
THE JOB TO BE DONE

Speech to a special conference of TUC executives, London, 25th May, 1940

A letter from Winston Churchill

I AM glad that I can speak for the millions of my fellow Trade Unionists in the United Kingdom who, on May 25, 1940, discussed with me in a most inspiring conference and determined manner the detailed plans for the utilization of the services of the fifteen million working population in these islands. At the end of that discussion they adopted a stern resolution pledging themselves to support their own General Council and the Government in organizing the entire resources of the country and using the utmost endeavor to defeat the forces of aggression. They did so in the fullest assurance of the General Council’s determination “to preserve the powers and functions of the trade unions and to insure the maintenance of the hard-won liberties of the workers.”

Such a conference of responsible executives of over two hundred Trade Unions and Federations was a great inspiration to those of us who had decided to take a responsible part in the Government of the country. As I addressed them I saw on the faces of all my comrades a grim resolve and an iron determination. This is what I said:

“At this moment France is ravaged; Belgium is nearly conquered; Holland is conquered; Norway, second only to us as the home of trade unionism, is destroyed; and the enemy is at our gates. It is with that position before us that I have to make to you this morning suggestions of the way in which at this moment in an organized, methodical, and I hope voluntary disciplined manner, the British Trade Union Movement can demonstrate to the world that it is in fact the savior of democracy.

“Before, however, proceeding with my statement, I have been asked by the Prime Minister to read this letter to the delegates:

“ ‘Dear Mr. Bevin:

“ ‘I shall be glad if you will give to the Conference of Trade Union Executives the assurance of my deep and active interest in the purpose of their assembly and let them know how much I should have welcomed, under conditions of less urgency and pressure of manifold dangers, an opportunity to speak to them personally.

“ ‘The Conference, I am sure, will appreciate the nature of the responsibility which falls upon you, as Minister of State in this severe crisis of our fortunes, in explaining to the unions the necessity which has caused Parliament to enact the new emergency lesiglation, and how the Government plans to use this exceptional power for the prompt and complete organization of the country’s industrial resources to help us to meet the imminent perils that face us. The country’s needs are imperative, inescapable and imperious, and we shall pay dearly if we fail to meet them. We can meet them now as a Government founded upon a new unity of national purpose, and with the creative energies of a people awakened to the magnitude of the task. We have the fullest confidence in the readiness of the organized workers to accept the obligations arising out of the demands which the State is compelled to make upon their endurance and their capacity for sacrifice. We look with equal confidence to the Trade Union Executives called into conference by their General Council to assist the State by using their widespread organization to serve the purpose you will unfold at the Conference. The gravity of the situation deepens hour by hour, and we are all called upon to make a supreme effort to defend the country, to preserve our liberties, and to win the war. Trade Unionists, with their tradition of sacrifice in the service of freedom, will not hesitate to throw their full strength into the struggle.

“ ‘Yours sincerely,

“ ‘Winston Churchill.’

“I little dreamed that I would be called upon to undertake what I suppose is one of the most onerous duties in the Government. While other departments may handle raw materials and organize production, every one of you who holds a responsible position in our unions knows how difficult it is to handle the human being. He is the most awkward part of production unless you handle him right.

Taking on the control of industry - the Production Council

“The thing that impressed itself upon me when I entered the Ministry was the lack of organization of the State’s man power. Here let me say this is not the fault of the staff or of the department, because I am going to say at the outset that while I have had to try to construct one of the biggest industrial machines, covering nearly 13,000,000 people, inside of a fortnight, I have had a staff the like of which I have never met in my life. There has been a lot of nonsense talked about the Civil Service. I have had experience of the Civil Service this last fortnight from the humblest clerk to the Permanent Secretary. I have called for hours of labor, thought, energy, and creative work; and the moment I have come to a decision (and I find that is what the Civil Service wants—decision), they will do the job. The moment I came to a decision the train of activity was put in motion at once, and I have been amazed at the way in which they have clothed the bones, so to speak, of anything I have attempted to create. I am not going to indulge, and this is not the time to indulge, in the holding of inquests on anything that has happened. We will wait until victory is assured. I found that with regard to the organization of the man power of the State—and I emphasize the word ‘organization’ in its fullest sense—there was not very much in existence. I felt that it was no good attempting to try to handle the labor side of the problem unless there was quickly brought into existence a machine which would allow all the other functions of production to work in cohesion. Nothing is worse than to be calling upon men to do something, and find the raw materials and tools are not there to do it. Neither is it right to be moving about the country calling for dilution, calling for women, calling for all these services, unless the rest of your productive machine harmonizes and moves together.

“I therefore immediately examined the problem on the first day. You will appreciate one had to move quickly. I went in at two-thirty on the afternoon of Tuesday; and on Wednesday morning at eleven o’clock I produced at least the outline of the basis of my scheme. Then at three o’clock the staff gathered round me and examined it in all its details; and by Friday night we had circulated it to the rest of the Departments. I could not move much faster than that. But it was a big task. The first thing I had to do was to get the War Cabinet to agree to the principle of taking industry over or controlling it. You cannot in the middle of a war, with the enemy at your gates, be too nice as to the methods that you have to adopt, or sit down and work out with meticulous and mathematical precision exactly how you are going to do this, or exactly how you are going to do that. But I felt it would be unfair and unwise, and psychologically wrong, to ask me to appeal to the workmen to give a bigger output unless at the same time they immediately agreed to the policy that no other citizen could profit as a result of that increased output.

“You will have noticed that on Monday the Order in Council is to be issued. We shall move as fast as we can consistently with resisting the enemy, because you have to remember these two things have to go on at the same time. We cannot stop for a lot of negotiations. Hitler decides the speed—we do not; except that our speed must be faster than his. The thing that impressed me when I considered this problem was not whether we could do it, but whether things had gone so far that there was time to do it. This is the great anxiety that I have had the whole of these last ten days.

“The second point was that I felt there must be a Production Council, and that Council must be in possession of the strategy of the war. You could not have Departments like the Army and the Air Force ordering this and ordering that and ordering something else, and expect me to supply labor to the whim of every command and the idiosyncrasy of every general, whether there were materials or whether there were not. And so the War Cabinet agreed that this Production Council should be established. And it will be their duty to survey consistently the raw materials of the country, the most urgent production, and the swinging of production from one form to another according to the vagaries of the war. And we ask our people in the workshops to accept our decisions, if they will, as to which is the most urgent, when we cannot always tell you at the time.

The Labour Supply Board

“Then the next step I had to consider was as to what form of organization I could create in the Ministry for which I was responsible. I came to the conclusion that I must establish a central pivot over which I shall preside myself. It will be called the Labor Supply Board. That Board will survey the use of labor.

“This is important. I do not want to go mad on dilution for dilution’s sake. There is not time. I must utilize the skill I have got, and the facilities I have got, to the utmost capacity immediately. If we resist the enemy successfully now, and there is further time, and the war then reverts back to a long-term war—and it may well do, one cannot tell—then the other side of training for production will have to be considered. But for the moment we have to try to utilize every bit of available skill that we have got, and every available bit of machine tools and equipment. Machine tools today are more precious than all the banks of England. The skill of our men is the wealth of our country and our defense, together with the bravery of our troops and the other forces fighting with us.

“There will be four men who will form the Labor Supply Board and survey for me the use of labor and the transfer of labor, and before any regulations are made or there is any movement of labor they will satisfy themselves that the other Departments are not acting on any freak claims, but that labor in the district is utilized.

“The War Cabinet has, in addition, imposed upon me by the new Bill the duty of dealing with all labor, including mines, agriculture and the Mercantile Marine.

