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Preface

IT is realised today that humanity has reached a
cross-roads. Either we must learn to live together
as one society, or we shall exterminate our race in
revolutions and wars. The civilisation that is the
fruit of age-long co-operation is, in our time, at the
mercy of e®il passions which we had not understood
to be as powerful as they are. Modern invention has
virtually abolished distance, so that any war is
almost bound to become a global war. There is
more need than ever for strong solidarity among the
normdl civilised neople who have to meet the
appalling challenge of the danger of global war and
atomic bombs. .

Yet at this very time existing societies have no
secur&&hesion but are riven witi internal estrange-
ment. The specialisation of functions which has
resulted from the industrial revolution, and the way
modern cities have grown, with the professional
classes living in one quarter and the working classes
in others, have made it more true than ever that one
half of the world does not know how the other half
lives, nor how it works. Indeed, this is true for far
smaller fractions than halves. The friction and
hostility which is generated by this lack of mutual
understanding is a brake on progress ; but today it is
more than tRat. It might so divide us as to paralyse
our effort to restore civilisation and stability.

It is with these grave thoughts in mind that we

offer a very small contribution tow%ﬂm
understanding within our own nation MO



PREFACE

we have attempted to interprat something of factory
experience to those who do not kniow it.

he book is a fragmentary study of a certain*
aspect of a large subject; it was written in small
snatches of time by two people whose jobs allow
them little leisure. In publislging our observations
of a certain aspect of industrial employment we are
not supposing either that our study is exhaustive
or that other types of employment have not similar
or equally urgent problems. At the last census it
was found that about seven million people were
engaged in industry, a number large enough to
make a significant contribution to the morale of the
nation and deserve study; and we hope the inade-
quate literature devoted to their problems will
grow. This book is based on experience in the
engineering and certain allied trades in the Mid-
lands and the South. In these industries there is
a mixed population drawn from various -egions
and various industries, and this variety creates
a rather different range of problems from those of
an industry, like cotton or cutlery, which has along
tradition and a local habitation.

We wish to say that the book is not an indictment
of any class. Nor does it imply an assumption that
any class is blameless. It is an objective study of
what we have observed. We believe that, far more
than sinful human will, the system of unlimited
competition in a limited market is responsible for
what has gone wrong. Behaviour is th~ reaction of
personality to environment. The saint can achieve
goodness in any environment, but ordinary ungifted
men and women often behave much worse than is
natural to them, under the strain put upon them by

Vi



PREFACE

an unfortunate systems And this is what we believe
is happening today in industry. ®

Finally we should introduce ourselves. Constance
Reaveley was before the war a college lecturer, teach-
ing politica] philosophy ; during the war she worked
in various factories as machine operative, progress
chaser, and welfare officer. John Winnington,
after serving his apprenticeship and experiencing
unemployment during the depression, worked his
way up in various firms from the lowest-paid jobs to
the managerial grade. The book owes its origin to
Constance Reaveley’s conviction that political
philosophy would be a more enlightening and
valuable discipline if the study of the abstract ideas
that underlie the constitutions of various states
were correlated with more concrete studies of the
experience of life which enables men to operate
governments of one kind or another; and that this
awarenass of actual conditions is necessary not only
for the student but to the citizen. John Winnington
has collaborated throughout, and also written
Chapter 2 of Part II.

Our thanks are due to Mr. C. B. Young, of
Edinburgh University, and Prof. H. G. Wood, of
Birmingham University, whose comments were
very helpful when the manuscript was in an em-
bryonic state; to Miss Diana Murry Hill and Miss
Frances Buckland, whose encouragement and
criticism were valued at a later date; and to Sir
Henry Clayy Warden of Nuffield Collgge, and Sir
Raymond Streat, Chai?man of the Cotton Board,
who read it and commented with candour and
attention, but without, if th:}r will pardon the
understatement, entire approval.

vii
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INTRODUCTION
The Significance of Purpose in a Free Man's Life

POLITICAL democracy makes heavy demands
upon individual character. Democracy is an
attempt tc provide a political structure which will
Erotect the freedom of the individual in carrying out

is own purposes, and it rests on the capacity of free
individuals to co-operate voluntarily in corporate
purposes. When there is no scope for individual
purpose there is no freedom as democracy under-
stands freedom ; real freedom includes freedom to
act. Purpose is personality in action, it is the main-
spring of a free man’s life. Without freedom of pur-
posive action, a man may develop certain qualities,
of submissiveness, patience, diligence; but if he
simply does what he is compelled to do, by habit or
coercion, without thought and without initiative, he
loses the conception of himself as a creative person
with a responsibility to use his mind and exercise
persistence. If his natural purposiveness is continu-
ally frustrated, he will steadily become less and not
more of aman. Then democracy itself will falter and
lose direction; for democracy depends upon the
support and pressure of public ogmion and public
feeluig, and these in turn rest on the purposes of the

eople.
P If would be possible to study the development of
the type of character which democracy demands
from many points of view, considering climate,

1



DEMOCRACY AND INDUSTRY

racial inheritance, h'story, education, religion. But
it is the thesis of this book that nothing has a more
powerful effect upon character than the kind of
work men have to do; the qualities that are con-
stantly demanded by daily work are bound to be
developed to the best of our capacity, those that are
useless on the job that occupies the major part of
our time tend to atro'ghy, unless we have ample
resources for leisure. The qualities of maturity in
judgment and responsibility, of sympathy and

alance, of drive and tenacity of purpose, are
strongly developed in some kinds of work and not in
others.

The question is often brought up of what a man
ought to bring to his work, and the Puritan ethic,
which has exercised so profound an influence on our
people, teaches that he has an obligation to give his
whole industry and fidelity to it. There is another

uestion which is important, namely what the wotk

oes for the man. It ought to be the making of him.
It ought to make him fit for democracy. That is
what those who have the best jobs ﬁet out of them,
and know they get out of them—the full develop-
ment of mature energetic personality.

We propose, therefore, to examine the effect of
industrial work upon personality, and to study it
especially in terms of the scope it offers to purpose.

e offer this study not because itis comprehensive
there are other types of work that are characteristic
of modern society and which deservé study. We
simply speak that we do know and testify that
we have seen.

Purpose functions at different levels. This may
be illustrated from the life of a doctor. A doctor is

2



SIGNIFICANT™ OF PURPOSE IN A FRER MAN’S LIFE

aware more or less that he is the servant of the com-
munity, there is a common purpose that he shares
very widely, with scientists, patients, patients’ rela-
tives, the éovemment, the public who subscribe to
the volunézry hospitals—the purpose of promoting
health and l;1}'ghtir1g illness. VEithm this embracing
communi Eu se there is a corporate purpose
shared with his hospital, to maintain the traditions
and standards of tlfat hospital. And again within
that purpuse he has his private purpose as an
individual, the long-term purpose oF doingacertain
kind of work, becoming a specialist in the depart-
ment that most interests him, the short-term pur-

ose of curing each patient as he comes along; and a

ind of overall purpose of supporting his family by
doing this kimf of work. When these several pur-
poses interlock satisfactorily the man is having a
good life; he is experiencing the freedom of express-
ing himself in the work he has to do, he is likely to
grow in spiritual stature, and in the self-reliance
and energy that are needed in a citizen.

We propose to ask whether in industry there is
sufficient demand upon a man’s capacity to form
reasonable purposes and carry them through to
bring him to personal maturity and good citizen-
ship. The environment to which character is
exposed in industrial work is an intense struggle for
existence. We shall first, therefore, examine the
function of competition in modern industry and
then the efféct on character of competitive mass
production.






Part 1
Industrial Competition






A. The Theory of Perfect Competition

HE miinspring of modern production is com-
petition.

The function of trade is to supply the needs of
civilised life, to raise the standard of living, and to
maximise wealth. It performs these functions most
effectively ‘when supply and demand are in equi-
librium; for when the equilibrium of supply and
demand is disturbed, cither things are being
produced which are not in demand, and they
are therefore wasted, or else there is unsatis-
fied demand, which means that things could
be produced, which would meet a real need and

roduce wealth, which are not being produced.

here is a continual tendency for equilibrium to be
lost ; the corrective which restores it is compctition.
For when some product, say refrigerators, is in
great demand and is, therefore, fetching a good
price, there is an inducement to produce it ; and the
result is generally some degree of over-production.
Competition corrects this; for over-production
leads sellers to compete with one another by reduc-
ing their prices. Reduction of prices either stimu-
lates the demand by bringing the commodity within
the reach of a less wealthy class of buyer, or else it
makes the further production of refrigerators un-
profitable. Then produgtion in the end abates,
and the product will become scarce. Again com-
petition redresses the disequilibrium; for there is
now competition to buy; scarcity sends %rices uﬁ,’
and this 1s an inducement to produce. The cycle

DI —2 7



DEMOCRACY AND INDUSTRY

begins again. In a healthy state of trade, there-
fore, production will oscillate somewhat, near or
around the level of demand, and the agent which
operates perpetually to restore equilibrium is
competition. K

In order that competition may do its work pro-
perly, that is restore equilibrium as quickly as pos-
sible, elasticity is needed, all parts of the compli-
cated organisation of supply and demand must
respond sensitively to one another: any rigidity in
any part will delay the movement into equilibrium.
We can illustrate this by considering the(}unction of
elasticity of prices, wages, labour supply, flow of
money, and demand.

The elasticity of prices means, as we saw, that
shortage of supply causes buyers to compete ; when
buyers compete prices rise. %his rise in price itself
supplies the corrective, by attracting production.
Increased production relieves scarcity and brings
prices down. If this movement goes too far, there 1s
over-production. This means that sellers are com-
peting; they compete by lowering the price. This
may havesome or all of three effects: it may stimulate
demand, thus inducing equilibrium; it may drive
capital away into other products for which there is
more demand, thus again inducing eguilibrium; it
may bring ruin to firms that cannot adapt either by
reducing their costs to match the fall in selling
price, or by switching to another product. This ruin
1s economically all to the good: it eliminates the
less efficient firms in favour of the more efficient
who can meet demand, and again equilibrium is
restored.

Similarly with wages. Rising wages attract



THE WHNPRY OF PERFECT COMPETITION

L]

labour in%o the trades that cAn offer them; this
movement provides a greater supply of labour in
these trades, and so reduces wages. When on the
other hand there is over-production, wages must be
free to fall; Yor a fall in wages means a fall in the cost
of production, which means lower selling prices;
lower selling prices either stimulate demand or
cause production to shift to another commodity for
which therg is more demand.

Elasticity of labour supply means that when
wages sink too low in any industry, or inefficient
firms fail, labour will migrate to other more profit-
able industries. Perfect competition needs another
form of elasticity of labour supply, namely a pool of
unemptoyed; such®a reservoir enables manufac-
turers to respond quickly to movements of demand,
by taking up some of the surplus labour which is
there ready, and again, when trade is poor, to save
themselves labour costs by discharging their oper-
atives, so bringing down tl)m'eir selling prices to meet
poor demand.

Elasticity in the movement of money is required
in order that capital may be available to go where
it is most needed, that is into equipment or renewal
of plant for the production of the commodities for
which there is most demand. Shortage of money
means that chances are lost; old-fashioned and
uneconomic plant cannot be renewed, so that prices
cannot be reguced to meet the demand of the less
wealthy buyers; new praducts which would create
a healthy demand cannot be developed, unless there
is capital available to start them.

It will be apparent from what has been said that
the elasticity of demand is variable. There is a

9
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theory that you can .ell anything if you ar. prepared
to sell it cheap enough. This is not quite true. Ifone
has enough of some things, bicycles or bread or
reels of cotton, for instance, one will not buy any
more of them, however cheap they are. Neverthe-
less the readiness to buy is almost inexhaustible
provided the inducement is good enough, and that
means among other things, varied enough. Changes
of fashion keep the volume of demand elastic, but
they in turn require the other elasticities we have
discussed; production must be able to adapt to
shifts of faslr:ion by means of the mobility of labour
and capital.

B. Competitive Mass Production

The reciprocity of the movement of supply and
demand would work well enough in simple pro-
duction. A market gardener, for instance, who finds
that the demand for tulips is better than the demand
for daffodils, or that spinach fetches a better price
than celery, can adapt his production in no long
time and to the satistaction of all concerned.

The business of keeping the huge populations of
modern states alive and in comfort is desperately
more complicated. .

Large populations can besupplied with the neces-
saries of life by means of mass production only.
Mass production means specialisation of labour and
machinery. Once the plantisthere, mass production

10



COM{BTITIVE MASS PRODUCTION
(3

is cheapes and quickef than angthing else ; but the

lant requires very heavy outlay. This outlay has to

e made ahead of demand. When we want a shirt
(cf.SirHenry Clay,Economics for the General Reader,
ch. 1) we expect to find one, in fact a large selection,
ready in the shops. This means that great expense
has been incurred months and years beforehand by
those who raised the sheep, made the machinery,
worked the mills and transported the goods. This
outlay may be made out of profits on former sales;
but a great deal of such outlay is in fact made on
credit, that is on the confidence which bankers and
buyers of shares may happen to have in someone’s
guess that at a future time there will be profits
to be made out of selling shirts or refrigerators or
what not.

These guesses are not always right. When they
are wrong, they involve loss or ruin for those who
have invested their money in enterprises which fail
to pay. Such guesses do not depend on any exact
science, but on the flair which successful men of
business develop by experience. The effect of mis-
takes in anticipating demand and other conditions
is immensely magnified by the fact that, as Sir
Henry Clay says, the money market has all the char-
acteristics of the herd. Confidence is catching and
so ixfailure of confidence. All movements are
exaggerated by their effect on confidence, that is on
the readiness to invest, lend or borrow.

