet in
cludes no item for goodwill. 

Mter Labour and Capital have received their wage, 
certain reserves are made. In the first place, each 
year, when the profits available after providing for 
Capital's wage permit of this, there is set aside, either 
£20,000 or 10 per cent. of the profits remaining after 
providing for Capital's wage for the year, whichever 
is the greater. This is placed to a Dividends Equalisa
tion Reserve, and is available for making up the wage 
of Capital in bad years. This reserve is not to exceed 
in the aggregate one year's wage of Capital. Secondly, 
thereafter, the directors may set aside such sum as 
they think fit to Advertising Reserve. This reserve 
again, however, is not to exceed in the aggregate 10 
per cent. on Capital without the consent of the Profit
sharing Committee. Finally, there is power .to ~et 
aside sums to a Special Reserve to meet speCial Cir
cumstances of which the recent war is an example. 
An irnport~nt point to be noted is that (wi~h one 
possible minor qualification justified by the· Circum
stances) all these reserves are ultimately brought back 
into the pool and distri~uted under ~he t~rms of the 
scheme. The setting aside of sums rn thiS way does 
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not therefore in the end deprive Labour of any share 
of profits which it would otherwise have taken. 
Several schemes have foundered upon this rock. 

Mter providing for Capital's wa~c and these 
reserves, one-half of any remaining profits is set aside 
as Labour's share, one-tenth as the share of Direction 
and the remaining four-tenths as the extra share of 
Capital. Labour's share is divided amongst all 
employees over eighteen who have been continuously 
employed for not less than four complete quarters, 
and as an equal percentage on earnings. The share 
is normally paid into a bank, but may be withdra":n 
at the employee's option. There is. power in certam 
circumstances, however, to pay Labour's portion in 
the form of shares. 

Direction's share is taken by the Board of Directo':' 
in addition to their directors' remuneration. In this 
connection there is a provision, which I believe to be 
unique, to the effect that if in any year the total 
salaries of directors exceed the total at the date when 
the scheme was introduced, the Profit-sharing Com
mittee may ask for information as to the amount of 
the excess ; and if thev regard it as unreasonable, after 
taking into account the amount of the Company's 
business and the directors' duties, they may require 
the question to be submitted to arbitration ; if any 
portion is disallowed, this will he deducted from the 
directors' share of profits. 

Broadly speaking, the profits for the purposes of the 
scheme are profits for the purposes of Income Tax. 

Special consideration was throughout given to the 
trade union position. For example, provisions have 
been inserted in the scheme that a lock-out or an 
authorised strike is not to be considered as a breach 
in service, leading to forfeiture of the right to profits 
under the scheme. Again, one of the regulations is to 

. the effect that it is the desire of the Company that the 
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scheme shall not alter the position of trade unionism 
at the Works, that it is desirable in the interests of 
the Company and its employees, that the latter shall 
be suitably organised, and that membership of a 
trade union is, in the generality of cases, desirable. 
There is a Profit-sharing Committee of employees 
with substantial powers. Amongst other things this 
committee have the right, if they think fit, to appoint 
an employees' accountant to satisfy himself that the 
Annual Statement prepared under the scheme by the 
Company's auditors is correct. Here again there is a 
power to go to arbitration in the event of dispute. 

Points of special interest are the provisions dealing 
with reserves, and in particular the retention by 
Labour of its interest in them ; the provision with 
regard to directors' salaries ; the right of employees 
to appoint their own accountant ; and the special 
provisions designed to safeguard the trade union 
position. Another point I may mention is the power 
given to the Profit-sharing Committee to set aside a 
portion of Labour's share of net profits, either for 
collective, or general community, purposes. Only 
legal difficulties prevented this provision extending 
to the remaining shares of profits. The directors would 
dou btlcss set aside out of their share the same pro
portion as Labour might allocate for this purpose. 

"When the scheme was near completion we were 
faced with the prospect of severe trade depression, 
and we had some difficulty in deciding whether its 
inauguration should be postponed till there were some 
hopes of surplus profits. Still, we decided that if, as 
we believed, the underlying principles were sound, the 
scheme should be introduced, and that if there were 
no profits to show, we should keep the employees 
informed as to the actual facts. 