“With regard to the mines, they gave me power to delegate my responsibility, and I have already met our old colleague, David Grenfell, and with him I am trying to work out a scheme in which I shall agree with him the total labor force required for the mines; we are going to try to bring men back by removing other restrictions arising out of previous Acts and various other things, and, if it is possible by a system of temporary training of men who have been kept out of the mines a long time but are still living in the district, give them a chance to come back and give me their skill to carry over this difficult period. I came to the conclusion, having established this labor force for mining, that it should be handed over to the Mineworkers’ Federation and the Mines Department to discipline it and handle it on my behalf. The reason why I am very anxious to exercise very great care in the mining situation is this: I do not want by any stupid action in forcing too many men back into the mining districts to create the position that we had previously. And here I appeal to the Mineworkers’ Federation, and say it may be better for them for the future to extend their hours and their production temporarily rather than create derelict areas again after the war. I do not want to force pople back and then have them stranded again in the situation that we had on the last occasion.

46With regard to agriculture, I have told the Government that before I can make any Order a proper equilibrium must be established, not between town and country exactly, but in what I will call rural England. In other words, this difference between public employees and those in factories and the people in rural England itself must be obliterated, and the old conception that agriculture is an industry of servitude must go, and go for all time. I hope not only to make a contribution to produce the necessary food, but I hope to remove a grievance which, as a country lad myself, has always burned in my bones. I am happy, as one who was born on a farm, to be given the opportunity to wipe that blot out of our industrial life.

“Then in the localities I have made the divisional controllers of the Labor Exchange the responsible divisional supervisors of the whole scheme. They will take over immediately the Ministry Supply Committees which were set up with the Trades Union Congress and have not been given much to do. I hope they will have plenty to do now. But the key point of the scheme is the local bodies themselves. I know the differences that exist. I know the difference in the attitude of mind in the different parts of the country, and therefore I brought it down to the local district, and there the Labor Exchange manager will be my chairman.

“There is the question of the relaxation of the Factory Acts. The present method is clumsy and unsatisfactory. You never know whether an employer is pulling your leg or not. Before he can relax or send his case for relaxation on to the Home Office for relaxation, it will be the duty of this Sub-Committee to investigate the facts and to send their recommendation along. They will know whether the factory is suitable, whether there is other labor in the district, and where tne labor can be got. All these considerations will come in before there is any relaxation of a single rule.

“Then they will have the problem of welfare, and this is very vital. If this war goes on I shall have to call upon thousands of women to come into industry. These women have homes, and when a woman has worked in a factory all day long, cleaning the house is a problem, and I have to relieve her. I am therefore sending instructions to the local authorities through the Ministry of Health to survey the whole of the billeting arrangements in the munition centers. I believe we can get a much better result if we can provide lodging accommodation—so that the woman in the home is not called upon to cook and do all the other things as well—if it is purely a question of sleeping, and a cup of tea or something of that kind. I therefore propose to ask the local committees to examine the feeding arrangements. If necessary, I am prepared to take works canteens, not only for the people in the works but for people in other works, to use the great canteen accommodation and to establish new canteens in the districts where the people are lodged, in order that they can have communal feeding and food cooked under proper conditions.

New training facilities

“Then I want them to undertake a survey of the training facilities in their district. The reason I want that is this:

I do not want thousands of people trained, and then disappointed. They will know the local labor supply, and they will know, too, if we get air raids and works get knocked out, how to plant the men in other parts, and all the rest of it, and how to supplement them. The facts will be before them. They will be my local Cabinet.

“One of their duties in training will be to divide the matter into four categories. One is the works itself. I do not want people taken into a works pretending to be trained. They must be trained if taken into the works. They must not be wasted.

“Second, I want them to survey the works that will have, of necessity, by reason of their task, to go out of business; that is to say, because commercial business has had to slacken down. I cannot use the plant for commercial business, but I can probably use the plant for training purposes.

“In addition, I want them to look around the whole of the maintenance staffs. Many of the maintenance staffs have a very fine body of general engineers who can do anything. I want to use the maintenance staff shops, many of which are running only eight hours, to achieve two objects: first, to accustom a person, if only in a preliminary way, with the use of machinery; and second, I want the engineers in the shop, or, as the case may be, skilled men in any of the crafts, to be my instructors so that I may achieve the double purpose.

“Then, as I say, there is the question of the supply of women and semiskilled labor. I have thrown open today the Ministry of Labor training centers to people other than the unemployed. And here I want to emphasize this point. I want the Branch Secretaries who have got semiskilled men who ought to be promoted but need finishing off in any scheme of training, to arrange with the Local Committees to give them a short time at a training center in order that they can go up, and I shall not have the complaint of people from outside being brought in trained and put over their heads. That is very vital, because the semiskilled man can be made proficient in a very short time.

“My last point with regard to the training business is this: One of the weaknesses I find in production is in the higher grades of supervisors. Judging from some of the reports I have received, there is very grave doubt as to the ability of some of the people who have been appointed as progress supervisors and people of that kind. I am casting no reflection, but I have an impression, and I must forget what I knew before I was Minister of Labor in that respect, though not in anything else. I propose to impress both demonstration rooms and technical colleges in order that some of my own people who know the job can have the facility to get training quickly to full efficiency, I hope, within the higher branches of industry. I then propose to appoint anything up to 400 Labor Supply Inspectors, and their duty will be to enter the shops to see that labor is not wasted, and to see that nothing happens such as happened in the last war when skilled men were held back to stop the plant next door using them; because I must use the skilled men to the maximum capacity or I am forced to too great a dilution. That is the issue that is before me.

Mobility of labour

“Then I propose, in order to cater for the mobility of labor, to arrange a transfer scheme through the local bodies and the divisional controllers, first utilizing the grouping in a limited area. For instance, to illustrate my point, the other night I was approached and told that work was held up for want of fitters in the Rolls Royce plant at Crewe. I found that a lot of argument had been going round on this, and I got on the telephone with the Railway Executive and the Unions and in less than half an hour the requisite number of fitters was transferred from the L. M. S. Railway to Rolls Royce, and a whole chain of production was released in a few minutes in consequence.

“With the Production Council in being, if you take a place like Derby, I can say, ‘Can you slow down on railway work for a week or a few days, and let me release the block that has arisen in one of the other works in the district?’ and in that way I can avoid the disturbance of the people’s homes and all this traveling about the country which is so silly. In air attack of this kind I have to have regard to the fact that I have the women and the children to look after who are subconsciously going through a very nervous strain the whole time; and the less disturbance I can create the better I shall be pleased.

“But I shall have to move people; it may be I shall have to move miners if a mine gets blown up, or it may be I shall have to move aircraft people, or it may be I shall have to move people in order to increase the production here or there due to the strategy of the war. This presents a very difficult problem, and I have decided that I will pay a lodging allowance in every case where a man can show that he is keeping two homes. That is to say, if a man has a home to keep and then is removed to another job which involves him in the cost of lodgings, I would pay the lodging allowance. But in the case of single men or men with no liability of that sort, where it is just a case of putting your hat on and leaving your lodgings and going to another town, I am not prepared to undertake to pay a lodging allowance, and I do not think you would ask me to do it. I pay this lodging allowance in order not to upset the wage arrangement. And in order that there shall be no percentage charged on it anywhere, I propose to pay the lodging allowance through the Employment Exchange so that it is only the lodging allowance I pay and nothing more. I think you will agree that this is better finance than the spiral.