There is ytt another factor which magnifies the
effect of fluctuations of demand, and that is the ex-
citement %enerated by the pursuit of wealth on the
grand scale. This is something that not everyone
can understand. The weekly wage earners and men

I1
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who work for modest salarics have a certain stan-
dard of living in their minds, and when they have
attained this they lose interest in money ; they prefer
the enjoyment of leisure. Those who believed that
you could increase war production indefinitely by
means of bonuses were nonplussed to discover that
when the ordinary worker has earned what he
thinks necessary, he prefers leisure to further pay-
ment. But those who are handling enormous sums
of money are exposed to enormous risk, and cannot
afford to slack off when they have made great gains,
because they have sunk a great deal in their plant
or other investments, and may be ruined if they
make a mistake next year, or if somebody in
America has an invention which revolutionises taste
or methods. Further there is the intense excitement
of competition itself, and an appetite for gain which
is whetted by success. In time of good trade, there-
 fore, risk may not deter an investor if great gains
are hoped for; his losses may involve many besides
himself in ruin.

Finally, as we have said, these operations involv-
ing thousands of pounds and the welfare of thou-
sands of families are at the mercy of acts of God,
events which cannot be insured against, like new
inventions or discoveries; the history of modern
industry is a continuous series of catastrophes of
this kind.

The changes which the war has brought about
will work out in alternations of prosperity and loss
no less tremendous. There is no prospect whatever
of tranquillity.

12



C. Efforts to Modify the Severity of Competition

The theory of perfect competition has a logic and
sKmmetry which give it a great appeal in the eyes of
the economist.

The only thing that is wrong with perfect com-
petition is that in practice under the circumstances
of today it is too painful to be endured. At every
point the people involved have tried to protect them-
selves agairfst the distresses it brings upon them. In
order to understand this it is necessary to translate
some of the technical terms of the economist into
the terms of human experience.

L L] l

Elasticity of wages means that there is nothing to
impede their rise and fall. Carried to the ultimate
conclusion this would mean that the unemployed
would die. In a time of rising birthrate, when the
supply of labour was virtually inexhaustible, this
woulj not matter from the economic point of view;
it would reduce the supply of labour, and this would
send wa%es up to the subsistence level, thus restor-
ing equilibrium. Something of this sort must have
happened in the past, anc% happens today where
there is no provision for Poor Relief. But in England
for cqnturies there has been such provision, though
the Poor House (described by Arnold Bennett, in
Clayhanger) gperated as an inducement to seek work
only less powerful than death. In the nineteenth
century some of the trade unions took on the
responsibility for their own unemployed. This
might have been expected not greatly to impair
elasticity of wages, because the drain on gunds would

13
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make the unions ready to agree to recuction of
wages in order to get their members back to work.
Actually, however, the unemployment pay was
devised as a means of forcing wages up ; a man with
no resources would have to take work for what he
could get; if the union wanted him to refuse a wage
which would undercut what was regarded as the
proper pay for the ijb’ it had to support him. This

olicy was successtul in many of the great unions*.

hey have been able to stabilise wages somewhere
near subsistence level. Stability, however, is another
word for rigidity, or inelasticity, and the unions
have been held to account for aggravating un-
employment, by refusing to allow wages to fall so as
to bring down costs to the point at which the willing-
ness to buy would be stimulated (or demand cou%d
recover elasticity).

Recent researches, however, have brought to
light the fact that even the stabilisation of wage
levels has left many families below the poverty line.
The conception of a poverty linet was arrived at by
calculating the cost of the minimum amounts and
kinds of food which medical opinion held to be
barely necessary to health, plus a minimum addi-
tion for other needs based on the cost of living. By
this reckoning it was found that a large proportion
of working families are below the poverty line while
their children are too young to earn; in fact, tnat 50
per cent of children are probably living in families
which cannot afford to buy enough food for health.
In these families the mother often goes short for the

® Cf. Beatrice and Sidney Webb, Social Democracy.
1 See Appendix 1.
14



EFFORTS TO MODIFY SEVERITY OF COMPETITION

children, mut 1t 1s an acéepted principle that children
must go short if necessary in order to maintain the
health of the breadwinner. Children live on bread
and jam in poor families. Accordingly various ser-
vices, such as free milk for nursing mothers and for
babies, meals for school children, and many others
(most recently, Family Allowances) have been
established as a device for keeping wages low with-
out mortgaging the nation’s physique too heavily.
By this means the cost of maintaining health is paid
not by the father of the children, nor by the employer
who makes his profit from the father’s labour, but
by the community as a whole, who pay for it in tax-
ation. Money which is paid in taxes cannot be used
to renew obsolete plant or invested in new indus-
tries; in short, taxation introduces inelasticity in
the flow of money, and handicaps the movement of
industry into equilibrium.

The elasticity of labour supply entails unemploy-
ment, of which more is said in the next chapter.

Shortly before the war of 1914-1918 it was
decided that it was not in the national interest to
leave the unemployed to be supported by trade
unions, especially as many of them were not union
members. Lloyg George’s insurance scheme was
devised to assist men during intermittent unem-
ployment, out of a fund derived from the joint con-
tribulons of employed and employers. The pro-
longed unemployment after the war strained the
scheme beyohd anything that had been anticipated,
and at the same time mAde it plain that the State
would have to continue to shoulder the burden.
Unemployment Insurance was supplemented by
Unemployment Benefit. This scheme introduces

15



DEMOCRACY AND INDUSTRY

another rigidity nnted by certain ecor.omists as
impeding the operation of competition to restore
equilibrium. (Cf. Professor Robbins, The Great
Depression, p. 83.) Unemployment without State
assistance is an inducement to accept lower wages
and it also increases the mobility of labour, so
restoring equilibrium.

The mobility of labour we saw is one of the
elasticities which are required for perfect com-
petition. When wages in one industry fall, owing to
over-production or other causes, labour tends to
moveinto other work. This migration of labour used
to mean that if a man was not doing so well as he
once was in his trade, or had long spells of un-
employment, he would not put his son intn it, but
would find an opening for the boy in a trade that
seemed to have more promise. The movement of
labour from the building of locomotives to the
motor trade may have been mainly of this kind.
There was a considerable shifting of labour from
the north to the south of England during the depres-
sion. But with the violent changes which have char-
acterised the last decades, the mobility of labour
requires that a man must be willing himself to leave
the trade in which he has skill, train for new work
with a lot of boys who have never had any standing
atall, and perhaps move to a district where he is not
known ang begin all over again to work his way up
from the bottom. This would mean moving his
family out of a district where they perhaps had got
employment. In the 1930s the Government, which
offered a man a training, could not guarantee hima
job, still less any security that the trade he moved
into would keep him employed for very long. The

16



EFFORTS TO MODIFY SEVERITY OF COMPETITION

eneral i&abil‘lt{' at that time was so great that the
%overnment could pot offer any reliable forecast of
the future outlook in any trade. Perfect mobility
of labour thus means that a man must be willing to
move his hame and begin again in work which is
strange to him, and in which he is a stranger, again
and again. This kind of experience tends, of course,
to make men think that skill is more of a handicap
than anything else, and certainly not worth the
sacrifices which it costs. They determine not to
apFrentice their sons, but to put them to work which
will bring in wages as soon as possible (especially if
they have a large family), whether the work seems to
have any future or not. The path of safety seems to
be to become the unskilled or semi-skilled labourer
who can'turn his hand to anything, and has no pride
and no interest in any particular kind of work. The
pleasure and responsibility of skill are something
the poor man can hardly afford ; he must impoverish
his whole experience of life in order to keep his
family alive.

1I

Thus the working class devised some defences
against the impact of unmitigated competition.

Competition is found intolerable also by the
capitalist,

In the first place, it tends to over-production. A
number of fimms acting against one another in time
of boom are likely to overstock the market; it is
against the common interest for every firm to pro-
duce as if it alone intended to supply the whole
demand or most of it, because it folE)ws that a pro-

17
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portion of what is nroduced is wasted, bt it is not
in the interests of any one firm to hold back and let
the others get ahead*. Again, competitive advertise-
ment costs an immense amount, which is met by the
prices paid by the customer. Further, competition
tends always to bring prices near the cost of pro-
duction, because if any firm puts its prices up, it
thereby sends its customers to other makers of the
same or nearly the same article, who are willing to
sell cheaper and make smaller profits on each article
in order to sell a larger number. There is, therefore,
a strong movement to form combines in order
to secure monopoly.

Monopoly means that the whole market can be
surveyed and production calculated so as to meet it
without uneconomic over-production. It means
that time and energy whicﬁ would otherwise be
spent on competition can be devoted to the proper
management of a business. A director of a large firm
said lately, to one of the writers, that he reckoned he
sgent 80 per cent of his time getting contracts, only
aboyt 20 per cent running his business; he ardently
desired to be rid of competition, come to reasonable
agreements with his rivals and give his time to his
own business. Monopoly means that inventions and
economies can benegt the whole range of produc-
tion and, therefore, the whole range of customers;;
as things are, if one firm makes a discove:y that
cheapens manufacture, it keeps this as a trade secret
and continues to sell at the markeu price, thus
making higher profits than its rivals, or else under-
sells and ruins them. Further, as John Winnington
hasshown (Ch. 2), monopoly tends to bring security

* Cf. Barbara Wootton’s Plan or No Plan.

18
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and better conditions to the workers, to create a
kind of middle class of workers who know where
theyare, and can plan their lives and their children’s
lives without crippling anxiety about the future.

From thé point of view of the community,
however, there are drawbacks to monopoly. The aim
of the combine is to secure the largest possible
groﬁts. Sometimes this can be more effectively done

y restricting production and getting scarcity or
semi-scarcity prices than by selling a larger number
of articles cKeaply. The combine can only restrict
production, however, if it includes all or nearly all
the producers. This it cannot easily do if foreign

oods are coming in cheaply ;itis hard to form com-

ines that cross national frontiers, though when
such an amalgamation is formed it can be im-
mensely powerful. British combines, therefore,seek
to get their home market protected for them by
tariffs*. Thus rigidities of prices and supply are set
up which may well be of great value to the firms
concerned, and their shareholders, but prevent the
recovery of equilibrium and harm the community
as a whole.

In summary of this section, we may say that while
perfect competition tends to restore the equilibrium
of supply and demand and so to promote the maxi-
misation of wealth, it does so at a cost to human lives
whicht is not right for the community to exact. It
costs, as this book will show, the attrition of moral
personality by anxiety and exhaustion, a loss of
responsibility for the worker which handicaps the
attainment of ethical maturity. If in this age as in
former times there was no alternative but to subject

As in the Steel Trade in the 1930s.

19
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the majority of men to utter bondage of labour in
order to keep human societies alive, we should have
to accept this necessity. It was the belief that this
was in fact the case that prevented us from legis-
lating to control the severities of the Industrial
Revolution much sooner than we did. But the belief
was false. There are alternatives.

The alternatives so far attempted in this country
have consisted partly in the self-protective measures
of the parties involved in it, namely capital and lab-
our, each acting naturallyonlyintheirowninterests,
and partli\; in measures taken by the community to
assuage the worst sufferings. Professor Durbin (to
whose book, The Politics of Democratic Socialism,
the present writers are indebted) points ou. that the
effect of these instinctive adjustments is to prevent
the system from working as it should. It is as though
one had a complicated machine which would work
if it was well lubricated, so that all its parts could
move freely in combination with one another as they
were designed to do ; but we are taking great trouble
to cause each movement to jam and fail to complete
itself. We now find the machine does not work
satisfactorily. Comipetition is what keeps its parts
working reciprocally.

The answer is to design a new machine, which
will not depend upon perfect competition, and will,
therefore, not inflict the suffering of perfect com-
petition, nor fail to work if the suffering is allevi-
ated. The Russians have one alternative design;
Beveridge has another. Others are possible.



Part 11

The Effects of Competitive Mass
Production on Personality






CHAPTER ONE
Unemployment

MODERN mass production has entailed and
indeed almost required heavy unemployment.
The experience and dread of unemployment form
the background in the worker’s mind that per-
sists through all experience of full employment.
This abiding fear is not always taken account of,
when we attempt to interpret the experience of life
which work under competitive mass production
brings t8 the worker and the effect on his character
of that experience.

Sir William Beveridge has shown in his Full
Employment in Free Society (lAppendix A) that there
have been waves of cyclical unemployment in in-
dustry at least as far back as 1785. But the recent
unemployment in the 1930s was different. Cyclical
unemployment may be likened to an epidemic of
influenza from which there is good recovery, but
the depression of the 1930s seems to have been more
like encephalitis lethargica, a violent disease for
which the organism was unprepared, and which may
dislocage the whole balance of personality and leave
permanent or at least lasting damage behind it.

On the type of unemployment which was char-
acteristic of this depression we may quote some
figures from Sir William’s book*®.

“In September 1929 nearly 9o per cent of the
* Full Employment, p. 66.
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applicants (for berefit) had ‘been unempleyed for less
than six months and less than five per cent had been
unemployed for twelve months or more. In August,
1936, the number of persons with short unemployment
(less than six months) was much the same asin Septem-
ber, 1929, about 850,000, but they constituted less than
64 per cent of all the unemployed: those unemployed
twelve months or more were one quarter of the whole
... This mass of chronic unemployment . . . even in
August, 1939, included nearly a quarter of a million

people.”