Suflicicnt time has not elapsed for us to express any 
opinion as to the effect of the scheme. Its reception 
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may be indicated by reference to a 1\lemorandum 
from the Central Council to all employees (signed by 
the worker chairman of the Council), which includes 
the following statements amongst others : 

"We believe that the Directors introduced this scheme 
as part of a carefully considered policy by which they have 
sought to give to the workers a greater share in the pros
perity of the undertaking, and to establish a more satisfactory 
relationship between employer and employed .•.. We 
believe this new bond between the Company and its em
ployees will lead to closer co-operation, for the latter are 
now in an important sense partners. They have a more 
direct common interest in the securing of profits, since 
they share half and half in any surplus. We believe that 
it is clearly in the interests of all of us, whether our work is 
operative, technical or administrative, to make the business 
as successful as may be. The best safeguard in the long run 
against unemployment and short time will be found in the 
closer co-operation that will result from this common 
interest. . . . '' 

"We desire to express our appreciation of the scheme 
and the motives which prompted it. At the moment profits 
may be small (though consideration of the scheme was 
begun when profits were high), but we may hope for a 
steady improvement. In any case, we have the knowledge 
that ~henever there are surplus profits we shall get a sub
stantial share. We are now working in a sense on our own 
account." 



CONCLUSION 

WHEN acting as the Director of the Welfare Depatt
ment at the l\Iinistry of Munitions, it was once my 
duty to interview the director of a large firm, and ask 
him to introduce certain welfare conditions into his 
factory. He told me, quite frankly, that he regarded 
the whole thing as a fad. "It's your hobby," he said 
to me. "Now, my hobby happens to be old china!" 

That represents the attitude of one class of em
ployers towards organised effort to introduce the best 
possible working conditions into factories. Another 
view is represented by an American firm well known 
for the elaborate arrangements made for the welfare 
of its employees. In the room where visitors are 
received, a large placard is displayed containing the 
two words-" IT PAYS." 

Here we have two widely divergent views. ·where 
does the truth lie ? I am inclined to think that the 
right verdict to display on a placard such as I refer 
to above would be-" It's the only way in which 
business can be successfully carried on under modern 
conditions." 

I am quite sure that the attempt to establish an 
ideal working environment is not the fad. of a senti
mentalist. Nor is it a counsel of perfection which 
can only be adopted by a wealthy firm. We have 
travelled a long way since the days of those early 
factories so vividly described by llfr and Mrs Ham
mond in their classic work, " The Town Labourer " 
-days in which workers . were regarded merely as 
instruments to be used to ptle up profits for the factory 
owner. Th; public conscience, powerfully stimulated 
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by the trade union movement, is demanding that 
working conditions shall be humaniscd. This does 
not mean coddling the workers, or adopting a paternal 
attitude towards them. That would be almost as 
·strongly resented by every worker of independent 
spirit as was the callous indifference displayed by the 
average employer in the early part of the nineteenth 
century. But though the workers refuse to be treated 
with benevolent paternalism, they demand that 
industry shall be so organised that proper considera· 
tion shall be given to their individual welfare. If 
they are to co·operate in producing a high output 
of goods, which will compete successfully in the world 
market, they rightly demand, in their working lives, 
conditions which will enable and encourage them to 
give of their best. 

It will, I know, be maintained by some readers that 
the suggestions referred to in this book are too costly 
to be generally adopted. But similar arguments have 
been urged against every proposed improvement in 
industrial conditions, and events have proved them to 
be mistaken. 

The fact is that, in connection with such industrial 
reforms as we are here considering, we arc inclined 
only to emphasise one side of the account. The gross 
cost of improvements can be accurately gauged, but 
we cannot demonstrate, in uncontrovertible ligures, 
the value of the various items which appear on the 
credit side.. Nevertheless, we shall agree that, purely 
as a practical proposition, it would be worth a great 
deal to secure a substantial measure of industrial 
peace, and the cordial co·opcration of the workers in 
rendering industry more efficient. These would be 
business assets of the very utmost importance. 