“I have had a great worry. I knew I had to come and ask you to break your rules, and work overtime. Here let me say in passing that the nation and the boys at the front are indebted to you for what you have done. We have not removed all the bottle-necks yet, but I can assure you the most drastic action is being taken to remove any hindrance as fast as we can, and if we find a management or a director or somebody else with their funny little ways standing in the way of turning the stuff out, I feel happy now—as you will realize—that I can assist in sacking the boss. Many a time I have felt like it. Therefore, if there is anything standing in the way, be sure to let us know. You ought to do all you can to see there is no hindrance put in the way of production.

“But I was worried as to how I could see it all restored. The one way and the only way I could think of effectively doing that was to add a clause to the Fair Wage Resolution permanently, under which no person either serving the Government or in a Government factory or contracting for the Government shall be entitled to a single order where the Trade Unions can show their position is not properly restored. I emphasize that point. I told the employers that my colleagues would agree quite frankly that if the Trade Unions gave anything up, they and they alone were the people to say it should be restored, and it was not a question of argument afterwards. I said: ‘You will settle your problem of compensation with the Treasury. You will settle your problem of management. That is your business. But what I am asking is that if the workman has to give up something that is his, he is the man to determine that it shall be given back.’ I stand on that four-square, and so does the whole Government. You are entitled to ask us for that. I could not think of a better device than framing a Fair Wage Clause, because at the end of this war I am convinced, even when we are victorious—which in spite of the black hour, we are going to be—when aggression is stopped, there will be a tremendous task to reconstruct this country. Big business has failed. I have often said on the platform that the test of any institution is not what it can do in peace, but can it see the State through in a crisis? If it cannot, it is a failure. That, after all, is what is facing us as the British Trade Union Movement today.

“Lastly, I have to ask you virtually to place yourselves at the disposal of the State. We are Socialists, and this is the test of our Socialism. It is the test whether we have meant the resolutions which we have so often passed. I do not want you to get worried too much about every individual that may be in the Government. We could not stop to have an election; we could not stop to decide the issue. But this I am convinced of: if our Movement and our class rise with all their energy now and save the people of this country from disaster, the country will always turn with confidence forever to the people who saved them. They will pay more attention to an act of that kind than to theoretical arguments or any particular philosophy. And the people are conscious at this moment that they are in danger.

“We are in this job to win this war, to save our own homes and our own people. I am asking you for sacrifice. I will do my best, and the Government will do its best, to restore it to you afterwards. When this victory is complete, it is my Department that will deal with it, and I want to stay there until it is through if I can, for that one reason. I want no higher office, or other place. Having put my hand to the plow I do not want to turn back, or shift anywhere else, because at the end it will be this Department that will deal with the International Labor Office; it is this Department that is responsible for international labor. In the same spirit that I am trying to find a different equilibrium for the countryside, so I want, if God spares me, to play a part in the end in trying to put international labor on terms of equality for everybody throughout the world.”

REORGANIZATION OF INDUSTRY

Extracted from various speeches given in Cardiff, Glasgow and Edinburgh, November-December, 1940
'The Great British Trade Union and Labour Movement is the machine through which I work'

FOR the first time in the history of England, every penny, every inch of land, every item of wealth, factory and workshop is now at the disposal of the nation. Private individuals can be compelled to subordinate any private interest or gain for the common weal. The Government has taken action to control the factories and production. Everyone is not merely acquiescing, but wholeheartedly accepting the necessary restraint to achieve victory. Is not this the greatest evidence that you can get of a grim determination to put an end to aggression.

We have determined to remove every obstacle to production in order that our Forces and Mercantile Marine, everybody and everyone of those who are now risking their lives to defend us, have every possible supply. We will allow nothing to stand in the way.

Among those powers there has been taken the power to control labor supply, equally with wealth which means that it is to be organized on the most efficient basis—and one of the great resources that this country enjoys is the skill and initiative of its people. It is to us now more precious than gold, and we are determined not to allow a single ounce of that skill and energy to be wasted. We wish to train more.

The duty of controlling this tremendous organization of labor supply was imposed upon me as the Minister of Labor, and I am conscious of the tremendous responsibility resting on my shoulders. I have to deal with the people whose love of liberty is in their very blood, but without waiting for the perfecting of our plans the workers rallied with an amazing speed; the acceleration of output has been beyond our dreams. But we must still do more, and more we will do.

I have no doubt that many have wondered how it was possible, in a democratic country like ours, for a Minister to initiate and organize in a few days for this great task. Happily my duties were eased by the fact that, though these powers are great, there was little need to exercise many of them except in a regulatory sense, or, in other words, exercise them except in guiding the people to the right places so as to use their services in the best way.

For, drastic as these powers may appear on paper, they were brought about by the act of democracy itself. They were granted to the Government by the overwhelming consent of the people or, if I may put it in another way, the people of the United Kingdom placed themselves upon the altar of the nations and the Allies. Indeed, I go further, they placed themselves upon the altar of civilization itself in order to preserve it against brutal aggression.

My task is to see that this great offer is used wisely; not an ounce of its value is lost. I and my staff and those who have so readily come forward with their great organizing ability drawn from labor and management, are working with a will to give an opportunity to every man, woman and child, to contribute their best, and one of the things that must gladden the heart of trade unionists all over the world is that the Great British Trade Union and Labor Movement is the machine through which I work. They voluntarily assist in the administration of this task. They use their branches and their resources to assist in the necessary disciplining and control for us. With their great experience, they help to organize and carry out the necessary mobility of our people. That great Trade Union Movement with its foresight and wisdom has taken the opportunity of demonstrating to the world that it does not exist merely to fight for wages and hours of labor alone, but, as the call has come, to show their capacity to save the nation. In the saving of it they will win the gratitude and confidence, not only of their own people, but of every lover of liberty throughout the world.

And then management right from top to bottom has thrown its weight in. All its managerial ability, its technical skill, is being placed at our disposal. Calculation of profits and all the other things that have cluttered up progress in the past has to go, and the great genius of our managers and technicians is being given full play—and never in the history of our country has it had a greater opportunity. It is not to satisfy a dividend that they are working, it is for the greater contribution they are glad to make for the benefit of us all.

We have left behind discussion on academic matters. We have ceased to make fine calculations and forecasts. The Allied countries are ravished and the enemy is at our gates. We will do all the settling up at a later date. It is the enemy's defeat, and that alone, which is the great motive power driving the British people now.

Merits of the Whitley scheme of industrial negotiation - 'the beginnings of an industrial democracy'

Our nation has a right to be thankful for the amount of industrial negotiating machinery that was established under the Whitley Scheme between the last war and the outbreak of this one. A real analysis of the value of that machinery and its contribution to the war effort by adjusting differences between the State, the employers and the Trade Unions, is worth a careful study.

First, it had a remarkable and steadying influence when the crisis fell upon us.

Second, it permitted discussion on wages and conditions problems on a footing which allowed every factor to be taken into account. Problems of inflation, deflation, costs, future of the industry, problems of management and of operation are all now brought within the realm of discussion, and in that discussion the influence, knowledge and experience of the last post-war settlement have been borne in mind.

It is a form of machinery which has produced the beginnings of an industrial democracy; it will, as time goes on, probably take on new and more important functions. It has been most effective in breaking down divisions and barriers that hitherto existed, and perhaps one of the most remarkable things about it is that all that was needed in order that it might function in wartime was the addition of a national arbitration procedure. I appealed to both sides to regard themselves as trustees on behalf of the nation and, particularly, to act in that spirit if they desired to preserve this form of industrial negotiation both during the war and at the end of the war. An examination of the cases that have had to go before the court would reveal that this appeal was responded to; and in the main the cases that have had to be decided by independent determination have been primarily those in which the State was the Paymaster, and industry was in a rather difficult position in determining it.