Normally unemployment is a misfortune, often
a grave misfortune, but there is the expectation that
it will end soon. When this confidence is broken,
and the mind is invaded by fear that it will go on
indefinitely, the impact of the experience is very
different. Further, in tbis depression, as Sir
William says (p. 6 of his Summary),

“The short-term unemployed do not know that they
are short-term unemployed until their term of unemploy-
ment is over.”

This experience befell a very great many people.
Sir William, in his Summary (p. 6), says that during
the years 1924-1932 two out of every three work-
people of all ages made a claim to benefit. This
period included some good years; if such 1 count
were made for the years 1930 to 1936 it would
undoubtedly be found that a far higher proportion
than two out of three had experienced unemploy-
ment. At the peak, in January, 1933, nearly three
million were on the registers; this was after the
number had been much reduced by the imposition
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of the Means Test. Many more than three million
must have been ouf of work. _

We must now study the kind of experience which
unemployment brought to the large number who
went through it.

We said that purpose is the mainspring of a free
man’s life. Men’s confidence in the significance of
any purpose whatever, their ownor theiremployer’s
or the State’s, was profoundly shaken by the
experience of unemployment. Morale has not yet
recovered from the shock of it and is not likely to
recover for many years.

To those who have not experienced it this may
seem an exaggerated statement, but it is not. It may
be argutd that from an objective point of view
unemployment is indeed rather like illness. A man
may be out of work for six months or a year owing
to illness; but he recovers. The experience does no
indelible damage to character. Yet 1t is analogous to
unemployment in many ways; it involves impover-
ishment, anxiety, idleness, dependence on others,
and a kind of debility which is mental and moral as
well as physical. Unemployment also involved
impoverishment, anxiety, idleness and debility.
The debility especially is an indignity ; young men
found they had to give up Keep Fit classes during
unemployment, because on the dole they could not
buy enough food to satisfy the hunger which exer-
cise inducesy even without Keep Fit there was
debility arising from hunger*. However, granting
all this, and granting it was a misfortune, that time
has passed. Why has morale not yet recovered ?

’I%e answer i8 that illness does not degrade.

* Cf. Men Without Work, Pilgrim Trust.
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Unemcf:loyment does. A man who has felt himself
degraded does not forget it. A .nan may know that
it 1s luck that keeps some firms going and causes
others to crash, and that if he is discharged from a
firm that has failed he is unlikely to pick up another
job, because other firms are liable to be turning

eople off and none will want to take on strangers.

ut nothing will stop him from feeling that in a
struggle like this the best man wins, and if you are
out of a job, it may be because you have failed
somehow in sense or guts. He knows that this is
what society at large is very ready to think.

When an unemployed man is hungry, thoughts
pervade his mind continually and irresistibly which
are not compatible with dignity. This is not the
case with all hunger; there is no trace of any such
experience of shame in the diaries of the men who
died of hunger on Scott’s expedition to the South
Pole, although their minds were haunted all the
time with thoughts of food. Men who have known
the hunger of unemployment never forget it; the
d}:ead that the humiliation may return remains with
them.

Unemployment lasting more than a few weeks
dislocates a man’s morale, because it undermines
his long-term purpose of supporting his wife and
family*. When this fundamental sense of being
essential to the family and responsible for it was
damaged, it was difficult to keep up any morale.
Men %ost direction. The unemployed man had so
few obligations, it was seldom necessary to be

® Punch had a joke about this. A man is quarrelling with

his wife. “What don’t I do for you?’ he says. “Don’t I go
and get the dole for you ?”
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R/lunctual, it was more 4nd moresdifficult to be tidy.
en did not like togmeet their friends, they did not
like to be seen in the clothes they had to wear. They
lost the tonic of encounter witi people who were
not under a-cloud.

Most purposes involve the expenditure of some
money, and the unemployed had none to spare.
But a sense of futility pervaded the whole of life so
that even purposes that cost nothing, like reading
in the Free Library, often seemed useless. Men who
are busy and confident in the ordinary activity of
life covet leisure, so that they may carry out some
project or other, in the garden or at the club or with
the children. It was diﬂglcult for the unemployed to
find any project attractive or devote himse?f to anly-
thing. ’H;at many men survived this time with self-
control and made such a recovery that you would
not guess what they went through, is a great moral
triumph. Many did not come through without
moral impairment. None forget.

These troubles, which are unavoidable in pro-
longed unemployment, were exquisitely aggravated
by the Means Test*. It is hard to believe that if
the community had realised the humiliation which
the Means Test imposed on normal people, we
should have insisted on saving money at that human
cost. Doubtless some came for relief when they
could have managed without. But to be suspected of
this when you were quite incapable of 1t, to be
obliged to suBmit your house and possessions to the
examination of a public ‘official who probed into
your private life and then decided whether you were
to be given the means of subsistence or not, was an

Appendix 2 on Unemployment.
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unbearable indignity. Soorer than submit to it,
many removed themselves from the register. It does
not follow that they did not need assistance. How'
they managed may be illustrated by the story of a
young man known to the writers. He told how at
one time he got a job for a week at a theatre as part
of a crowd; for this he was paid 12s. 6d. He was
paying half a crown a week for his room and living
on 'rorridge and jam. At that standard of living, he
said, 12s. 6d. lasts “quite a long time.” The same
feeliniis disclosed in a story in Sir Ronald Davi-
son’s book, British Unemployment Policy (p. 69).
The Unemployment Assistance Board suspected
that many of the homes of the unemployed needed
new equipment, such as bedding, and instructed
their officers to make grants for this purpose. But
the people were ““too slow or diffident” to apply for
this grant. The Board, therefore, undertook an
enquiry into 14,000 cases which were thought to be
in need, and in 10,000 of them found that there
were indeed “‘exceptional needs” and grants were
made. What held them back was simply natural
ride. Everybody who experienced the Means Test
elt that it expressed unmistakably the readiness of
the community to doubt the integrity and self-
respect of the unemployed.
ven more painful was the enquiry into family
means. A man became dependent, say, unon his
daughter for part of his keep ; she was saving up to
ﬁet married, and as long as she helpcd to support
im she could not save. If he went away and lived
somewhere else, the regulations permitted him to
cease to be a burden on her. He became aware that
she wished he would. So a man might feel obliged
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to quit his home and go and liv& in a doss house in
order not to be put to shame by dependence on
his child. Or else the child left home. Or the girl
dropped her young man.

hose who did not experience unemployment
attributed it to world forces which were not under-
stood, and, therefore, not to be controlled. To a cer-
tain extent this view was shared by the unemployed
themselves, and this has made it impossible for
them to lay aside the fear of its return. But other
thoughts were mixed with this conception of imper-
sonal causation. Within a few years we had cured
unemployment by spending ten to fifteen millions
a day on war. The inference is irresistible that we
could hove spent our way out of unemployment
sooner if we had thought it worth while*. That the
economists whose opinion carried weight at the
Treasury were in 1931 unconvinced that State ex-
penditure would do any real good, is something
which the working man had not sufficient education
to appreciate, if he had known it, but he did not
know it. Had he known it, he would probably also
have known that economists of world-wide repute
held the opposite view. The Coalition Govern-
ment’s White Paper announced a change of view in
1944. This cannot but be thought to confirm the
belief that unemployment could have been con-
siderab.y relievecF if the community had cared to
take the troyble to understand it and spend the
money.

Sir William Beveridge, on the title page of his
book, Full Employment in a Free Society, quotes
from Charlotte Brontg, ‘“Misery generates hate.”

Cf. Appendix 2 for an account of what we did spend.
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The misery and bit.erness ot unemployment under-
mined men’s confidence in the decency, let alone
the generosity, of the community to which they
belong. It is not forgotten that other countries, New
Zealand, for instance, showed far more courage and
generosity in like circumstances. The shock of
unemployment affects not only the unemployed
themselves but many others in a wide circle, most
of all their children. It will take years to overcome
the fears which the bad time brought, and the mis-
trust of the community which failed in so signal a
manner to rescue those on whom the blow fell.

10



CHAPTER TWO

The Task of Management in Competitive
Mass Production

I

IN a society which insists that free and open com-
%etition is a corollary of freedom and is therefore

e retained at all costs, the individual factories in
each class of industry will be forced to strain every
nerve in order to return and maintain a profit. The
way in which an industry will be conducted will be
governed very largely by the intensity of competi-
tion in its field. Igor the intensity of competition
varies very greatly from one industry to another.
Changes of process, inventions, combinations and
many other ll;ctors are continually operating to shift
its pressure. It is most intense where there are either
too large a number of small independent concerns
in the same field, or a small number of unassociated
large concerns competing for monopoly.

o intense has competition between concerns
become in some fields tKat we speak of ‘‘cut-throat
competition.” Competition has so reduced the
margin of profit, even in the largest industries, that
competing companies are being driven to form pro-
tective associations, such as price rings and cartels,
in order to control its useless and destructive
forces.

How does competition affect the organisation of
a factory and the lives of the people who work in it ?
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What.tyges of puipose engage their thoughts and
energies

In the main, competition in industry forces
movement in one or more of three directions:—

(i) Improvement in design.
(iig Increase in quantity of production, with or
without disproportionate price increase.
(iii) Reduction of manufacturing costs.

(i) Improvement in design is subject to the
limitation that frequent improvement involves
costly plant alterations. (ii) Increase in quantity
implies greater output from plant and labour force.
(iii) Reduction of manufacturing costs implies one
or more of three things:—

b) Greater output from plant and labour force.

a) Reduction of material costs.
¢) Reduction of wages.

(@) Reduction of material costs is limited in the
main by market prices.

(b) Since the maximum productive capacitz of
a machine is the output obtained when the machine
is run continuously at its maximum speed, with an
allowance for maintenance time, the limiting factor
in output, given adequate supplies of material, is
the abulity of the labour force to operate the plant
at its maximum speed.

(c) Wage rates are affected by the degree of skill
required to operate the plant.

e find, thperefore, that competition in industry
resolves itself into a struggle to obtain greater out-
put from plant requiring the minimum of skill to
operate it. Theseare the twoends, then, to which the
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greater part of managerial actiyity in competitive
industry is directed; the provision of plant which
can be operated with a minimum of skill, and of a
labour force which shall operate that plant as nearly
as possible to its maximum capacity. It follows that
the internal organisation of a factory, and through
it the lives of the people who work in it, will be
governed by the relative urgency of the need to
attain these ends.

Concerns which do not operate under the pres-
sure of intense competition have not the same need
to attain these ends and their organisation can be
directed at least in part to other ends.

This division of industry into two separate and
distinct classes, operating under conditions of com-
petition Which differ greatly in degree, must be
clearly understood if we are to follow the effects of
competition on the industries most subject to it. On
the one hand, we have those concerns holding
monopolies, or concerns which are protected by
price rings, etc.,and, on the other, industries subject
to intense competition. In the former the saving of
time and money has ceased to be the paramount
interest, and management is more often concerned
with maintenance of the standard of quality of its
products. Markets are more stable and assured, and
this in turn Tprovides continuity of employment for
gersonm_el. he %reater sense of security engendered

y continuity of employment attracts a better and
more responstble type of employee, and this in turn
induces a higher standard in management.

These concerns are the breeding ground of
industrial experiment. Works Councilsand partner-
ship schemes are tried out. A great deal of time and
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thought is often gtven to the general welfare of the
workers. Much time and money is often expended.
in compiling data for the guidance of management
in the more humane methods of handling labour.
So much so that not only have we come to take it for
%ranted, and even to expect it of these concerns,

ut we tend to judge the progress of industry in
general by their progress. At least, we hold them u
as shining examples to the rest of industry. We
assume that what they have done can also be done
all through industry, and we take it for granted too
readily that the reason the rest of industry is less
progressive is that it lacks the will.

This is by no means the whole truth. The condi-
tions governing competitive industry often pre-
clude all but the most meagre attempts to give pur-
pose to the work of the employee, or consideration
to the effect of his work upon his life and character.

We have said that in competitive industry the
greater part of managerial effort is directed to the
attainment of maximum output from plant requir-
ing a minimum of skill to operate it. How is this
interpreted in terms of organisation and what part
does it play in the frustration of purpose in these
industries ?

If maximum output is to be obtained from plant
requiring the minimum of skill to operate it, we
must first provide such plant, and then so arrange
and plan the work to be done on it that it can be
carried out in the shortest fossible time by labour
having the minimum of skill. So to begin with, our
organisation must provide us with the services of a
number of highly skilled technicians, whose task it
will be to eliminate as far as possible the need for
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Al

skill and time-consuming effor?, such as thought
and movement, on the part of labour. In short, these
men must foster automaticity. Next we must try to
find labour to whom automaticity is no burlg'en.
This labour force should have sufficient intelligence
to carry out instructions and no more; otherwise it
will soon become bored and troublesome with con-
sequent loss of output. However, despite all our
precautions, there will, of course, be troubles both
mechanical and labour, and these we must over-
come in the shortest space of time. Further, since
few men are capable of exerting or willing to exert
themselves to the limit of their capacity continu-
ously, we must, if we are to obtain maximum output,
provide a,means of inducing them to do so. This we
will do by introducing bonus schemes and by pro-
viding suitable overseers.