But employers cannot secure them unless they are 
willing to pay the price. We can obtain industrial 
harmony, but only on ce1tain terms. The question 



CONCLUSION 178 

is whether the terms arc too high, and I do not think 
they are. On the contrary, I believe that if satis
factory schemes of reform were carried through, both 
workers and employers would actually be better off. 
Those who shrink from such schemes because of the 
outlay involved are still thinking In terms of the old 
pre-war conditions which to·day have ceased to exist. 
I do not suggest, of course, that improvements should 
necessarily follow the lines indicated on the preceding 
pages, nor do I minimise the fact that they will cost 
money. But the point I want to make is that the 
expenditure necessary to establish good working 
conditions will not in the long run increase the cost 
of production. It will raise the industrial organisa
tion to a higher potential ; a greater cost will appear 
on one side of the account, a greater output on the 
other. 

What is the alternative ? It is to see industrial 
efficiency progressively weakened by strikes, lock
outs, and ca' canny, with all the other features of 
class strife and Labour unrest. That is not a pleasing 
prospect, from wha'tcver point of view I 

In the Introduetion I have given some figures of 
strikes and Jock-outs and days lost. How can we hope 
to make good the material losses of the war, or to 
raise the standard of comfort of the workers, when 
industrv is such a bear·garden ? 

But ;vhy do these things occur ? Why are men 
openly quarrelling, or sullenly grumbli~g! inst~ad .of 
working harmoniously together ? If tlus 1s an mevlt
ablc outcome of the capitalist system of industry, 
one can umlcrstand the point of view of those who 
say" Let us scrap it, and try to find something better:" 
But many of us arc not. yet convi!1eed ~hat turmml, 
strikes and Jock-outs, w1th all the1r tcrr1blc waste of 
produdtivc effort, arc inherent .in .capitalistic i.ndustry. 
In any case, we believe that 1t IS worth wh1Ie, even 
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under the present system, to seck out and remove 
the causes of these evils, so far as that is possible. 
It is as futile for the employer to rave against the 
idleness and intolerance of the working man, as it is 
for the working man to rave against the greed and 
selfishness of the employer. It may relieve their 
feelings, but it does not make for peace or 
progress. 

Whv is Labour restless and discontented ? I have 
alread·y referred to the psychological effects of the war, 
but Labour unrest is not a post-war phenomenon. 

If we desire industrial peace ; if we wish men to 
get on with their work whole-heartedly, instead of 
" devoting sixty per cent. of their time to doing their 
work and forty per cent. to doing the boss," their 
real grievances must be removed. When that is done, 
we shall not be seriously troubled with imaginary 
grievances : for it is curious how these are apt to 
disappear with the real ones. In the preceding pages 
I have indicated the principal conditions which must 
be observed if we are to secure industrial pence. First, 
there must be a basic wage which will enable men 
to live in reasonable comfort, and then careful adjust
ment of wages above this minimum,. according to the 
value of the service rendered. The closest possible 
attention should be given to all wage questions, 
~hi_c~ must be treated from the standpoint of the 
m~IVJdual concerned, and not in the mass, 1 and all 
grievances must be dealt with as soon as they are 
discovered. 

I am aware that many industries, to-day, cannot 
afford to pay their least skilled workers a wage suffi· 

1 It may be. urged that when wages are fixed nationally, OS in ~he 
case Pf the mdwaymen, there is no suoh need for detailed attention 
to the wages of individuals oa exists in industries whioh have no 
definite national standard, and whoro men often work on u piece." 
But conversation with a group of ro.ilwo.ymen will soon convince one 
that, even with a national standard, many individual problema arise• 
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cient to enable married men to live in a decent house, 
and to maintain a household of normal size in physical 
efficiency, with a moderate margin for contingencies 
and recreation, and any attempt to force a materially 
higher wages bill immediately upon employers might 
even ruin the industry. But this is not to say that 
things should remain as they are. 