There has been much criticism of what is called the absence of a wage policy, and suggestions have been made that we ought to have adopted some form of wage regulation which would have dealt with the whole of the problem en masse. I have taken the opposite view.

Such a procedure would not permit of adjustments in the industries themselves based on changes in operation, on skill, on the introduction of women, on upgrading and a variety of other matters which happily the joint machinery has been able to deal with without their ever really coming before the public at all. And yet in every one of these cases there were the germs of very serious disputes if the negotiating skill, ability and executive authority of the respective organizations on both sides had not been at the disposal of the State.

There is, of course, the further question of general adjustments based on the change in the value of money and purchasing power. Well, I do not believe that any better settlements would have been reached if we had tried to deal with them en masse than those which have been made in the respective industries. It would have inevitably caused the introduction of political pressure in the adjustment of wages which might have resulted in very serious mass turmoil at a time like this. I think experience has demonstrated the wisdom of the policy that has been followed.

We have had to introduce great changes—dilution, upgrading, the provision of man power for the Services, the movement of people from their usual industries and occupations into others, and the introduction of women. Yet is it not striking that at no period in history have actual stoppages or interruptions in production been on a lower level than since the outbreak of this war? It can be readily understood, therefore, how reluctant we should be to throw over the present method of dealing with this problem for some untried and doubtful political procedure which might well produce disorder and chaos.

Another important point to remember is that this criticism has not come from those who are in the habit of dealing with these problems but in the main from those who have had little or no experience in the handling of industrial relations.

The situation which has arisen, and which will continue to develop, probably in a more intense form, as the problem of man and woman power has to be dealt with in greater and greater detail, will call for the utmost discussion and accommodation between the two sides, and I am glad to have this machinery readily available to assist the Government in coming to right conclusions.

Our policy was based on the principle that we were likely to get quicker and better results by the voluntary discipline of the people—expressed probably for the sake of equality and universality in its operations, in the Orders in Council and in Regulations and legislation, but actually expressing the desire for self-abnegation and submission to the public need. And if you would follow through with great care the Orders that have been issued—and they are legion—you will recognize the great care that has been taken not to abuse the power of the Executive, but to rely on good will and national response.

Whenever we have erred or gone too far, even in words, it has been very striking how Parliament has intervened and, to use the Trade Union phrase, "referred it back for further consideration."

One of the steps I had to take was to make provision to make strikes and lockouts unnecessary, and I am glad it was done by consent. The National Arbitration Tribunal has been established which, together with the Industrial Court, and the other forms of independent tribunals, has provided adequate means to get all difficulties adjusted fairly; but our wage policy rests in the main on the proper and full use of the wage machinery existing in each industry.

Organisation of the labour force - getting workers where they are needed

And now if I may proceed to deal with the problem in greater detail, one of the first acts of the Government was to hand over to the Ministry of Labor very great powers to deal with man power, and the question arose as to how those powers should be exercised. The first step I took was to appoint a Consultative Committee between the Trade Union Congress, the employers and myself, over which I

have regularly presided and by which I have the opportunity of gauging what would be the reaction of industry in relation to each step that it has been necessary to take.

One of the most difficult problems was dealt with by the Restriction on Engagement Order. The labor situation was in chaos. Contracts had been given out to different firms on a basis which enabled them to poach men from other employers and from local authorities, and the steps they were taking to achieve their end would have soon resulted in a complete disorganization of our industrial effort. What was more serious was that this was undermining the whole of the Trade Union Movement itself. Agents of a very undesirable kind, who were bribing people to leave one place to go to another and who were profiting by such exchange, were beginning to spring up. We had to look to the future: that way anarchy lies.

We also proceeded to set up a Board of Labor Directors —experienced men drawn from management and the Trade Unions, who knew the lay-out of the shops, who knew industry and labor problems, assisted by representatives of the Department; and no Government could have been better served than we have been by this Board.

We then created the Labor Supply Committees in many districts of the country. Here again, while they had to be hurriedly improvised and appointments made with great expedition, the individuals who have been appointed have justified the creation of this machine, and I am not too sure that with the great experience we are gaining for war purposes, it may not be demonstrated that such an institution should be maintained in peace time instead of allowing men and women to stand by and skill be lost because there is no scientific approach to these problems. We found that there was a maldistribution of skilled labor and I felt that if I had to come to the craft unions and get them to dilute for war purposes to a low proportion, they had a right to say, "We must have the fullest possible use made of the craftsman and in his proper position." We tried, in the first place, to aid the solution by a new agreement governing the tool shop, a problem which baffled so many in the last war. I feel this very highly skilled branch of industry still will have to be considered. Its value has certainly been recognized and its capital value to the country cannot be expressed in pounds, shillings and pence. I am sure that when the time comes for the craft unions to re-examine the experience of the war and the outcome of these developments they will not throw them away; they will see what adaptations they can make in order that those of such value to the community are properly remunerated—and not merely remunerated, but given the right status.

We decided that we had to create a great central machine but that in its administration we would carry devolution down to the lowest possible point. Accordingly, the pivot of the organization was based on the Ministry’s Divisional Controllers. I am conscious of the enormous burden that I have laid upon them and their local staffs. It is very difficult to graft an improvised organization on to a settled machine such as the Ministry’s administrative scheme is, but they have responded splendidly. The Employment Exchanges that had to undertake this duty had, for many years, been engaged mainly with grappling with masses of unemployed. The whole outlook had to be changed. They had to be directed to placing people and not merely paying people. The Exchange machinery had not been expanded as it ought to have been to meet this contingency. Even the accommodation, in many cases, was totally inadequate and had to be extended with great rapidity. Staffs had to be collected who had not had previous experience. I mention these things because sometimes, in the Press, when there are little slip-ups, they are immediately exaggerated and there is a total absence of appreciation or mention of the enormous part the Employment Exchanges have played.

But I have had experience in the most intensely bombed areas, and it is a matter for admiration and pride the way the staff of the Employment Exchanges have stood up to it. One Exchange was bombed out and our records all put out of order; we had to rely on the people’s own statement of their claims, and it speaks well for the honesty and integrity of the working people that in scarcely a single case was our staff misled or were overclaims made.

Creating a new labour force - new entry of women into the workforce

It was found that the skilled labor available often was not sufficient to meet the demands of production. By careful handling, skilled men have been promoted and their ability used in the highest technical processes; and semiskilled labor, much of which had to be transferred from other trades, callings and -crafts, has had to be brought in. It has been interesting to witness people from as wide a range as those engaged in the printing trades, as artists, shopkeepers and office men, being converted into engineering workers with great rapidity. To do this, of course, there has had to be a voluntary relinquishment by the trades unions of trade union customs and rules, and this has been carried out without any serious dislocation or difficulty.

We, like you [referring to an American readership - PB], passed through a great depression, and during that period many people who had been apprenticed to certain trades had to leave them and find employment elsewhere—and, in passing, I think one ought to say that no nation can afford to allow its skill to run to waste as it was allowed to do during the last twenty years. When we get into trouble like this, the value of skilled workers becomes acutely apparent. It is one of the principal keys to the safety of a country and a vital element in defense. We had to get these workers to leave their new occupations— many of them in steady jobs—and return to essential war work. The method adopted was to register and classify them according to their previous experience. In shipbuilding, for example, anyone who had left the trade within the past fifteen years was asked to respond to this registration and many have been transferred back in order to contribute to the war effort and especially to the winning of the Battle of the Atlantic.

Then we had to tap new sources of labor, and to do that we are beginning to register the age groups over the present military age, that is to say over forty-one, and to find out whether they are engaged on essential work. If they are not, then the powers which Parliament has bestowed upon the Minister of Labor are used to direct them to the work essential to the war effort.