So much, then, for the skeleton of our organisa-
tion. Broadly speaking we have classified our per-
sonnel into three categories, technical personnel,
supervisory personnel, and labour force. For the
technical personnel we have provided work requir-
ing a high degree of skill and judgment, and an up-
to-date knowledge of modern processes, materials,
and methods of manufacture. For these men at
least there are sufficiently engrossing purposes.
How will the second class, the supervisory grades,
fare ? Theirs is the task of maintaining discipline
and of extragting the maximum effort from the
labour force. The purpose which their job compels
them to pursue may sharpen their wits but morally
it will be marred by the harshness of their task. For
the labour force there can be but one purpose, the
monetary reward for its labour.
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I

Let us now look a little closér and try to see how
this organisation works in practice.

Our technical men we will find working quietly
and happily in a corner absorbed in expériment and
abstruse calculations. For the purpose of this
enquiry we can forget them. The burden of pro-
duction falls elsewhere; it is the job of the super-
vision and labour force. Here is concentrated most
of the suffering and frustration of purpose in com-

etitive industry. These conditions we will try to
illustrate, but first we must know what is meant by
supervision and also something of the conditions
which competitive industry imposes upon it.

Supervision as applied to industry is a term which
denotes the lower grades of controlling personnel.
The amount of supervision and the %orm that it
takes vary in different factories and classes of
industry. In its most usual form it covers the grades
of leading hand or charge hand, foreman, senior
foreman and superintendent. A leading hand or
charge hand is usually allotted to each group of ten
or twenty workmen. Similar grouping carries res-
})onsibility through the grades of foremen, senior

oremen and departmental superintendents, in that
order, to the works manager. Between them these
are the men who control the day-to-day activities of
hundreds of working men and women. Colfectively,
as we have seen, they are primarily responsible for
the extraction of the highest possible output from
the plant and the labour force. That responsibility
makes its own demands upon the supervision. The
supervisors must be able to anticipate troubles and
difficulties and when they arise overcome them in
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the shortest space of time. Disdipline, an increas-
ingly important fagtor in high-speed repetitive
industry, must be maintained. Obviously much of
the supervisors’ time will be taken up with the con-
trol of labour.

The marshalling of a large flow of varied parts
through all their separate operations to a planned
time schedule is a task of considerable complexity,
but the full utilisation of plant and labour which 1s
necessary for maximum output is only possible
when each section of the factory is running to that
schedule. It will be realised that when all these
sections are so interdependent, a stoppage on any
one of them can seriously affect a number of others,
and may even bring some of them to a standstill ;
and since neither men nor machines are so perfect
that they never give trouble, and since modern
production demands a great deal of complex equip-
ment, the number of different ways in which a stop-
page can occur is very considerable. As a result of
all this the individual supervisor has continually
to be giving fresh instructions which, moreover, he
must make sure are carried out.

So the task of supervision, if it is to be carried out
intelligently with proper regard for the individuals
being directed, calls f%r qualities of leadership and
initiative on the part of the individual supervisor.
Leadership is compounded of many qualities, some
of them hard to define. Of the more obvious an
innate sense of justice is perhaps the most essential.
The true leader must bet%te all else be able to weigh
fairly the pros and cons of a case and give a just
decision. Real leadership is not a matter of giving
autocratic instructions but rather of probing to find
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the truth and then acting accordinfg to the findings.
Snap decisions are the opposite of true leadership.
If this be true, then good H:adershi must not grudge
time. But the saving of time is the god that com-
petitive industry serves, and so for this among other
reasons real leadership is at a discount in com-
Eetitive industry, and autocracy finds preference.

ut any form of despotism must necessarily wield
an effective weapon. In competitive industry that
weapon is the power to dismissamaninstantly,and,
with unemployment as we know it, this can indeed
be an effective weapon.

And so we find that the chief qualifications
required of the supervisor are exceptional energy
and drive and the agility to enforce the carrying out
of instructions.

Now part of the need for these qualities arises
from the fact that the management is seldom if ever
satisfied with the output from a factory. Itis always
demanding more. It has to; because competition
compels the firm to do everything possible to maxi-
mise output. The supervisor with threats and shouts
passes these demands on to his labour. Occasionally,
to show he means business, he uses some trivial
incident such as the length of time a man has been
away at a lavatory as the starting-point for a scene,
whichisintended to end in the man being dismissed.
It usually does. As the workman well knows, an
appeal to a higher authority will avail him nothing,
because managements fear the loss of discipline far
too much to dare to reverse the decisions of their
foremen.

Such engineered scenes are an established part of
the machinery which many foremen use to control
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[ ]

their labour. We have often in cdmpetitive industry
heard foremen anaounce to their intimates on
arrival at the works in the morning that they are
“‘going to shake the place up a bit today”’ and *“‘sort
somebody cut,” with the result that the first person
who gives the slightest opening to the foreman finds
himself out of a job. The thing is started by a direct
accusation by the foreman, who then beats up the
workman'’s emotions by using abusive language and
shouting at him. The man becomes heated, says
something to which the foreman can take exception,
and is threatened with dismissal. More often than
not, this threat induces the man to tell the foreman
that if that is how he feels, he can do the job himself.
This is just what the foreman wants him to say,
because it places the foreman in an unassailable
position and gives validity to the discharge, however
weak the original pretext for it may have been.

There are two possible consequences of this
method of discharging a man which are worth
noting, although probably they rarely occur. Should
the man apply for unemployment benefit, his Ex-
change will write to his firmasking if work was avail-
able gor the man at the time of his discharge, and if
so whether he refused to do it. Should the question
be referred, as it often is, to the foreman, it is pos-
sible for the answer to be given in the affirmative,
and thesefore the payment of benefit be prejudiced.
When the man seeks other employment his pros-
pective employer will usually communicate with
the people who last employed him, and again the
foreman may decide to give an unfavourable reply.
The news which soon comes to his mates that the
discharged man has been denied benefit and is still
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out of a job has, of course, a powerful effect on the
men he has been working with.

Whilst the foregoing is a typical example of the
methods adopted by many foremen and men in
supervisory grades in competitive industries, it
should not be inferred that they are methods of
their own choosing.

These men themselves are often subject to a
tyranny no less severe than that which they impose
on others. Production schedules are usually worked
out on the assumption that everything will go
smoothly, but it seldom does. Tools and machinery
break down. Sickness depletes the labour force.
Material is found to be not to size ; sheet metal, for
instance, may be several thousandth of an inch too
thick, so that it jams in a press tool. Production
often lags behind schedule. There are arguments
and meetings. The foreman is told that if he cannot
get the required output “somebody else can,” or
the works manager suggests that Mr. Smith should
go and put Mr.%ones s department in order.

Small wonder that Mr. fones leaves the meeting
furiously determined ‘‘to make something move.
If a man should leave his bench he notes the time
he is away, and pounces on him as soon as he returns
demanding to know where he has been. He goes out
to the lavatory and thumps on the doors. For a week
he is like a human devil. Production does gn up but
the workmen begin to erect defences. They study
the foreman’s habits and work out an elaborate
system of dodges designed to protect them from
being driven too hard. Someone using a drill forces
it; it breaks and the person makes a roundabout
trip to the store for a new one. Someone overdrives
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a cutter and the edge is burnt, and he has to have it
reground by the setter. A drawing of a part is ““lost.”

n time the foreman discovers these dodges. His
attitude hagdens still further, and where once he
felt inwardly some sympathy with his men, he now
becomes convinced that they are dodgers and
loafers. Where once his conscience troubled him
when he discharged a man unfairly, he now sacks
men without compunction.

Since his success depends so largely upon his
ability to overcomedifficulties quickly, heistempted
to adopt any expedient, however unethical it
may be, which will enable him to do so. He is con-
tinually being approached by men who ask for wage
increases, or who have become bored with the work
they have been doing and ask for a change to another
machine. The foreman has learnt from experience
that it is almost impossible for him to get the
management to grant even a small wage increase
however justifiable the request may be. He ma
know that the man has done a good job, and that if
he turns the request down flatly the man will lose
interest and his output will sufter. So he fobs him
off with a story, ““leave it to me and I will see what
I can do for you,” “you give me the output I want
and I’ll get you your increase.” Anything does so
long as it will get the man back to work. %‘he man
applies again next week and is fobbed off with
another story. The thing continues until the man
becomes resigned to the fact that he will never get it
and gives up asking.

A%ew yes-men more artful than the rest cling to
the foreman and become his favourites. They feed
him with tittle-tattle and gossip from the shop, and
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inform him of the latest dodges. A few more see
through the whole business, feel sorry for the fore-
man and develop a strange admiration for him. The
rest loathe him and through him the management.

This drive and forcing of the pace, which is so
persistent in competitive industry, breeds distrust
and a general sense of insecurity. No employee can
be sure when he leaves home in the morning that
he will still have his job at the end of the day. This
sense of insecurity is not confined to the labour
force. The very nature of the conditions governing
competitive industry compels the management to
hold its personnel under contracts of the shortest
duration, because only by this means can it instil
the fear which produces the needed drive and
energy. Even the technicians and managers are all
liable to be changed suddenly. In some factories the
labour turnover in peace-time was such that there
was a constant flow of persons being discharged and
a corresponding steady intake.

111

Moreover, there is no established procedure
governing promotion. Nor is it thought necessary
that people should prepare for it by taking a course
of instruction. For the supervisory grades, at least,
promotion depends almost entirely on how one uses
one’s wits, and the battle which ensues is often
quite merciless. Distortion of facts and mis-
representation are an accepted weapon of self-
defence, and since under the conditions of modern
high-speed repetitive production it is extremely
diﬁicuﬁ to maintain accurate and up-to-date
detailed records, without carrying an almost
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prohibitive non-productive staf?, it is often difficult
to disprove such stgtements.

The inability of controlling personnel to give a
true and unbiased account of any given situation is
most striking. Seldom can a report be accepted as
it stands ; each statement has tobe probed and tested.
That this is so, is due to the fact that people are
always on the defensive because they are being
driven almost continuously.

Ethical qualities are not taken into account when
the men are promoted purely on the ground that
they have competitive drive; and it is not at all
uncommon for an uneducated workman, who has
no training but has this demonic energy, to be
placed oyer men of good education, who are tech-
nical specialists. Power does not make such men
more just. Supervision chosen with so complete a
disregard for character, ability and integrity has
a stultifying effect on the labour it controls.
Favouritism, the continual passing of good bonus
work to particular individuals, for instance, be-
comes rife.

v

That the conditions we have described are
brought about by the forces inherent in competition
seems to have been proved by the experience of a
large menopoly concern, which set out to market a
new product in a highly competitive field. This con-
cern had held a monopoly in its own field for many
years. It was a concern of the highest repute and was
well known as a progressive and humane employer
of labour. Many of its employees had served in the
company for over forty years and some boasted both
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a father and a grandfather who had served it longer.
The relations between management and labour
were sound and friendly and the former took a lively
interest in its labour’s welfare. Employees were
encouraged to participate in a limitetf' partnership
and themselves operated a contributory pension
scheme. A representative committee of workers
helped to frame and to modify the company’s rules
andp regulations governing employment. There was
an established procedure governing promotion;
thisincluded a scrutiny of the man’s record followed
by a period of probationary servige before he was
confirmed in his new appointment. The duties of
controlling personnel were clearly defined and
made known to all conerned, and in contra-distinc-
tion to conditions in competitive industry, there
was an almost complete absence of interference
from above. When trouble arose in a department,
the higher management did not descend upon it
charged with distrust and ready to make lgastily
considered and sweeping changes; it called the
personnel who were involved aside and gave con-
sidered judgment only when it had had an expres-
sion of different points of view from these people.

In short, although the central direction was fun-
damentally autocratic, it was autocracy tempered
with paternalism and was not altogether blind to the
value of labour’s power to contribute something to
efficient management.

This company decided to enter another market,
which was increasing, but highly competitive. It
developed a series of components and started a new
department to manufacture them. The key-men
and most of the labour for the new department were
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drawn from the rest ot the factory; most of them
were old employeeg well versed in the company’s
methods. But although very considerable orders
were received for the new component, the new
department’did not pay its way. Better machinery
was installed and every effort was made to speed up
plioduction, but the department was still running at
a loss.

Finally, when all else had failed, a change of
policy concerning this department was made. The
change was effected Erincnpally by the supersession
of corporate effort by completely autocratic con-
trol. In the past discussion had often preceded
action; now discussion was eliminated and orders
were given instead. Men who were considered to
be below required efficiency were removed, em-
ployees of long standing being given work outside
the department. The supervision was changed
without formality. It soon became evident that to
question an order was to court trouble. A new
controller harried the foremen, who in turn harried
everyone else. Rates were cut, and a sit-down
strike occurred.

Gradually all the symptoms of competitive indus-
try began to appear, distrust and suspicion on the
part of supervision, bitterness and antagonism
towards the management on the part of the
workers, and for both a general sense of insecurity
and a feeling that one was no longer a respected
employee but a cog in a machine.

et the new policy sutceeded, and the depart-
ment was soon placed on a paying footing.

The character of an institution is necessarily
largely moulded by the character of the people who
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run it, but men of character and high purpose find
as a rule little attraction to a life which offers neither
security nor stability even to its qualified men. This
question of the attraction to competitive indust
of men possessing ability and integrity is one whic
holds the key to many of our problems. But merely
to attract such men will not be enough; of equal
urgency is the need for proper training in the art
and science of modern industrial management.
Technical training is not enough. An army which
only trained its officers and its N.C.O.s in the use of
their weapons would find itself reduced to a condi-
tion of chaos as soon as it started to move. The
organisation required by an army of a hundred
thousand men is indeed a complex one, but it may
be doubted whether it is any more complex than
that which is required by an industry which employs
asimilar number of men. Yet seldom do the officers
and N.C.O.s of industry receive any training beyond
such technical instruction as is required to enable
them to understand and operate the mechanical
equipment of their trade.