I have not dealt, in this book, with legislative 
action in relation to industry; or I should have 
argued the case for making it a statutory duty, through 
Trade Boards or otherwise, for all trades to pay, 
within a specified period, say five or seven years, a 
wage sufficient to enable men to livt> in accordance 
with the above standard. Spurred on by this statutory 
obligation, I believe that practically every industry 
(abnormal conditions apart) could so increase its 
efficiency as to meet the wage demands made upon it. 
Any industry which could not pay a proper wage, 
after being allowed a reasonable time limit, would be 
regarded as parasitic, and its failure to survive would 
be no loss to the State.1 

Already there are in Great Britain and Ireland 
sixty-three or more Trade Boards regulating the 
wages of over three million workers. I would urge 
employers on these Boards, as well as other employers 
whose wage rates are still unregulated by statutory 
action, to aid in hastening the day when low wages are 
a thing of the past. Not until then can we hope for, 
or should we desire, industrial peace. If only the 
workers in low-paid industries who are trying to 
secure . higher wages felt that employers were en-

1 This is true of practically all industries, but if it were really shown 
that agriculture as a whole, including both good l_Uld J;md farmers, 
could not pay nn ade9uate wage, steps to r:;eet th~, sttu~tton would be 
necessary, since obvtously we ~auld_ not scrap. . agncult~. But 
science has much in store for us m th1s field of acttvtty, and tt lS b_y no 
means certain that agricultural workers must always be comparatiVely 
poorly paid. 
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deavouring, no less earnestly, to achieve that end, 
there would be much less electricity in the air I 

I refer to wages first because, until these are fixed 
on a basis which the normal workman regards as fair, 
it is futile to look for harmony. Wages, however, 
are only the foundation-stone of the industrial " palace 
of peace." 

Next in importance to low wages as a cause of 
Labour unrest is the economic insecurity of the worker's 
life. It is essential that this evil should be remedied, 
and I have suggested means by which an individual 
firm can, in large measure, meet the needs of the 
situation. That adequate unemployment insurance 
and old age pensions are costly cannot be gainsaid. 
But that is only one side of the picture. It is im
possible to deny that the workers are right, in regarding 
as unjust the hardships which they suffer in periods of 
unemployment brought about through no fault. of 
their own. It is impossible to justify conditions wh1ch 
condemn a man, after a long life of toil, to end his days 
in want, because he has never been able, even though 
thrifty, to lay aside enough for his old age. The 
waste of energy and of efficiency occasioned by these 
grievances is greater than the cost of removing them. 

Turning to other causes of unrest, I need not dwell 
on the folly of allowing uncomfortable or unwhole
some working conditions to continue. The remedY 
for these is comparatively simple. It is a great mista~e 
to imagine that a factory must be palatial before ~t 
can ~e comfortable ; what is needed is sympathet!c 
consideration for the workers. In a word, act, m 
relation to ·all working conditions, as if your own 
children's comfort and well-being were involved. 
Expenditure is certainly necessary, but not always 
cash expenditure. Sometimes we need to draw more 
freely, not on our banking account, but on our 
imagination. 
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I come now to the worker's status. He resents 
the continuance of what some of his rhetorical spokes
men describe as "wage slavery." The question of 
giving Labour " a share in the control " of industry is 
one of immense difficulty, but it must be faced. The 
rapidity with which the deman.d for control has 
developed is striking but not more striking than the 
growth of the desire to meet it on the part of employers. 
In this connection, however, it is essential to move 
with caution. Any rash procedure might lead to a 
serious lowering of business efficiency, which would be 
especially disastrous when we are endeavouring to 
establish the highest possible standard of real 
wages. 

I have indicated some of the developments in this 
direction which I regard as immediately possible ; 
but we shall only be courting disappointment if we 
fail to recognise that no very substantial share in the 
control of business can be given to workers, unless 
they are directly interested in the prosperity and 
financial stability of the enterprise with which they 
are associated. I believe that some method of attain
ing this end must be devised, if we are to establish 
industrial peace. At present, although increasing 
prosperity in a business or industry is an advantage 
to the worker, because it provides a fund from which 
higher wages may be drawn, still, before he gets those 
wages there will be negotiations, in which employer 
and worker often represent opposing interests. In 
Chapter V. I have described the scheme adopted in 
our own business. 

Lastly, as a condition of industrial peace, I have 
emphasised the importance of what I may define as 
courtesy and consideration in industry. A great deal 
of unrest is due simply to the lack of these. 