Then there was the question of women. The tremendous call-up of man power for the fighting Services caused an enormous gap that had to be filled, and it therefore became necessary to bring into industry thousands of women who, in the normal way, would not be engaged in either office or factory. In order that it might be done with as little disturbance as possible, we are now, as productive capacity comes more into play, registering women of twenty and twenty-one, and others will be registered later. Out of this registration we are proceeding to fill up the vacancies in the Services. By Services I mean Nursing Services, Civil Defense, the Land Army, and work which women can do in the Navy, Army and Air Force, such as motor driving, cooking, secretarial and office duties; as storewomen, telephonists, teleprinters, in mess and kitchen work. This releases large numbers of men for the actual fighting line. The women are responding magnificently, are very keen to serve and are doing a good job.

Many more women have to be found for the factories to produce war equipment, to fill shells and for the public services such as street car services, postal services, and so on.

Thousands of these splendid women, are married and have families, and I do not suppose anyone in this country thought, before the war, that a nursery school or a nursery center was necessary as a part of our defensive organization, but I assure you it is. First, from the point of view of looking after the children and the future generation; and second, in order to release the women to take their place in the workshop. It has been a handicap to us that there were not enough of these nurseries so we have had to improvise. We are registering those willing to undertake the- duty of looking after the children of other families while their fathers and mothers are in the factories, and have arranged for a proportion of the cost to be paid by the State. We are also extending our day nurseries and centers.

In order to provide this essential man and woman power, we have had to cut down every kind of luxury trade and less essential work. Many factories are being closed, and the limited amount of production necessary is being concentrated in fewer factories. The people so released are available for one or other of the Services or for war production.

Importance of a good working environment - 'you get better discipline and loyalty with fear of dismissal removed than you do by the threat of it'

To deal in an orderly way with people available for work essential to the war effort, we have made an Essential Work Order which safeguards the labor force in these undertakings. By this means we are able to do certain things. For instance:

It gives the workers a right to a guaranteed minimum weekly wage to ensure that they are not suspended for short periods without wages.

It lays down that any undertaking that is registered must have proper welfare amenities, such as for feeding, nursing, medical attention, etc., in the works; and outside the works, provision is made for entertainment, recreation and housing accommodation for the people transferred from their homes.

It takes away the right of an employer to discharge a worker and the right of a worker to leave his employment, without giving a week’s notice and also without obtaining the permission of the National Service Officer, but workers and employers can appeal to an independent board against the National Service Officer's decision.

The underlying principle in this Order is that if you take away the right of a worker to use his labor in a free market and, in the interests of the war effort, powers are used to make him "stay put" and produce at the factory or works where the State thinks he is essential, then the State must enter into an obligation to the worker and see to it that he has security.

It has other advantages—it gives to the Government an intimate knowledge of how many people are wanted for each industry; makes transference within an industry easy and prevents an enormous waste of man power in the turnover of labor. It is of great assistance to managements; when they get the time and flow of material their output is not interrupted by constant changes in personnel, so the rhythm of production is substantially increased.

Experience during the short time the Order has been working has demonstrated clearly that, while industry has to carry additional liabilities, the improvement in organization and management that has rapidly come about is, in fact, reducing costs.

A factor that is becoming apparent is that you get better discipline and loyalty with fear of dismissal removed than you do by the threat of it.

Some people have said, in effect, to the State: "You must keep your hands off industry; it is not your business. We, the industrialists, are the people who know how to manage business." I suggest that no institution can claim the right to perpetuation unless it can survive and serve the State in the most acute crises. That is the great test to apply. I make that statement generally and do not apply it to one side more than another. Immediately a crisis comes, what do some great industrialists do? They run to the civil servant —the very man who is condemned by the great industrialists; they go to the man to whom they have denied the correct training because they say it is not the State's business. They ask the great State Departments. They deny the State the right to interfere in industry in peace time and say that it is the prerogative of the management. Surely that has been the claim made for a long time, and that has been the opposition set up to my political philosophy. Immediately the State gets into war or in a situation of that character, then, in order to meet the crisis, they have to call upon State institutions to bring them together, to organize and to take control, and they have to put men in charge to whom they have denied the right training in peace time to cope with the situation.

I did not, in making that statement, intend to be controversial. I have stated a fact.

Let me turn to the question of the turnover of labor. Some people say that industry relies upon the power of dismissal to maintain discipline. What does that mean? It means that there is an economic drive on the workman to work, the ability to force your will on another by the imposition of starvation, which induces fear and resentment in the other man’s mind. By relying on that, you do not get the right kind of discipline. Recently I met a whole group of shipbuilders—and what was their cry? They said, "You, the Minister of Labor, must undertake discipline." I said, "Why?" They replied, "We cannot." I said, "Why can’t you?" They replied, "Because sacking is no good." That means that the basic condition upon which a system is run has been starvation or the ability to make another citizen unemployed.

The other day I appealed to, or directed, or whatever you like to call it, everybody who has been engaged in shipbuilding to register. In the first few days there were registered 49,000 persons, who had left or been driven out of that industry in the last fifteen years. Happily, most of those men, after three or four years’ unemployment, had found new jobs; some of them, I am glad to say, good jobs, secure jobs. Some are in business. I now have to take those men out of those secure jobs to go back to the shipyards. There were men from insurance companies, men employed by a university, and in all kinds of capacities, many of them in secure jobs and some with pension rights. I have to put them back into this industry, where they will help the nation. Some are going back with $10, $15, or $25 a week less than they are now getting in their permanent jobs. They have already responded and are going back to help the nation.

We have a grave responsibility, in the struggle and crisis through which we are going now, because of the policy which we allowed to be followed for fifteen years, in driving the best skilled men out of the industry and, what was worse, driving out the facilities as well. People say to the Minister of Labor, "Make that position good in nine months," when the facilities are not there and the men have been driven into other employment. It cannot be done all at once.

I have tried to get over the position by carrying the men with me. I know the British workman. When you meet in conference two parties who have been opponents in their economic struggle, up to the war and after the outbreak of war, it is very difficult to overcome the feelings that exist. A little conciliation sometimes wins your way, in those circumstances, better than a big stick.

I am told that I ought not to make these appeals, and not to persuade people, but to order them. Every decent manager knows that if you overdo the ordering business, you get a reaction and disaster; that is not the way to get output. Therefore, I decided to interpret these Orders in a perfectly reasonable manner.

PROBLEMS OF THE HOME FRONT

Extracted from various speeches and broadcasts given in 1941
Problems in specific trades - mining, agriculture, building, shipping, munitions

Some industries, of course, had to be singled out for treatment on a national or industrial basis, for example, the mining industry. It was our intention to give to that industry a labor force on the basis of the production then contemplated, but with the loss of the continental markets the situation changed. Immediately the order to send men back to the pits had to be modified and subsequently virtually removed altogether. Certain areas in the country found themselves with large numbers of unemployed. The mining industry, however, being under a separate Department, my course of action, as Minister of Labor, must to a large extent be influenced by the recommendations I receive from the Department. I am glad that no panic action was taken because of the markets referred to.

Stacking of coal was indulged in, a policy which I think was extremely wise. In fact, I take the view that more stacking even for the export market should be indulged in, so that when the war is over, instead of making the blunder we made in the last war, of charging high prices and destroying our own markets, we should have ready and available large quantities that could be shipped immediately to get our market back. But even with all this, there are certain numbers of men who cannot find employment during the war in certain export districts. The only course open to us in those cases is to transfer them to the districts where the production is highest or to other industries.