The Essential Works Order did much to induce
a realisation of this need. The fact that production
has in the past been mainly secured by the weapon
of the threat of instant dismissal has been amply
proved under its regulations. With the removal of
that weapon, many men who before the war were
successful supervisors were left helpless, and unable
to get results which were in any way comparable
with their past records. As a typical example one
may quote the case of a works manager known to the
writers. This man had been with his-employers
many years. He was, on account of his drive and
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energy, considered to be the backbone of the con-
cern and he had in fact done much to build it up.
But when confronted with the new conditions he
was a complete failure. When taxed by the manage-
ment he could only say: “Give me back my old
power’’ (the threat of dismissal) “and I will give you
the production you want.”

et, however mollifying the effect of trained
administrators may be, the experience in the case
which has been described must raise the doubt
whether the trained administrator will be even as
successful as his predecessor in gaining the ends
dictated by really competitive industry.

The eflects of the conditions characteristic of
highly competitive industry are twofold. Either
men are turned in upon themselves and stifled by a
sense of hopelessness and frustration, or they are
forced, in order to climb out of the mess, to trample
upon one another. In either case self-preservation
becomes the chief goal to each and every man. There
is no higher end to which men can strive, it is pure
survival of the fittest for survival’s sake alone.

What then can we do ? Is there really no less costly
way of purchasing the benefits of this industrial age?
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CHAPTER THREE

The Effect of Certain Forms of Competitive
Industry on the Individual and His Purposes

E now come to the question we set out to

study, the effect on character of employment
ina competitive industrial system, and in particular,
the scope and stimulus which there are for the
creative purposiveness of the individual in such a
system, the extent to which it helps him to attain
spiritual maturity.

I
CORPORATE PURPOSE

(A) Nothing is more exhilarating than to be
caught up in common purpose, to work extremely
hard in willing co-operation with a lot of other
people. The tonic of working together is sometimes
very stimulating even if the common purpose is dull
or vague or immoral*. Without working very hard
there is pleasure in belonging to a society of people
who share a common experience and enjoy a com-
mon life. It is widely believed that eoplle get these
satisfactions througK working at a factory. It is not
easy to estimate how much truth thereis ir thisidea.
Factory people “don’t take no notice” as they say,
they take what comes without much analysis,
and can give little account of their experience.

® The exhilaration which German people found in devoting
themselves to the purposes of the Nazi Party was very little
affected by the moral quality of these purposes.
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The writers feel that at all the tactories they have
worked in there has been the sense of entering a
society. The readiness and friendliness of personal
greeting help this impression. One asks oneself
whether behind the greeting there is in fact a social
experience that really enhances the value of life. It
would not be true to answer this question in the
negative. The sign of this is that you know whether
you are welcome in the society or not. There is a
variable degree of sociality that provides a slight
heightening of the interest of life, at the very least
a desire to be “in the know” about all that is going
on, which is a factor in making people not want to
stay awa{. Esfpecially women have found in the
society of the factory a relief from the monotony of
home life. But stronger feelings of fatigue or irrita-
tion or the desire to give annoyance can easily over-
power a social experience which has not developed

veniy far.
n many factories it has not in fact developed very
far. It is not understood or valued by anybody con-
cerned. There seems to be very little sense of pur-
pose shared with the community or of a service
rendered to it*. People may be working on a pro-
duct which is an outstanding triumph of the human
mind, but they have no notion of it. They work
without comprehension and without pride; they
work blind. Modern methods include a breaking
down of jobs tg reduce them to a few simple move-
ments which can be carried out by cheap unskilled
labour, so that nearly everﬁbody is working on some
small repetitive job which carries no significance.
® For a contrary view Cf G. S. Walpole, Management and
Men, p. 18,
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Nobody tells them what it is all for. The dignity of
service, which ought to conduce to self-respect and
a reasoned sense of the moral end of labour, is con-
tinually vitiated by the knowledge that the chief
issue of any man’s work is to put money into
another man’s pocket. Men would not mind this
very much if the money that went into their own
assured them of reasonable comfort and security.
But it often does not.

There are, of course, firms where everyone is
proud of the chains they make, or the chocolate, or
the soap. Such managements take pains to infuse
a sense of corporate purpose by education, recrea-
tion that brings people together, welfare and so on.
It is not necessary to go into motives, they may be
humanitarian or merely a matter of good business.
In either case paternalism probably does not stimu-
late independence or a democratic spirit, and it
seems doubtful whether such firms are numerous
enough to make much difference on the national
scale.

On the other hand, it must be said that even in
firms that have no urge towards paternalism, good
organisation can do much to generate the sense of
common purpose ; everyone gets a satisfaction from
the sense of urgency and achievement, and the
feeling of being necessary to the community. Men
even get a kick out of doing a full night’s work after
a full day; a crisis is a welcome change in a dull life
and the sense of virtue is agreeable. But this satis-
faction is sacrificed when the pace becomes too hot,
and men are all the time overdriven. In the war it
seems often to have happened that men were kept
in on overtime to do a supposedly urgent piece of
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work and then have seen it lying about uncollected
for days; this has damaged their willingness to put
themselves about for other urgencies. They feel
there is not really any adequate purpose behind
such drives.

Sometimes a small set of men working together
develop their own group feeling and their own sense
of common purpose. Mark Benny spoke of this in
his Over to lgorzgers; he describes how he and a few
other men were on a job together for many months
and got to know one another and rely on one
another’s characteristics and abilities. “It was
deeply, deeply satisfying,” he says.

his satisfying sense of common purpose and the
stimulus of responsibility are of[t,en spoiled or
destroyed by the conflict of interest between the
management and the rank and file. These two
groups belong to the same social class so that there
should be mutual understanding, but their interests
are opposed and there is a great gulf fixed.

The following incident illustrates a common
state of affairs. A young superintendent was rightly
annoyed because his people got into the habit of
leaving their benches early on Friday to queue u
for pay, and then stampeding for the buses, whic
then sometimes left five minutes before time. So
one Friday he telephoned the factory police to lock
the gates *en minutes before time and not open
them a minutg early. Bus loads of furious people
were kept waiting in the yard for five minutes. The
next morning they were so enraged that they did
hardly any work at all. This loss of time did the
manager no good, and the progressive loss of the
conﬁgence of his workers did him harm. In pre-war
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days such actions were often part of tihe accepted
method of enforcing disciplins, and they' ministered
agreeably to the sense of power. Nothing' could have
revealed more unmistakenly the absen\ce of any
concern for mutual consideration, or+ for the
development of common purpose betweer  manage-
ment and men. '

One common incident in factory life iacts as a
deterrent to any sense of common purpos e which
the worker may naturally have. This is the: neglect
of suggestions for the improvement of priocesses
and the speed up of work which the worktsr may
offer. In some works there are suggestion boxies and
men are encouraged to send in any ideas they' have.
They may get some reward for any that are a o\pted,
This is a better plan than leaving them to put their
notions to a charge hand or foreman ; for it may\not
suit anybody’s interest to allow a subordinate to
obtain the credit of a good idea. Other firms caninot
trust themselves to put up boxes; they think ithe
opportunity to put in scurrilous remarks about t\he
management would be bad for discipline. It is celr-
tainly true that most of such suggestions are of no u'se
at all*, but one working man was right when he said

* This has been the experience of one of the writers, John
Winnington. But where the relations between management
and men are good the proportion of sensible suggestions may
be better. G. S. Walpole in his Management and Men (p. 192)
quotes from his company’s Works Newspaper: “Since the
Production Suggestions ?stem was inadgurated, 57 sug-
gestions have been received from 33 members of the organisa-
tion. 31 of these have been’put into operation, 20 have been
found impracticable (in some instances because of objections
from the Ministry or main contractor), three are still under
consideration and three were considered not to be suitable
for Suggestion Form procedure.”
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to one of the writers that if you put up a suggestion
you ought to %ct an jnterview to explain it; such
interviews could be used to encourage the sense of
corporate purpose and loyalty. The neglect of such
suggestions can be very galling when men are made
to go on working in ways they know to be time-
wasting and senseless ; either production is impor-
tant, in which case every improvement ought to be
encouraged, or else it is not, in which case nobody
ought to be made to sweat for it. It is one thing to
turn down a suggestion for sensible reasons, and
another to treat a man’s intelligence as if it was not
there. A man known to the writers was working a
machine whose cutter continually broke down. The
firm tried various methods for curing this defect but
there was ho improvement and they gave up the
attempt. But the man could not give up working the
machine, he was tied to it all day long, and could
not let the problem alone. At last after prolonged
attention he was convinced he had foundp out what
was wrong and how to put it right. However, the
management would not listen to him. They were
tired of the subject. They did not say his suggestion
was too expensive or would not work, they would
not let him speak of it. He had to go on working the
machine as it was and losing bonus every time the
cutter broke down. When this sort of thing goes
on for years, and the directors try to make good
losses due to their inefficiency by cutting wages, it
is not surprising that there are strikes. Many strikes
must be due to such cumulative irritation; most
notoriously, perhaps, in the coal trade.

(B) During the war efforts were made to over-
come the loss of production which ariggasI TN

i
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frustration of the impulse of common purpose, and
to build up a spirit of co-operation partly by propa-
%gnda and partly by Joint Production Committees.
he propaganda was not in our opinion very suc-
cessful; 1t was not believed. One of the most dis-
quieting thin%s about the temper of the working
man today is his scepticism about the information
coming from the most reputable sources; anything
that is 1n the more responsible papers or published
by the B.B.C. or was brought to light in the (co-
aﬁtion) House of Commons is discredited as propa-
ganda. Bombs have been the best pep talk and they
were not so effective outside their explosion range.
The Joint Production Committees were designed
to overcome the irritation of neglected suggestions,
to improve organisation and to give workers that
heightened enjoyment of responsibility which
comes of sharing in the planning as well as in the
execution of common purpose; and in all these
ways to do something to heal the long hostility be-
tween management and the rank and file. In the last
war, the Whitley Councils were set up in the hope of
improving relations between management and men.
Most of them petered out because there was not
proper backing from the management side. In many
places the same seems to be true of the Joint Pro-
duction Committees. One labour manager respon-
sible for several factories said to one of the writers:
“My idea is that Joint Production Committees are
waste of time. My hope is to get the workers to take
the same view.”” This was not difficult. The workers
had little confidence in the scheme; they did not
always bother to take any interest or see to it that
goody people were elected to represent them. The
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tendency was to choose toolmakers. This does not
necessarily indicate a great value set by the workers
on skill. "i‘he work of the toolmaker allows and
encourages more initiative and independence of
mind than most other work, and accordingly in
many factories the toolmakers give more trouble
than any other set of men; production workers are
apt to admire this capacity to make trouble and
waste time by endless agitation. When this happens
a cunning chairman can rule out of order most of
the suggestions that are brought up; these tend at
first to be time-honoured grievances which are said
to have “nothing to do with production.” After a
good deal of this the workers lose heart. If the trade
unions had perceived their opportunity they would
have seen to it that all over the country sensible men
were elected, and then given them some coaching
in committee procedure. Both sides seem to have
lost a valuable opportunity of building up a sound
sense of corgorate purpose.

It would be interesting to have a comprehensive
account of what the Joint Production Committees
have actually achieved, but it is doubtful whether
records have been kept at the factories which would
make such a review possible. The publication on
Joint Production Machinery by I.L.O. has a small
section on results, from which one gets the im-
pression that where both sides were ready to co-
operate the work of the committees was well worth
while, but that this was by no means always the
case. The Minister of Fuel and Power, speaking in
the House of Commons on June 23, 1943 §see
Parliamentary Debates, Vol. 390, No. 79, col. 1232),
said:
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{

“I do not think . . . the pit production committee has
been appreciated by the managements. . . . From a sur-
vey that I have made—it is not a complete survey—one
in four of the pit production committees is functioning
really effectively, but on the other hand one of the
remaining three is almost ineffective for the purposes for
which it was set up. There are a number of circumstances
which affect the usefulness of pit production committees
—the industrial relations in the area, the character of
regional control, and above all the attitude of manage-
ments.”

Mr. Jack Tanner, President of the Amalgamated
Engineering Union, is reported to have said:

“The J.P.C. movement was initiated by the workers
and their organisations. The committees were only set up
and developed by constant and unremitting pressure
from the workers’ side.”

A letter from a works manager—quoted from
The Engineer May 7, 1943—said that the main
object of the committees was to reduce waste.

“The following examples of waste are the most
obvious: absenteeism, bad time-keeping, the making of
articles for private use, the concealing of faulty work, and
evasion of inspection. The attitude of the majority of
shop stewards, who are normally the mouthpiece of the
workpeople in negotiations between labour and manage-
ment, has been disappointing and the; have obviously
found it difficult to adjust themselves to this new sphere
of co-operation. They have often sought to use the meet-
ings to bring forward complaints regarding working con-
ditions and have conveyed the impression of not being
interested in the objective of the scheme, which is output.
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Generally speaking wort:people who have not repre-
sented labour in contentious negotiations have adjusted
themselves more readily to the work of the committee.”

The view that bad working conditions have
nothing to do with output is mistaken ; on the other
hand one recognises the agitator who is only con-
cerned to waste time*.