This brief review of the subjects we have con
sidered, and their relation to industrial peace will 
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suffice to refute the charge that the activities de· 
scribed are the outcome of sentimentalism. But neither 
should they be viewed merely from the narrow stand· 
point-" Does it Pay ? " Careful and systematic 
attention to the human and psychological aspects of 
industry is not something to be put on, or taken off, 
as freely as an overcoat. It is not philanthropy on 
the one hand, or cute hard-headedness on the other, 
that will bring peace. It will only come when Labour 
is convinced that employers generally recognise the 
human aspect of industry, and are anxious, not only 
to give the workers "a square deal," but to promote 
their individual welfare. · 

In all that I have written I have assumed that 
industry is conducted on a capitalistic basis. To 
query this would be to enter on a very wide field 
of controversy. Personally, I have a perfectly open 
mind as regards the best mode of conducting industry 
in the future. Btit any attempt to change the in· 
dustrial basis suddenly would be to bring about 
disaster, which, in a highly industrialised country 
such as Great Britain, might well be irretrievable. 
While, therefore, we are considering all possible 
future developments, do not let us neglect the present. 
There are many reforms which are urgent, on which 
a large measure of agreement already exists. Let 
all those who are responsible for the conduct of in· 
dustry, while not shrinking from the contemplation 
of vaster reforms in the years to come, seek to deal 
promptly with those evils which admit of immediate 
remedy. 

In conclusion, I would suggest that industry should 
be increasingly regarded, not primarily as a means ~f 
promoting the material welfare of groups or in.dt· 
viduals, but as_ a great national service, endcavourtng 
to realise three ideals. These are : 
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I. Industry should create goods or provide ser
vices of such kinds, and in such measure, as 
may be beneficial to the community. 

2. In the process of wealth production, industry 
should pay the greatest possible regard to 
the general welfare of the community, and 
pursue no policy detrimental to it. 

3. Industry should distribute the wealth produced 
in such a manner as will best serve the highest 
ends of the community. 



APPENDIX 

MEMoRANDUM oN UNEMPLOYMENT INsURANCE DRAWN Ul' 
BY THE CoMMlTl'EE OJ!' EMPLOYEBS AND LABoUR MEN 1 

WE consider that the State should deal with this problem 
on effective and permanent Jines. It should admit the 
claim of all adult wage-earners who are willing to work and 
capable of working to either suitable employment or adequate 
maintenance throughout their working lives, and it should 
satisfy that claim by legislation providing unemploym~nt 
benefit varying with the needs of the worker and his family 
(with a maximum). 

Our detailed proposals are as follows : 
(1) Dejinilioo of "l118Ured Per80118."-Subject to certain 

exemptions referred to later, the statute embodying the 
scheme should apply to all manual workers, and to salaried 
workers receiving not more than £400 a year, between the 
ages of sixteen and seventy. The exemptions should be 
those set forth in the Unemployment Insurance Act, .1920. 

(2) Rate of Benejit.-The rate of benefit should be fifty 
per cent. of the average earnings of the insured person, 
with ten per cent. additional for a dependent wife, and .five 
per cent. for each dependent child under sixteen, provided 
that the total benefit should not exceed seventy-five J"'r 
cent. of the average earnings, nor should it in any case 
exceed £5 per week. In the case of seasonal or other ex· 
ceptional trades, special provisions should be made for t~e 
calculation of the earnings on which the rate of benefit IS 

1 It should bo noted that this Memorandum wos propnred in 1920, 
and that if it were revised now (1U25) thoro would no doubt be some 
modification of view. In particular it is doubtful whether inBUI'6°ce 
by separate industries would be so favourably regarded. Further. 
with lower wages the estimo.te of the coat would be nmtorio.lly lesB· 

180 
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based. Benefits should be payable after three days' unem
ployment, and should be limited to one week's benefit for 
every six weekly contributions previously made ; but in 
order to give the necessary sense of security from the be
ginning an adcq uate num her of payments should be credited 
to all workers at the initiation of the scheme. The present 
limitation of benefits to fifteen weeks in any one year should 
be altered to one of twenty-six weeks. If the reactions 
sought are to be obtained we must aim at removing the 
menace of unemployment. We favour the limitation of 
benefit to one week for every six weekly contributions as a 
necessary safeguard against persons who are such un
satisfactory workers as to be practically uninsurable. 