Agriculture was another industry calling for men, although very exaggerated claims were made, and when the problem was tackled it was found that many of the claims were unjustified. An Order was made restricting people from leaving the land, and sending them back to the land. But before doing this we felt it necessary to put the wages of the countryside right, and I think the steps which were taken have met with the overwhelming approval of the nation as a whole.

Before I issued the Order relating to agriculture I said: "I cannot issue an Order telling you to stay in agriculture unless you have a wage which is commensurate with your services." We established for the first time what I believe is a decent minimum wage for the agricultural industry. I am rather proud of that because I think it has tended to revolutionize agriculture. Once you have fixed the wage— and it is costly—it is essential to increase production. The Treasury soon gets tired of subsidies.

Cabinet committees are considering drainage on a far bigger and more scientific scale than has ever been done. Land is being brought back to cultivation in a new way; forestry will have to be put on a new footing, and the efforts and drive in this new standard not only creates an equilibrium between town, country and village, but it also tends to produce a more efficient system than we have hitherto known. We established in that Agricultural Act a precedent that I should not mind being established everywhere. When rent is being fixed, the accommodation has to be provided on a standard laid down by the Ministry of Health and even the highest standard must not exceed, as rent, 12.5 per cent of the wage.

In the building trade various devices had to be resorted to. In the first place, what was known as the Uniformity Agreement was established and certain minimum hours guaranteed on Government work, traveling and lodging allowances as defined by the agreement were approved.

The call upon the building industry is very great, and in this connection it was one of our objectives that there should be created a Building and Works Ministry for the purpose of coordinating the whole of the building work under the Government, carried out by the Government or on the Government’s behalf so that the labor might be utilized in the most effective manner. The need for labor has become even more acute now when not only have we to deal with new construction, but there is the question of demolition, clearances and the repair of damaged houses in order to give the people immunity from the worst effects of the weather.

The shelter program has created an enormous demand. We found that there was a shortage of material and not only was there a shortage but there was a constant demand made upon the building material industries in order to cope with the Defense Works which were necessary to prevent invasion. We had to take steps to give orders for a good period in advance; to get the wages put right in the industry, and then to bring men back, either from the Army or from other industries in order to produce the necessary material to cope with the problem.

In this and in other industries there is one fact brought out which is very disturbing: the policy of rationalization and monopoly may have some virtues, but it creates an attitude of mind which is not easily adapted to the urgent requirements of war. There is a tendency to argue: "What is going to happen if we increase our capacity and have a surplus at the end of the war?" Not only in this industry but in others one has come up against the consequences of allowing large interests to use their position to cause the closing down of works which may not be so efficient but which would be invaluable at extreme moments. You get the same problem with the pits and in other directions. And where the production is needed for war we shall have to have regard to these reserve forces being maintained in such a position that they can be brought into full use very quickly.

However, the speed with which things are moving now ought to enable us to make up a good deal of the leeway in connection with the building industry.

We have been seriously handicapped in this war due to the insufficiency of timber, and home production has had to be increased. There were brought in, prior to our coming into office, men from Newfoundland and elsewhere to cut timber, but unfortunately the whole of the forestry business has been attached to agriculture and has never been looked upon as a real factor in the nation's requirements. The conditions associated with the forestry workers and the agricultural workers are not the same, and the attitude of mind in the past towards this problem has seriously handicapped the provision even of home supplies and we .are now taking steps to remedy this position. More men ought to have been trained for forestry work. Greater vision should have been exercised. Rigidity of approach to these matters has handicapped us.

In the case of the sea, we have operated again on a national basis, through the Ministry of Shipping, although in all these cases the exercise of the powers conferred has been at a minimum because of the voluntary response of the workpeople themselves.

In the food trades, such as milling, agreements were reached which resulted in a quick transference of the men, and schemes were designed to group the ports of the country to enable men to be moved from one place to another to grapple with a diversion of shipping.

Shipbuilding committees have been established to deal with the mobility and the full use of shipbuilding labor in order to cope with the demands of the Admiralty, merchant tonnage and repairs, but there is need of very great acceleration, particularly on the repairing side. Every ship that may be damaged must be put back into commission as speedily as ever we can. Anyone who hampers in this work is playing Hitler's game. The Navy can beat the submarines, but where now and again they do manage to escape the vigilance of that wonderful force and damage a ship, then we in the repair yards must make that good.

The greatest difficulty of all is the munition trade. It divides itself up into many parts. The making and the equipment of the munitions of war, the ordnance factories, the equipment, the clothing, the small arms, domestic needs, food and so on—they all come in as part of the munitions program. The nation will be forever in the debt of those Trade Unionists who have cooperated with us so magnificently. But if our Army is to be equipped and the millions of men who will be called to the fighting line when we take the initiative are to have at their disposal overwhelming resources so as to enable them to secure a quick and smashing victory, then more and more people must be trained. Every employer's works in the country must take a percentage. We will restore the situation at the end of the war.

Coupled with all these problems is the continuous economic adjustment that must go on. As a result of war we have to restrict production for the home market and that will possibly have a very serious repercussion on such trades as cotton and other domestic trades; but we are endeavoring by consultation between the Production Departments and the Board of Trade, to work out a carefully coordinated scheme so that it may synchronize with the demands for labor being made on the supply and munitions and equipment side. On the other hand, we must try to increase exports. Exports mean the creation of wealth to buy the raw materials to keep the war machine and our food supplies going, and there must be an endeavor to maintain a proper balance. In doing this we may make mistakes in adjustments here and there, and this will need immediate attention.

Training facilities

The greatest problem that we have had to face is that of training. I have no doubt that the works managers were puzzled; they did not know what was really required of them and accordingly were inclined to measure their labor requirements by the manufacturing orders that were issued to them at a particular moment from the Supply Departments. They were not in a position to know or to make any estimate of the anticipated demands of the Government, and suddenly they not only had to meet greater demands than were expected, but they had to make good the loss of the equipment of the British Expeditionary Force—and to do this at a moment when the enemy was intensifying his air attack and when, in addition, difficulties had arisen due to the collapse of France. All this called for not only increased production but considerable readaptation. The Ministry was compelled rapidly to extend and develop the Government Training Centers. I have recently caused inquiries to be made into the working of these Training Centers by experts and, having regard to the types of workpeople we have had to train, I am more than gratified by the report of the success that has been achieved. It is interesting to note the trades and callings from which the types that we have had to convert into precision workers were drawn. In one Center—just taken at random—the report showed that persons being trained at that moment had transferred from over thirty distinct occupations: some were men from other craft trades, others had been artists, barristers, shop assistants, pawnbrokers and directors.

We shortened the period of training from six months to four, and in many cases where people have shown adaptability this period has been shortened even further. I have met some criticism of these Training Centers—most of it has been ill-informed and from people who have never visited them. But one must be guided by results, and the workpeople we have passed into industry have shown a very high percentage of success. We also decided to utilize every available place in the technical colleges. We have also taken over from the London County Council the Beaufoy Institute, which specializes in the training of women, and as soon as the complete scheme is in operation and we have the full equipment of machine tools, it will not be long before we shall be passing out for munitions production approximately 250,000 to 300,000 trainees a year from the Government Training Centers.

We have also eaten into the hard core of unemployment by means of training and transfer—not to the extent I would like, but it has been demonstrated that no human being is hopeless unless he is physically incapable. I am anxious to distribute those who are capable among the works of the country so as to get rid of this problem once and for all, and then the State must take steps to prevent it recurring.