(C) It has been suggested that many factories are
neither inspired to any extent by a purpose of service
rendered to the community, nor united in a com-
mon purpose to promote the success of the factory,
because of the internal conflict between the manage-
ment and workers; have the workers in the last
resort a sound sense of common purpose among
themselves ? If not, what is the basis of the sense of
community that one does get ? What does the society
that one is aware of live on?

It seems to live largely on gossip, on humour and
rumour, on a certain degree of common awareness
of all that is going on, on the perpetual interest of
sizing peoi)le up and divining what they are after;
on the collections that are taken up, in some fac-
tories almost weekly, for those away through long

* This I.L.O. report refers to the following other studies:
P.E.P., No. 189, Production Committees, articles by G. D. H.
Cole in the New Statesman and Nation, a series of articles in
the Daily Herald, a report by the Association of Building
Techniciane entitled Production Committees for Building and
the Technician’s .Part in them, Socialist Commentary article,
by Allan Flanders, Aug., 1943, Third Report, November, 1942.
For a most interesting account of a Joint Committee set up
before the war, which has beén found very successful, see
G. S. Walpole, Management and Men. This book confirms
from the point of view of the employer the general tenor
of the observations of the present writers.
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sickness ; on common grievance ; to some extent on
the friendships that are formed and contribute to
the sense of community. Friendship does not flour-
ish in all factories ; where the noise or the nature of
thework prohibits conversation,where the workers’
homes are scattered and their one desire when work
is over is to catch their buses, there is little oppor-
tunity for the close personal acquaintance that
enriches life. On the other hand, in places where it is
possible to talk at work, where pe(:ip e work in teams,
there may be an undeclared dividend in friendship
which means a great deal.

Within the general atmosphere of vague sociality
a variety of true corporate purposes are born from
time to time and fade out. Sometimes there will be
a drive for recreation or discussion groups, or for
changes in hours or tea-breaks, but these seem
short-lived. Semi-permanent groups sometimes
form in the canteen, especially among young men
who enjoy arguing, but the canteen is a very public
place and many people avoid perfectly good can-
teens for this reason. Sometimes, the er will put
up a club or foster the development of communal
recreation at the factory out of working hours, but
these do not always flourish.

It is impossible to generalise, but we have the
impression that the potential sociality of factory
life is for the most part not brought to frvition, and
poverty of contacts and of friendshio is the lot of
many people who live in a perpetual crowd.

The strongest bond between workers is often
community of grievance. Grievance manifests itself
in a variety of ways. In a healthy community it
generates purposive action. This means that the
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emotion of discontent is taken up into thought, and
the energy of it is focused on the question, what
can bedone? Theanswer to this question produces a
policy, and the emotion is canalised as a kind of
internal-combustion fuel to get things moving. Such
considered and concerted action is good, because
grievances tend to be removed by it, and also be-
cause emotion spends itself in action. Men who are
thinking out their proposed remedy and bringin
their mind to bear upon it will listen to reason.
wise firm will wish to bring grievance into the open
as soon as possible. The experience of translating it
into purpose and going into action teaches people
how to go about matters reasonably, and has in
some industries led the trade unions through a
long history of negotiation without ruinous conflict.
But many firms do not act with so much sense,
and apathy ensues from frustration and inaction.
Moreover, the constructive reaction to grievance in
terms of purpose requires of the workers gifts of
judgment and self-control which are often lacking.
n many factories certain perennial grievances seem
to lie about for ever, taken for granted by everybody
in a good-humoured sort of way, unti{ something
happens to aggravate the workers, and there is a
change of mood to surliness and obstruction. Then
suddenly the pervading irritation ignites, and the
whole factary is solid in resisting some quite reason-
able instruction. The circumstance which precipi-
tates such a crisis may be so petty that it is hardly
identifiable. Many strikes are caused in this way.
Such a conflagration may not be at all an expres-
sion of anything so rational as corporate purpose;; it
may be a blind explosion of pent-up emotion; the
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action taken may be quite senseless and ruinous to
the interests of the workers. It may be exploited by
some interested party like a trade union secretary,
who may not even belong to the factory, but has
some purpose of his own of which the factory
people are unaware. He may be anxious to have a
flare-up in order to advertise himself and hold down
his job; the workers will respond helplessly to his
manipulation, in gratitude to anyone who will give
them the blessed relief of excitement.

The tendency for the workers to form corporate
purposes and carry them out is impeded by their
competitiveness against one another, and piece
rates tend to keep this competitiveness alive and
effective.

One worker said to one of the writers: “There is
such a thing as mass thought, you know. If you think
the same as the man next to you, you’re all right.
But if you don’t, if you’re seen bringing in a book or
anything like that, you’re not. It’s very difficult to
stand up to ridicule.” He thought this was the
reason why some men did not join discussion
groups.

The bondage of “mass thought” lies far below
the level of purpose, which is a function of reason.
Irresistible compulsive habit is the mark of the
herd, the lowest form of community. It was of the
most civilised people in the world tha: Pericles
said: “If a man chooses to go his bwn way and
we think that way peculiar, we do not penalise
him with nasty looks, for we believe in freedom.”
(Thucydides, 11, 37.) The factory is not nearly so
civilised as this.
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11
LONG-TERM. INDIVIDUAL PURPOSE

We have seen that in a factory corporate purpose
shared with the community 1s practically non-
existent, except in time of crisis, that internal fac-
tory loyalty is impaired by the conflict of interest
between management and worker, and that grou
feeling among the workers themselves often falll;
far short of purpose either because the workers are
competing against one another or because they fail
to understand how to canalise their common desire
for better conditions into coherent purposes.
We have now to ask what scope there is for
personal purposes both of long- and short-term
range.

(%\) Dorothy Sayers in a book called Why Work?
has raised the question of the underlying funda-
mental purpose of daily work. Her answer to it
brings out the contrast between what work can mean
for the few who are fortunate, and what it means for
the many. She says the ultimate purpose of work is
to ﬁlorify God, by doing a job well. It is one of the
unhappiest facts about our civilisation that fewer
and fewer jobs can be done well, more and more
machines are designed so that if the operation is
carried out at all it 1s done as well as it can be done;
there is no room for excellence. It is possible, of
course, for the humiliation of a job of this kind
(and there is humiliation in it) to be offered to God
as a mortification, but few people have the vocation
to mortification. The normal and proper reward of

ride in workmanship, which is what Dorothy
ayers has in mind, is unknown to the men and
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women, boys and girls, who have to do a great deal
of the work in our factories.

God can be glorified not only by the work that is
done, but also by the spiritin which it is done. Many
factory people are convinced of the truth of the
second commandment, and believe that there is no
stronger evidence of the love of God, and no du
more clearly owing to Him, than the kindness of
men and women to each other. They are the more
resentful of the fact that the competitiveness of fac-
tory life tends to penalise those who practise this
ethic. Men have said to us: “Christianity means
doing right by your neighbour; but in industry you
must do your neighbour down or he’ll do you
down.” They feel that this competitiveness is
deeply embedded in the whole capitalistic system
of today, and that if Christianity were a living reli-
gion it would destroy capitalism.

Those who live in more security probably think
that this dislike of competition is exaggerated. We
have been to schools where we competed in exami-
nations, and in es, and think competition is a
bracing and wholesome thing. So it is as we knew it.
The competitiveness of games is quite different
from the competition the working man objects to
as un-Christian. Games are played according to
rules, and the rules are basecf on the assumption
that two things are more important than winning :
one is the person you are playinf against—there are
rules to prevent serious personal injury ; the other is
the @sthetic quality of the game itself—there are
some strokes that might win but they are not played
because of the value set on style. In t{e competitive-
ness of industry as we have seen it, the welfare of the
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other person does not count ; nothing counts except
winning.

Ithas been said to s, you can practise Christian-
ity anywhere if you are prepared to pay the price.

his is true: but nobody who is a party to modern,
industry as a consumer ought to take any comfort
in this thought, unless he has himself risked paying
the price, and being out of work, and on the dole
with his wife and family, for conscience’ sake.

(B) There is not much room in industry for
altruistic purposes. This is natural in a society based
on comﬁetition. Jeremy Bentham, 150 years ago,
taught that there is a kind of law of nature by which
if everyone looks after his own interests as hard as he
can, the result will be for the good of all. History has
not confinned this belief. But it is still the case that
unless you do look after your own interests you will
have to go out of business. The severity of competi-
tion seems to compel men to be harder to each other
than is natural to them; there is a tendency to be-
come milder as soon as security, attained for
instance through monopoly, makes the penalty for
unselfishness less severe.

The common forms of long-term purpose are
accordingly self-regarding. Men organise their lives
as a rule either in order to save enough to become
their own masters, or to get promotion to higher
grades, where they believe there is more security
and there is cgrtainly more power.

There are trades—the weaving section of the
cotton trade for instance, or bicycle repairing and

rage work, ornewsagent-tobacco shops—where it
1s not difficult for a man to set up on gis own, but
the tide seems to be turning against the small man
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and there cannot be very many in the factories who
really hope for independence.

TKe desire for promotion is very strong. Men
believe that there is more moneyand more security
in higher grades. In the humbler grades of super-
vision thisis notalways true,and—especially during
the war when high bonus rates have benefited the
production worker but not to the same extent the
man who organises production—there has been
reluctance on the part of many intelligent men to be
upgraded. But money and security are not the only
enticements ; love of power is a strong inducement
to those who are subjected to discipline, which is
often inhumane and unjust and not regulated with
due regard to the dignity of subordinates.

In industries that are not well or%aniscd the fight
for promotion is a much more unpleasant business
than it need be. The organisation of modern pro-
duction is very difficult and intricate, so skilled and
so interesting that it ought to attract able men. But
men of the calibre that is needed are not attracted
in sufficient numbers; industry at this grade is too
disagreeable, with its dirt and long hours, and
insecurity, and continual fighting, to offer a good
enough life. Further it is not yet fully understood in
this country that training is needed in this part of the
work ; technicians are trained but there is practi-
cally no training for administration. As a result it is
done by men who are not equal to it. These men are
often subject to gruelling anxiety in their effort to
hold down their jobs. Tgey dare not delegate, be-
cause they have {earned not to trust one another,
and because the whole business is at base a battle of
wits and it does not pay to let your subordinate put
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up a good show. They allow themselves little leisure
and have not the peage of mind to use it well. Some
men who have wider interests, in history, or art, or
music, hesitate to indulge them; fear makes them
feel compelled to give their time to improving their-
technicaF ualifications, and more than that, the
conflict of ?eeling between the warfare of the factory
and humane studies is intolerable.

Under these conditions it often happens that
functions are badly correlated and liable to be
changed. You cannot say what a works manager’s
job is, or a planning department’s, or a progress
officer’s, because they vary from one firm to another,
and from time to time within a firm. This has
created difficulty for those who have had to organise
Ministry of Labour Training Courses. A man’s job
is apt to be what he makes it. Success depends on
self-advertisement, capitalising other people’s mis-
takes and taking credit for whatever goes well,
intruding on other people’s fields, and appearing
allover tie place as a dynamic indispensable person.
Nobody’s prestige is secure. Nobody’s job is secure.

It is sometimes suggested that a self-respecting
man will not care about prestige. This is nonsense.
Only an uncommonly strong-minded man or
woman can maintain self-respect with proper
balance and poise without the support of due social
recognitiorz. Social recognition is like the pressure
of the physicakatmosphere, which helps to keep the
body in balance. If you are getting enough to eat
you do not think about food ; the same is true about
Erestige— if you are getting enough for mental

ealth you do not give it a thought. Those who are
not getting enough either accept society’s estimate

6s



DEMOCRACY AND INDUSTRY

of them and suffer depression of spirit, or they are
driven to compensatory self-assertion. In properly
established professions like the law and medicine
there is no need for this, because there are traditions
about the interlock of functions which, being
accepted, are the basis of prestigeand notachallenge
to it. A solicitor does not wish to encroach on the
barrister’s work, nor the physician on the surgeon’s,
because their professional self-respect is bound u
with their knowledge and acceptance of the tradi-
tional distribution of functions. Everybody is thus
protected within his own sphere, and can make a
success by simply doing his job well.

It is very different in industry. There it is often
not enough to do your job well; men have to fight
to enhance their prestige as part of the business of
fighting to hold down their job or to get promotion.
Fear expresses itself in aggressiveness. In this war
of all against all, men become quite merciless. The
qualities that win are cunning and ruthlessness and
intense concentration, and defeat is very galling.
The humiliations of personal conflict nag relent-
lessly at the mind and bitter thoughts give the
mind no rest. When you have brooded for several
days and nights you do think of some effective
reprisal, but the obsession does you no good. For
men who have not learnt to use books there is no
road out of the narrow and distasteful ctruggle of
their own lives into the larger landscape of human
aspiration and achievement. They become dis-
illusioned and cease to believe in the reality of
integrity and generosity, outside family relation-

shlgs.
art of the business of holding down your job is
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to reduce the costs of it. One way of doing this is to
get men to do responsible work which should com-
mand higher pay without giving them the pay. A
man will be put in charge of a bench or of a night
shift or of a progress department, on the under-
standing that if he makes good and gets the required
production he will get the promotion and the pay
which these duties should carry. But at first he is to
do the job without the status or the pay. It is not
easy to do this, because those whom he is to control
wil{ know that so far he has no authority and no
security, and that if he fails someone else will have
a chance. He will sweat his soul out to get the
production, and probably he will get it. But the
promised rewards do not come. At first, if he raises
the matter, he will be told that he has not been long
enough at it to demonstrate that he has the ability,
later he will be told not to worry, that all will be
arranged next week. But the weeks go by, and if he
does not let it rest he will be told at last that if he
does not like his present position he can go back
where he came from, and work again at the bench,
and someone whom he has been ordering about will
order him about. Some men throw up the job at
this point, but probably more never carry the con-
test as far as this; they do not dare to press their
demands, and go quietly on doing the work without
the pay or the status, never having expected any-
thing very different. It is a feather in the cap of tl?n'e
man over them that he can get them to work like
that, without costing the department the amount of
the wage they ought to be gettini.