(3) The Cost of tl•e Scheme.-We have made such estimate 
of the probable cost of the suggested scheme as was possible 
with the materials at our disposal. We place the figure at 
about fifty-si.'< million pounds per annum, exclusive of the 
cost of administration. 

(4) Sources and Amount of Coutri&utioru;.-The contrilm
tions should be levied on the wage-earner, the State, and 
the employer. It is suggested that the worker's contribu
tion should be at the rate of one penny on every complete 
ten shillings or part thereof of his earnings ; that the State's 
contribution should be four million pounds annually, plus 
the cost of administration ; and that the balance needed 
to enable the fund to pay the statutory benefits should be 
raised by a levy on employers. It is estimated that this 
levy would amount to two per cent. on the wage bill. That 
the scheme may be put into early operation and financed 
during abnormal trade depression, it is proposed that the 
employers' contribution should be fixed for a term of (say 
five or seven) years at an amount which it is estimated will 
enable the fund, if the worker contributes twopence in the 
pound on wages and the Sta~ its fixed contribution, to bear 
the statutory claims upon 1t. The State should then act 
in practice in the capacity of an Insurance ~mp~ny. If 
there is a profit or a loss on the seven years working, the 
State should take the full benefit or hear the cost of this. 
The Government actuary should then re-assess the con
tributions for a further period of seven years on the ex-

N 
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perience of the previous term, the Government's contribu
tion continuing to be the original figure of four million 
pounds, plus administration expenses. According to our 
estintate the cost of the scheme would be divided among the 
three parties during the first period in the following pro
portions: 

State 
Workers 
Employers 

4 million pounds. 
Iii! million pounds.' 
37 million pounds.' 

Our suggestion is that while the workers' contributions 
should be the same in all industries, the State, as soon as 
the necessary statistics become available, should have power 
to vary the employers' contributions in a given industry, 
according to the amount of unemployment in that industry. 

(5) STtort Time.-Under the Un~mployment Insurance 
Act, 1920, paragraph VII., Clause 2 (b), those suffering 
from under-employment can claim unemployment benefit 
under certain conditions. In view of the increased benefit.s 
here proposed, the inducement so to organise short time 
as to comply with the conditions will be greater than under 
the terms of the Act with ita comparatively smnJI benefits. 
This fact has been taken into account in framing the above 
estimates. 

(6) Contracting Out.-Contracting out is contemplated, 
as under the present Act, but in the present state of trade 
it is unlikely to take place on any large scale. An industry 
that contracts out would be required to collect the statutory 
rate of contributions from the workers, and to pay the 
statutory rate of benefit. The State would contribute at 
the same rate per worker as under the general scheme, ~nd 
the employer whatever was necessary to provide the benefits. 

(7) Adminiatratian.-We suggest that the method of 
u<lministering the fund should be that set up under the 
Unemployment Insurance Act, 1920. 

We. are advised that with certain greatly needed and 
practiCable alterations in the ndministraLion of the Employ
ment Exchanges it will be possible to prevent malingering. 

1 'rhctje umouuU; will vu1·y wlth tho t•uW of Wtlg~s. 
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ThP Sclieme Summarised.-The chief pointH in our proposal 
are as follows : 

(I) Unemployment benefit takes the form, not of a fixed 
amount, but of a proportion of the worker's regular 
wage, adjusted to the munber of dependants. 

(2) Whilst the worker's and the State contributions are 
fixed, the employer's contribution varies, being 
made to bear the residuary cost of unemployment 
in his industry. 

The proposal is supplementary to the Unemployment 
Insurance Act., 1920. That, and previous Acts, will have 
established the whole administrative machinery needed to 
work the proposal, which could thus be grafted on to the 
existing system. 

Essentially the proposal is one to compel industry to 
create a wages equalisation fund, and to give employers an 
incentive to eliminate every removable cause of unem. 
ployment. It is suggested that not only would such a 
policy be worth almost any cost in the suffering which it 
would alleviate, but that it would prove in practice to be 
just as sound a policy financially as is a Dividends Equalisa
tion Fund. 
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