The greatest facilities for training are, of course, at the works. If a person is not working in actual production there is bound to be a lag between the time he passes from the Training Center to the works and the time when the speed of production is made good. That we acknowledge, and therefore the more training that can be dovetailed into the actual workshop, the more quickly shall we be able to carry out the expanding program which is so essential to equip our Armies. I am indebted to many works managers and firms for the response they have made to our appeal. We are particularly interested in the variety of the forms of training that are going on. In some cases experiments have been carried out by double banking. Others thought that this method was not so good as the separate training facilities: I think it largely depends upon the enthusiasm of the person who is running it. I have laid it down that there must be no rigidity: that experimentation, trial and error and flexibility must be the keynote; and then, too, the problem is affected by what you are training for—the form of production, and so on. All I ask is that the works managements will do all in their power to have such a volume of trained labor that our expanding program at no point will be held up.

Incorporating non-British workers

Country after country has been mown down by Hitler, and many of their workpeople, technicians, craftsmen and men of their Mercantile Marine are in this country, and the Government decided to establish an International Labor Force. You have already read of the results of General de Gaulle's activities, of the exploits of the Polish airmen, the Czech airmen, the Norwegian seamen and our Dutch and Belgian friends. These people are fighting and giving their lives in the defense of the great cause; they are not refugees or aliens, they are our equals, and we cannot leave unused their ability, skill and energy. Would Hitler have left them unused in his country had they remained there and not fought against him? He would have used every possible device to exploit their skill. In this Force we have already registered a large number of these international friends. They include chemical, electrical, aeronautical, mechanical, mining and other engineers, industrial chemists and industrial research workers. There is also a number of craftsmen and people with experience of particular trades and we want to see their services utilized in such a way that they are in fact making their contribution towards the equipment of their own Forces as well as to the common pool.

It should be clear that this Department only deals with people whom the Ministry of Home Security has certified as being all right. So far as the Government is concerned, our policy has been, from the point of view of social services and other State action, to treat them as equals with ourselves. They have their own Government or National Committees, as the case may be, and we have their good will and cooperation. We want them to feel that all those who are taking arms against Hitler or who have escaped from his clutches and are willing to resist him are members of a great community fighting back to establish freedom, and I want their people who are also resisting in their own countries to feel that they have not put their faith in international liberty and equality in vain.

The factory and welfare board

In connection with the great factories, there has to be a tremendous movement of labor from one part of the country to another and this involves careful work, careful administration and a great intensification of the development of amenities in order to care for the workpeople transferred. For the purposes of dealing with this problem I brought into being the Factory and Welfare Board. The Factory Department of the Home Office was transferred for the period of the war to the Ministry of Labor, and that placed an experienced and a splendid staff at our disposal. But the problem was not confined to inside the factory only. The health and welfare and billeting of the people had to be dealt with, so while the factory inspector deals with the problems inside the factory, I had to create a staff of welfare officers to cater for people when outside the factory. We have now issued and strengthened the Welfare Orders to enable the Department officers to do their work more effectively.

We have made available opportunities for training welfare workers and agreed to pay them, while at the university or in the works, during training at a rate similar to that paid to other trainees. This gives an opportunity to anyone who has taken an interest in welfare to go in for these courses. I want this welfare work to be put on as high a plane as it can be, because we desire that more and more attention should be given by managements to the personnel. You can have the cleverest engineers and planners in the world, but unless you have someone who understands how to handle the human being you cannot get the desired results, and I do not limit this handling merely to the work of the psychologist or the efficiency expert. I take a broad view of this problem; it covers the whole field of health, recreation, advice and care. In the factories run by the Government, it is a matter of regret that the treatment of the welfare side has been behind—in many cases far behind—the more modern employer. Really the State ought to have been leading in it, and the Ministry has now raised the whole question in order that we may put it upon a proper footing. I know that those responsible for the actual management of these government factories will welcome this effort; they have realized the necessity for it, but it has been a question of policy and I am afraid the importance of it has not been appreciated as it might have been.

Everyone wants to shorten the war, and anything that can be done to give a sense of protection to the workpeople by increasing our defenses and at the same time by taking steps to prevent the cessation of production, will materially help us to reach our objective; for be it ever remembered the two things act and react on each other. If production does not cease, then the means for our defense are increased, the protection of our people is speeded up and the workpeople themselves are more securely defended. But those who take great risks to keep production going under these hazardous conditions are entitled—both they and their families—to be treated generously by the State, as indeed are all those who take risks, whether in the Services or in industry. We must not be niggardly. If production is carried on vigorously and this war is shortened by even a month, more will have been saved in cost than the State would be called upon to pay in relief to those who have suffered. Therefore, if production does not cease we shall shorten the war by many months and save the lives of thousands, and it will accordingly be wise for labor and management to consider the best methods to be adopted. This is a total war. We are all in it.

Welfare may be regarded as unimportant, but where I— and without any patronage, but as a right—have got it inaugurated the workpeople regard it as very valuable. The duty of the Factory and Welfare Board is to try and see to the needs of the people and report on them in toto—recreation, entertainment and so on. The idea behind this Welfare Board is this: I have been dealing with State Departments all my life, and whenever a problem has to be dealt with in legislation, finance or commerce, everybody else has his needs all tabulated and ready to be placed on the table. I wanted an organization whereby you would place the needs of the workpeople in a definite form so that when each step is taken in legislation, the workpeople’s views and their needs in housing, transport, and all the rest of it, would be brought forward in order that they might have an equal show with any other interest. If you could read about the work that has been accomplished in the interests of the people by that great institution which has only been in existence for a few months, you would agree it is an amazing piece of work.

Hours of work

The Consultative Committee, consisting of representatives of the Trades Union Congress, British Employers’ Confederation, Labor Supply Directors and the Factory Department, worked out a model scheme of hours of labor. There was no doubt we caused a good deal of confusion at first by the urgent appeals to work seven days a week. These long hours were to be regarded as a spurt. It was impossible to keep them up and production was beginning to decline. I think the amount of overtime being permitted now means a great physical strain, and I would urge industry, as the further volume of trained labor becomes available, to give continuous consideration to it. I am satisfied that if more attention is paid to this question of hours of work and rest it might well be one of the methods which, by careful adaptation, can be used to defeat the enemy in resisting his efforts to decrease production by air attack.

When the engineer goes forward with his proposals there should be a careful balance of time, capacity and endurance to work them, and it is in this connection I have urged a proper optimum of hours. I regret that some of my colleagues in their enthusiasm should have upset the ordinary working week. I think they regret it too. It certainly produced chaos. I am satisfied that with intense production the maximum optimum that you should go to is fifty-six hours a week. Of course, if there is man power enough to work the machine tools for seven days a week I have no objection, provided the man is given one day's rest in seven. I do not think going beyond six days at a time is wise. If the personnel is not big enough to work seven days, it is unwise to try and get over the problem by encouraging mere double time on Sunday. It produces the wrong mentality. Many tests have been made. Where the personnel is insufficient and the close-down takes place on Sunday, and if the work is on payment by result system, you get rather a larger production and the man gets just as good a pay packet at the end of this six-day week as by working the double time on Sunday. After all, we are all human.

My scheme provided for rest pauses, and I have carefully watched the result in well-organized firms who have been good enough to supply me with information. The great test is the bonus earnings: the rate of pay has not altered wherever the rest pause has been introduced. Where bonus earnings have increased, that means production has gone up, the cost is down and, what is more important, it means quicker equipment of the Forces.