The onlooker wonders whether the game is
worth the candle. But the onlooker has probably
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not experienced this kind of insecurity, nor the
whips and scorns of the war of all against all, and
the passionate desire to get to the other end of
the whip.

Many men abandon the aspiration for promotion.
Their long-term purpose reduces to the fact that
they are obliged to work because they are obliged to
earn. It is senseless to say that men ought not to
work for the sake of money; they have to. Money
and power constitute the long-term purpose of the
vast majority of the people in industry. This is not
because they are not capable of devotion to higher
ends. Many of them are, and are conscious of the
sﬁiritual poverty to which their work condemns
them. In this poverty is a profound cause of the
listlessness which many observers have noted as a
prevailing mood in working-class society today.

111
SHORT-TERM PURPOSE

Long-term purpose carries for the most part
greater significance and value than short-term ; but,
on the other hand, short-term purposes can provide
engrossing interest and considerable satisfaction. It
may be thought that in a factory there is no room for
such purposes on the part of the individual. The
production programme depends on contracts, and
these depend on markets and prices, and the deci-
sions concerning them have to be taken by the high
command. Once these decisions have been made
ever?'thing else follows. A man cannot do what it
would interest him to do because he must do what
the firm’s commitments require. A factory is a
totalitarian institution and necessarily so. ’rlyhis is
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true. But every major decision requires a host of
minor decisions to implement it, and in a well-run
despotism, like a hospital or an army, the respon-
sibility for these entailed decisions is properly
allocated and they give great scope to those who
have to make them.

A works manager, for instance, may be extremely
dissatisfied with the long-term purpose which has
to govern his life. He may be making objects which
seem to him to have no significant value for mankind
and he may greatly resent the capitalist system
under which the major part of the profits he makes
goes into the pockets of shareholders. Yet his facul-
ties may be extended all day long on short-term
projects of the greatest interest. It is, in fact, the
great interest of this kind of planning which
makes factory life bearable for men in the
grades of management and supervision*. The
manager will be working on a plan laid down
by the directors, which has been translated into
a timed programme by the planning office. Each
of the dates appointed for the completion of a
process constitutes a short-term purpose, and
entails further purposive planning. It is the
works manager’s duty to see that these plans are
carried out. To do this he must have a workin
knowledge of each process in his department, an§
these procecses may be very complicated. There are
different mate.ials each requiring the appropriate
treatment, and different processes, some lengthy

* According to Saunders and Jones, 4 Survey of the Social
Structure of England and Wales (p. 58), employers constitute
43 per cent and foremen and overlookers 27 per cent of occu-
pied workers. These figures are from taken the 1931 census.
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and some short, which must be kept in step with one
another. More than this, the planning office’s pro-
gramme takes no account or absences, quarrels,
errors, breakdown of machinery, delay in other
departments. It is the works manager’s business to
foresee and avert these difficulties, or to cope with
them. He must understand his foremen and charge
hands and those who work under them. He must
sense trouble brewing long before anyone else is
aware of it. Other men will get the profit he makes in
money, and very likely the promotion he has earned.
But he, and no one else, will win the experience
and self-reliance and judgment he acquires in
doing the work. If he holds down his job he is
bound to become a man who can make up his mind
and stand to his decisions, a man fit for Hemocracy.

Superintendents, foremen, charge hands, ought
all in lesser degree to meet the same kind of chal-
lenge to their capacity for intelligent and resolute
purpose as the works manager does; they all carry
some responsibility for keeping machines and
human beings steadily and accurately at work. But
often the exercise of responsibility is spoiled and
frustrated by the interference which we have noted
as arising from the general insecurity. It continually
happens that men are given responsibilities that
tax their capacity to make adequate plans; their
standing in their job is at stake, but thzir planning
may be ruined by someone else’s intrusion. A fore-
man, for instance, had to take on a lot of untrained
girls about eighteen ycars old. He was not con-
sulted about the most convenient time to take on
this new labour. He was accustomed to work with
skilled or semi-skilled men, but most of them had
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been withdrawn for war service. About the same
time the firm got a contract of work designed for
mass production by unskilled labour. These new
designs needed a lot of study by the foreman and
his charge hands, and many snags had to be ironed
out before production could go smoothly forward.
He planned to Eut his girls on to easy jobs first and
bring on the best of them afterwards, when he
knew their capacities, to more difficult operations.
But while the skilled man who was to get the work
ready for them was clearing up some difficulty with
the foreman, the production manager came striding
into the shop and demanded to know why these
girls were doing nothing. The foreman said he had
no work for them at the moment, but he would
have shortiy. “No work!” shouted the production
manager, “‘there’s plenty of work. Put them on this.”
The foreman said that particular job was beyond
them. The production manager insisted. The girls
jammed their machines, spoiled the material and
§ot properly scared. The foreman was blamed for
aulty supervision.

Later in the war, a shop was getting very tired of
working a six-and-a-half-day week. The supervisor
whose responsibility it was to arrange for Sunday
work so as to secure output promised them that if
theg worked well and got their required production
by Saturda;-they could have a free Sunday. He saw
to it that all arrangements were made to render this
possible, and the works manager agreed. The people

ut on a spurt and reached their target. ]gut on
aturday the works manager lost his nerve, and
feared that if any hitch occurred next week he would
be blamed for not having a Sunday shift. So at the
D.I.—6 71
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last moment the people were told that owing to
urgent commitments and high priority require-
ments from the Ministry they must all come in on
Sunday. When they came in there was no work.
This sort of incident is very frequent.

Or again, a foreman found that a certain assembly
that should take one hour was taking an hour and
a half; so he went over it himself, and found that one
component had three bolt holes five-thousandths of
an inch out of position. It was not impossible to
assemble the part with a wangle, but this was where
the time was being lost. He reported to his super-
visor, who said he would get the error corrected in
the next batch of parts being made in the machine
shop. But when the next batch came over the same
error was there. The foreman reported again. But
when he had reported the same thing three or four
times he lost heart. Meanwhile, the operative was
being paid piece rate for a job that was timed to take
an hour and could not be done in less than ninety
minutes, so that he never got the bonus that should
have been well within his reach ; and if he lost con-
fidence in the foreman who knew there was some-
thing wrong, and never got anything done, he could
not be blamed. The foreman would be blamed, of
course, if this workman created difficulties.

This sort of thing is very common indeed. Either
the manager of the assembly shop or the manager
of the machine shop had too much tn do and forgot
about it. But it may very well happen that such a
fault will in the end hold up production noticeably,
and then the high command may make some
enquiry. Then everyone will have to sell the idea
that the error was outside his department. It might
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have occurred in the specification of parts issued by
the planning department, or in the drawings of the
parts, or in the tools made in the tool room, or in
the drawings for tools supplied to the tool room by
the drawing office. Everybody will hope that the
business of going through all the possible sources of
error will be too time-costing to be pursued, and
that if he can plausibly put the blame on someone
else he will get himsel? out of the picture. The
question whoin the end gets the black mark depends
on luck, probably on the luck of being present when
the high command say: ‘“Well, there was a slip up
on this.” If you are there you can say: ‘“Well, I've
had a word with the foreman and I think he will pull
his chaps together,” suggesting that the foreman
was slack, or: “Actually So-and-So was out sick,
and I don’t think the tool-room foreman put the best
man on the job.” These explanations do not have to
be true; all enquiries have to come to an end some
time, and no one is interested in abstract justice.
Each man fights his own way up through a succes-
sion of errors and confusions o}) this kind. It is the
same in any kind of employment where there is
severe competition and also incompetence, not only
in industry. But in any employment where men are
subjected to this kind of conflict in a life which is so
driven and so subject to anxiety that there can be no
effective let-up either in leisure or in some periods
of peaceful creative work, the effect on character, on
the quality of the purpose which sustains them, and
on the influence on their subordinates of the kind of
discipline they exercise, must be bad and must tend
to colour the whole of life.
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CHAPTER FOUR

The Reaction to the Frustration of Purpose
I
THE ABORTION OF PURPOSE
A

THE frustration of purpose which we have been
describing is the frequent experience of the
various grades of management. The works manager
and the progress officer, the foreman and the
charﬁe hand, continually find themselves responsible
for the making and carrying out of plans and their
own position depends on their success ; But they are
continually interfered with or frustrated by other
people. This is bitterly provoking, and some men
are so daunted by disappointment that they give
up striving to get anywhere and make it their busi-
ness to avoid responsibility and simply to carry out
instructions. They have not the temperament to
endure continual warfare. But they are often men of
intelligence ; if they were given coaching and guid-
ance instead of interference, and were encouraged
to plan their own work, the factory could give them
a very interesting and stimulating experience
and they would develop into reliable aad valuable
men.

The experience of the production worker is
entirely digerent and in many ways preferable. Pur-
pose hardly enters into it, except the basic purpose
of earning money. As has been said, nobody bothers
to enlighten him about the purpose of his firm or his
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department, he simply has to work his machine.
Sometimes this is a tricky business ; it may take him
all his time and all nis wits to keep a complicated
machine going without let or hindrance ; his bonus'
will depend on his constant alertness to lose no time
and work his machine as fast as possible without
interruptions. For some men this kind of work has
its reward, because it is a satisfaction to control such
a machine successfully. But it is too narrow, repeti-
tive and exhausting to be in itself an adequate
training for citizenship.

Other machines make no such demand. The
worker has to learn a simple process and repeat it
faithfully. The mind does not easily forgo all cus-
tom of exercise. Some men cannot help using these
long hours of repetitive work in the kind of brooding
that brings an invention to birth. This may be a
modest notion, an idea for saving production time
by means of a small tool, or by some rearrangement
of operations. Or it may be a far more important and
far-reaching idea of real significance. The law of the
land is that a man who hires a man’s labour owns his
brain, and any invention that a worker may have
which touches the employer’s products is the
property of his employer. Some firms have a ready
means for men to make such ideas known and they
may have a habit of remunerating them. A man who
puts up an :hvention which is used may get a rise
or promotion; or he may get 30/- in his pay
packet; or he may get the sack, for the firm may
think it unhealthy to let a man with that quality of
brain learn any more about their processes. In

eneral it does a man no good to have ideas, and
indeed, under this system, to haveaninventivemind
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is a misery®. The claim that the creative power of a
mind can be bought is an indignity. The argument
is that the employee would not have thought of any
such idea unless he had been privy to what the firm
were doing already ; in so far as this can be shown, it
implies that in equity the benefits of his invention
should be shared between him and his employer,
but this assessment should be made by a disinteres-
ted third party. The loss to the country through the
discouragement of invention cannot be estimated.

B

Most people are not inventive in this way and the
purposes which engage their minds when on repeti-
tive work are of a different kind. Women sometimes
make a surprisingly good job of the double responsi-
bility of factory ang home because they think out
their plan of campaign for their work in the home
while they are at their machine. The successful
running of a home requires planning and this kind

* Cf. A. Barratt Brown, The Machine and the Worker, 1934,
p- 125. ‘Mr. W. S. Rogers: “The marketing of a patented
invention in this country is difficult partly because our
manufacturers are conservative and ready to condemn a new
device because it is new, or because it would disturb their
routine of manufacture to embark on making it, or in some
cases because they hope to be able to secure the idea for them-
selves, without consideration, either by waiting until the
inventor has abandoned his patent, or by shamc.essly copying
it with a slight modification which they hope will disguise the
fraud. . . . After sufficient experience to test the matter I
agree with the dictum of a brother mechanic with whom I
discussed the question, that the only course open to the
inventor, if he happens to have a good thing and the means to
do it, is to manufacture the article himself.” ’ (Mr. Rogers for
a number of years published his ideas in the journal, %’eork.)
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of purpose is very valuable. Others make other plans
for the use of their free time. I found myself* that
it was difficult to do any continuous thinking of this
kind because the cyclical process of the machine
continually brought the mind back to the point
where it began. %t seemed that some idea would
associate itself with some movement of one’s hand
about the machine, and then every repetition of this
movement recalled the same idea; one got no fur-
ther. When this idea was an unhappy or provoking
one it was very tiresome indeed to be unable to
shake it off. It was easy to have a grievance about
some small point or other; or to imagine that the
charge hand would refuse some reasonable request
one had it in mind to make. It seemed humiliating
to be unable to think of something else and let petty
irritations pass. But I grew to regard it as part of
the normal effect of fatigue that one could not get
free of the unwished recurrence of minor and per-
haps imaginary grievances. I realised that when a
man has something difficult to look forward to, say
a shop steward anticipating an argument with the
management, there would be nothing to stop him
rehearsing that conversation hundreds of times, in-
venting bloody-minded things for the management
to say and impossible retorts. After this process had
done its perfect work it might be very difficult for
the manageinent to convince him that after all they
were reasonable.