Medical services at work

Then we extended to the Factory Department the power to see that there was a medical service in the works. I have been a long time associated with the Trades Union Congress in trying to deal with rehabilitation, but I think preventive medicine is better than cure, and that a proper medical service in the works, organized properly, paying attention to accidents at the right moment, may save years of ill health and injury. In order to get adequately trained men we agreed to find the money for a proper course at the London School of Hygiene in order that the right method of dealing with people in factories should be taught to doctors—not merely the sort of insurance outlook that was applied before. This is very important from the workmen's ppoint of view. We have established, and it is coming into being, a very good nursing service for industry, which is vital with so many thousands of people employed. Instead of leaving the supply and training of welfare supervisors to voluntary organizations and limiting the opportunity to people who could afford to go to the universities, we arranged for bursaries at the universities to be paid for by the Board of Education, and their expenses, while they are being trained, by the Ministry of Labor—so that anyone, whatever their standing in life might be, can have the opportunity of this kind of work. This opens up an avenue to our sons and daughters which, owing to the expense, has been largely denied them.

Steps are being taken to introduce industrial medical service of a higher standard and more generally applied welfare provisions, both inside and outside the factory.

I have urged that sick bays should be established. The period of the black-out has got to be faced. Nervous strain creates great difficulties. The dangers of colds and influenza, due to the loss of home nursing and care and the disruption of family life, present a real problem. The Ministry of Health is cooperating with us in an endeavor to minimize the effects of these difficulties, but we have not only to care for the population in order to keep up our output for war purposes, but we have to maintain the health and stamina of our people for the sake of the future of our race.

Seamen's welfare board

Another side of the task I have tried to deal with concerns the seamen. This country owes more than it can ever repay to the Mercantile Marine. I went to Geneva in 1936 and assisted my friends in the Seamen's Union to carry through the Convention on Seamen's welfare in Ports and Seamen's health and Accommodation. It was a pretty big effort in an international fight of that character. Believe me, it is so easy to put a thing in a manifesto, but it is more difficult to get it in an international convention. For weeks I stuck at Geneva, since, because of the experience I had, the Seamen's Unions of the World had asked me to lead the discussion. I was glad to do it, but I never dreamed it would fall to my lot to put in operation that convention. One of the first steps I took as Minister of Labor was to establish the Seamen's Welfare Board, and I am endeavoring to develop, through the local authorities and the Unions, not only proper accommodation in every port in this country—plans are now being worked out for them— proper conditions, clubs and the rest—but in addition we are in touch with other maritime nations of the world in order to work out reciprocal arrangements for medical services for seamen, and proper places for them to go for comfort in other ports, so that internationally I hope I have started a movement which will provide for the Mercantile Marine, not only of this country, but of the world, on a far better basis than ever we have known hitherto.

Importance of communal feeding

There must be a great development of communal feeding. I doubt whether we shall be able to continue to maintain the stamina of our people if we rely solely on home feeding. With bombing in certain districts, gas cut off, electricity disturbed and communication interfered with, it may be necessary to have more than one meal a day in the factory canteen. We must take steps to make this canteen development more universal. I have discussed the problem of men and women working ten to twelve hours a day (ten is quite common) and two or three hours spent in traveling. I have pointed out the tremendous value it would be if, when leaving late at night with a long bus ride ahead of them, there was a short break, perhaps only five minutes, with the barrows going round the factory with good hot tea or milk and just a snack. It makes that journey home much more pleasant and not nearly so fatiguing. I want employers and the trade union in the factory to give consideration to this immediately; it will have a great effect in staving off the danger of colds and infection in the crowded busses or trains, especially at a time when the physical resistance is possibly at its lowest. That short break may represent in the year a great saving in labor turnover, absenteeism through illness, and a great increase in production.

Then we must not ignore the possible danger of invasion. Do not be complacent; be prepared for it. What better place is there for disciplining and controlling great masses of workpeople than in factories? Outside the works they are apt to become a rabble; inside, the people are accustomed to management and control, and if feeding arrangements are also available then the works is provided with an additional asset. Do not neglect them. Using the facilities offered by this cooperative effort and in this field, the works managers can assume a role of leadership unprecedented in the history of industry in this country. I do not mean that the works manager can do everything, but he can become the commanding officer and he should have to assist him a thoroughly trained personnel manager. This is a phase I feel it necessary to urge very strongly.

One of the essential things for health is to get warm quickly, and one of the essential things for getting warm quickly is food—and hot food. Canteens ought to be available and there ought to be communal kitchens available immediately the bombing takes place, so devised that they can carry on. I have been told this was an expense. Well, it is not half the expense of a day’s loss of production. It is not half the expense from the point of view of the morale of the workpeople we have got to maintain. And a very extraordinary kindliness grows out of it. I have seen Bristol, Southampton, Coventry and all London—all these places bombed. I raised the question immediately the blitzkrieg started on London of having coffee rooms and canteens run in every shelter. It has been a grand thing to have done. Let me give you an illustration.

I arranged with a great firm to carry out an experiment for me, because you have to move by trial and error in these things. I asked them to adopt rigidly the hours I had set down in the circular I had issued: to give ten minutes’ break in the morning, ten minutes in the afternoon with refreshment. The men had to work till seven at night and then there was a very long journey home, so I asked the management to send around barrows of tea and coffee at six o'clock in the evening, and to see the results. Well, I would like you to see the curve of production, particularly in the last two hours. If a man has been in the habit of stopping at fivve o'clock or 5.15 he goes home and he gets his meal about six-thirty or just after six. If he has got to work on with nothing to eat—well, there is a sinking feeling and then when he travels home on a long road (there were a number of women also) there is a great proneness to cold and to infection, and that means absenteeism due to ill health. Now, when that experiment I asked for had been going on for a month, I asked a director if he wanted to give it up and he said, "Not on your life. I have made too much out of it because of the increased productivity." In another case I had to transfer thousands of people to billets and fill up a munition works. Billets usually are pretty uncomfortable—compulsory billets are particularly uncomfortable because the landladies don't like having somebody dumped on them and—well, he isn't always made too happy. So the great trouble was, when workers left the works at six o'clock in the morning, to get a really good breakfast at home. Now, it is all very nice for us when we get up and have breakfast nicely arranged, but I have heard grumblings in hotels when it hasn't come up quickly enough; so I arranged that the canteens should become communal canteens in the morning, and that the men and women who were transferred from other districts should be able to get a wash and have a good breakfast before going home. This has revolutionized that place.

Now, in a war, 95 per cent of the cures of the illness in this country is done by domestic nursing, not by doctors at all. The main cures are done by home nursing—a little "Scotch milk" for a cold, and so on. But when you have to transfer people as we have—thousands now—and billet them in lodgings and all the rest of it, you have got to remember home comforts are gone and we have got to do something to substitute and minimize the effects of the discomfort. Add to that, bombing—when you get it—and the nerve-racking situation!

I do really want a new approach to the difficulties of the problem. I don't believe there is any way in which I can write out a Regulation or an Order or dispose of it that way. You can't just say to a man, "Work all night," and if the man cuts up rough, not give a bit of consideration as to whether the fellow has had food enough or has been looked after, or had meals enough. You know, really, we have got to enter into the feelings of the man that we are asking to do this work and to cut down the horrible disparities that have dominated our industrial life in the past. I say this emphatically, because I have to think as Minister of Labor of the country first—not only for this year, but possibly the next, in this war, and I want everyone to look ahead. However, time goes on, and there is always a danger of weariness taking the place of grimness; the testing time is going to come then, and I do beg of everybody to consider in your public life and everywhere else not merely this question of getting over present troubles, but the question of the task and the troubles we will have to face when the war becomes more and more intense. Because I don't believe we have yet seen the beginning of the war in its intensity. I believe that the devils of war will get far more intense as time goes on, and the issue of this war will be decided not only by the weight of metal but by the morale of your common people by whether they stand it out. It is on that that our liberties really depend at the last resort, and by which the future Government of the world will be determined.
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