C

If one is working on a machine for eight or ten
hours a day, and is free for two or three, one is apt

® Constance Reaveley.
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to make too many plans. There is no time to carry
them out. When this has been going on some time
you adapt to your life. You may stop making plans;
1n that case you lose your initiative and impoverish
your life completely, for the things that fill your
mind at work depend a great deal on what you do
with your leisure, and if you get disheartened about
})lanning for leisure you waste it. There is no margin

or waste. Or else you may gradually get accustomed
to fantasy purposes. You think you are going to do
all sorts of things. Men have come to me with
grandiose notions about the concert parties they
were going to get up, or the fierce reprisals they
would take for supposed injustices or slights; but
they never did anything. There is no slgmarp line
between the purpose you may really put to the test
in action and the fantasy that gives you the gratifi-
cation of being pleased with yourself at no cost
whatever in courage or persistence. Fantasy is there-
fore the constant compensation for the rebuffs and
failures that are so common in factory life. A man
who is defeated suffers a challenge which may spur
him to greater effort. But if he takes refuge in fan-
tasy he evades defeat and challenge. He then loses
the sense of fact.

The production worker at his machine or his
repetitive process at the bench is to all intents and
purposes shut up in an imaginary wo.ld for most
of his working day. Conversation isa contact with
actuality, but often conversation is impossible.
When the mind is baulked of its active assault on
reality, it turns to the world of fancy ; fantasy pur-

ose melts into mere fantasy, into day-dreaming.
t is very hard to remember or analyse one’s own
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day-dreams. It is even harder to find out what goes
on in other people’s minds in day-dreaming, especi-
ally factory people, who are often not introspective
and anyway would feel silly if they told the truth. It
seems that what one did with one’s last leisure tends
to recur in day-dreaming and, if one has brought
away thoughts worth brooding over, the opportu-
nity of brooding may be a good thing. Few factory
people have the education to get to know about the
nobler achievements of man or the natural beauty
of the world. Few people in any class can stand good
literature. Many people have nothing in their minds
which is worth grooding over. The mind tends,
therefore, to be dominated in day-dreaming by
emotion, by love affairs, or by hatreds, humiliations,
grievances, often small-scale matters not worth
prolonged contemplation. “What a piece of work is
man, how noble in reason!” But factory life is a
corrosive to the nobility of reason.

This tendency to endless unprogressive brooding
goes far to explain the great force of the idée fixe in
the working man’s mind. The notions that have
pleased the fancy or have been engendered by
emotion are ground into the very substance of the
mind by the repeating process of the machine and
they recur ineluctably in every conversation. Russia
has no territorial ambitions; the leaders of the
General St:ike were threatened individually with
prosecution ar.d this was what made them stop the
strike and has prevented the workers having any
confidence in their leaders ever since; Mosley
bought his way out of prison; and so on. It seems
that nothing will disabuse men of these embedded
convictions.
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D

Not everybody has a love affair in progress or in
recent memory, or political notions to brood over,
or even a grievance to hold attention. To many a
grievance would be a welcome diversion and a real
row a godsend. People settle down to the dreariest
kind of minute cyclical purpose or to unbroken
apathy. When I* was on a job that needed no
thought whatever it pleased me to stack the finished
parts for removal in twenties or in hundreds; I had
an idea that you saved yourself fatigue b stooging
more often or less often. There may have been
nothing in it but I got very annoyed if anybody
interfered. But some people do not even exercise as
much purpose as this. They think of nothing at all.
Their minds are a complete blank; they become
incapable of attention, imagination or concentra-
tion. The routine carries them round as if they were
animals.

Nevertheless I found definite satisfactions which
help the reFetitive worker to endure the life. There
is a sense of virtue in consenting to the self-subordi-
nation which the machine demands. There is a
compensating feeling of power and gratification in
having so powerful and expensive an engine under
one’s hands and responding to slight movements.
It was not oneself but the setter who really con-
trolled it; it was pleasant to be looked after by a
skilled man as though for a moment uneself was the
most important person in the section. There seemed
to be some release of primitive impulses, or escape
from normal sanctions, in accepting the dirtiness of
machine work ; and perhaps of sadism, in working a

* Constance Reaveley
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machine which relentlessly destroyed solid objects
ga tool, for instance, which cut away part of the sur-

ace of small metal screws). There was also pleasure
in making things, which was less shocking to one
brought up in the conventions of polite society, and
pleasure in getting through a lot of work, and in
particular in reaching certain figures in output;
there can be pleasure in rhythmicising a repeated
movement.

These small matters are here set down because I*
found them surprising. The point is that it is all so
childish. Men and women who are subjected to
these feelings every day cease to notice them; it does
not follow that they are not affected by them.
Further, in so far as you can adapt to repetitive
work withoat difficulty you become successful ; you
find your little gratifications and are not moved to
grumble unless you are short of work or think you
have a claim to work a machine which commands
a higher bonus. You come to be regarded as a real
good worker, a most ominous indulgence. There
seemed to me to be an obvious analogy between
these infantile satisfactions, especially the capacity
to be pleased with oneself for obedience and the
acceptance of subordination, and the temper which
has made fascist peoples able to accept the régimes
to which they have been subjected.

11
THE REACTION TO FRUSTRATION
There are men who persist in rational purposes
of their own in spite of continual frustration and
disappointment. %‘hey fight their way into the
*C. R
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deﬁartment where the kind of work they want to do
is being done, or they get their own department
reorganised on reasonable lines, or they succeed
after years of campaigning in setting up an experi-
mental section or a scheme of technical education
for the younger men. Or a working man may at long
last achieve iis position as foreman or works man-
ager. But heroism of this kind is rare and de-
mocracy depends upon the common man.

But the common man is usually defeated. His
defeat manifests itself in various ways. At first he
wants to identify himself with his work and devote
his purposive energy to its improvement and per-
fection ; when his ideas are despised and frustrated,
he is sensitive to contempt, and wants to say “have
it your own way, I shall go elsewhere.”” But to act
on this impulse is not always a fruitful thing to do.
Going elsewhere means leaving people who may be
your friends; if Kou stop working with them you
may have no further opportunity of seeing them. It
may mean giving up your house which has become
part of your life, though many will travel for three
or four hours a day in order to avoid leaving the
locality where they belong. There is very little
reason to believe that you will find a place where
things will be any better. A man may take this
course once or twice, but he learns his lesson;
the menace of insecurity teaches hin.. But when
he decides that he must go on working in a place
where his reasonable judgment and his will to make
something reasonable.and good out of his
work are perpetually disregarded and s=t at naught,
he suffers an affront to his essential dignity
which will damage him more than most kinds
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of trouble. This is no training for citizenship.

The less resolute and realistic men take refuge,
as we said, in fantasy compensation. They are losing
their sense of reality, of what they can do and what
they cannot, which must control purpose, and save
it from futility. They are losing their sense of fact.

The commonest reaction is to say, ‘ have it your
own way ; I will not put my mind on your business
any more; I will confine my thinking and my
capacity for purpose to my private life.”” Thismeans
that at the factory a man simply carries out instruc-
tions whether he thinks them well conceived or not ;
he avoids responsibility as much as possible and is
careful to evade decisions if he can. Disappointment
and contempt have taught him not to regard him-
self at the factory as a person who has a responsi-
bility to use his mind ; more and more he becomes
what Aristotle calls a living instrument (and this is
his definition of a slave, of a human being not fit for
citizenship but only for obedience). In the end the
management will complain that he has no initiative.
But he will have stabilised his position at a level
below his capacities, and reconciled himself to
ceasing to compete. He will not have any more
breakdowns due to anxiety. His wife will be dis-
apiointed that he makes no progress, at the waste
of his powers and his earlier reasonable ambitions.
The fact is he"could not face the risk of imperilling
her welfare andthe proper standard of living for his
children by continuing to engage in warfare. As a
toolmaker friend said to me,‘“Money isn’t the main
thing.” He believed he could make a better thing
of his life in the long run if he could give up wearing
himself out for promotion. Good men who dislike
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cheating and meanness are especially likely to take
this line.

At one time the trade uniotis supplied a powerful
stimulus to purposiveness and creative activity and
persistence against odds. The story of their rise and
success against every difficulty is one of the most
heroic in our history. They began with the begin-
ning of the industrial revolution, in one trade and
another at different times, as it became clear that
the increasing use of machinery would make it
impossible in many cases for journeymen to become
masters. In 1797, the Government, appalled at the
turn taken by the French Revolution, passed the
Combination Laws making all trade associations
illegal. This law was not enforced against associ-
ations of owners, but it was enforced brutally and
often unjustly against unions of workers. Men could
be and were transported for collecting trade union
subscriptions. At this time there were, of course,
no railways or telephones to make collaboration easy,
there was no State education to combat illiteracy,
wages were low and hours long. But the men
who migrated to the towns carried with them from
village life a strong tradition of independence and
persistence in the purposes they conceived. In spite
of all these handicaps the trade unions won, and
established themselves as part and parcel of English
life, and an indispensable partner in Hie give-and-
take of perpetual dispute, which is the English sub-
stitute for revolution. The Labour Party was born
out of the experience ard gathering strength of the
trade union movement. But today in many parts it
appears the movement itself is being governed more
and more by a bureaucracy, and though it offers
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responsibility and wider experience to some, many
gainlittlefromitintheextensionoftheir personallife.

It is for the most part home life that offers the
only alternative field for responsible purposive
activity. A man may develop dprojects for the im-
provement of his house and garden. A recent
enquiry among six or seven hundred workpeople
revealed a noticeable habit of really creative enter-
prise in the home : men said that “‘decorating’ was
their chief hobby; or they gave their free time to
making or modifying their radio sets, or putting up
poultry runs or breeding birds or rabbits or dogs ; or
to doing odd jobs about the house. They said they
had no wish to leave their houses after all the im-
provement they had made in them, and this service
to the home was a pleasure and a pride.

But wider enterprises arising from home life are
precarious. If you plan to take the children to the
seaside on a Saturday afternoon or %o toashow with
the wife, there may be a fiasco. The factory may
demand overtime without notice, change shifts,
require a man who has just worked a full day to work
a full night. Many men have worked longer hours in
time of peace than in war. One manager said to me*
that he was against arranging a rota of days off,
during the war, because if you told a person before-
hand that she could have Thursday, she made plans
for Thursdayz then if someone was out ill and you
wanted her to work on Thursday she objected. In
time of peace resistance was impossible, but in time
of war you could not sack anybody, and could not
compel obedjence ; it was better not to let them make
plansbutsimplytosay toasuitable number of people

*C. R
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at the end of each day *“you can have tomorrow.”
The factory is hostile to the purpose of the home.

As a result of not being able to rely on having
regular free time, many men find that in order not
to disappoint the wife too often, it is best not to make
plans or to have any purposes. They simply enjoy
their freedom, when they get it, as relaxation. Their
freedom in planning their lives reduces to the free-
dom to sit in their own armchair sometimes of an
evening. Very few attempt to tie themselves up with
continuous corporate purposes outside the home,
such as choirs or W.E.A. classes; if they do their
attendance is apt to be interrupted by illness and
overtime and they lose heart.

The use of leisure simply as relaxation seems
rather satisfactory to the man himself. When you
come out of the works, even into the dark and wet of
a winter evening, the pleasure of being your own
master is so great that it suffices for an hour or two.
You are tired, you want the armchair. You do not
want todo anytKing. By the time relaxation has done
its work the evening is too far gone for any definite
activity to be worth beginning. The result of this
kind of leisure is that you get no experience of life
which can compensate in any way for the narrow-
ness and boredom of the factory. If a man is using
all his powers at work he can relax during leisure
without loss. But if the work is leadi..g steadily to
the atrophy of his capacities, what he needs 1s a
type of leisure which will offer him worthwhile
activity, stimulate purposes that will bring a con-
tinuing interest and responsibilities and variety of
exft:erience ; he needs a tonic rather than a sedative ;
othe

rwise his life is miserably poverty-stricken.
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The whole balance of his life needs rethinking. The
routine of his work provides relaxation for most of
his powers as a rational being; his opportunity for
self-realisation and for growth lies outside work
hours. This is a concept that has not been realised.
The men themselves do not realise what is happen-
ing to them. But if we attach any meaning to the
question, is not the life more than meat ? we must
realise that for the factory worker life, in this sense,
can only be lived in leisure. Leisure is not only time ;
it is a condition of the mind.

It is part of the strength of the Englishman that
he does not react violently to frustration ; he adapts
to what life has to offer. The factory employee who
has ceased to compete and simply does what is
required of him at work and enjoys his armchair
when he gets home, develops the qualities which his
life demands; chiefly doggedness—doggedness
against disappointment, against illness, against
boredom and insult. His good temper, on the other
hand, is not a function of his environment; it is a
miracle. The imperturbability which makes him as
steady as a rock in times of disaster like Dunkirk
helps him to accept the ignominy of his position at
the factory without great distortion of character.
But he does not grow in judgment or courage or
enterprise. He does not acquire the self-confidence
which is the {ruit of responsible activity. He is learn-
ing all the time to reJ)uce his demands, to let his
mind lie fallow, to regard himself as a person not
responsible for any kind of recision, a person whose
capacity for -eilection and pur;lvosive thinking is no
use to anyone. He is becoming less and not more of
a man.

DJI.~7 87



CHAPTER FIVE

The Inadequacy of the Existing Defences Against
the Effects of Competition

1

HE easiest reaction to a book of this kind is to
deny that it is true, and probably many readers
will take that course. They will say tgat no doubt in
the past things have been bad, but that they know
ﬁersonally directors of companies who are as
umane asanybody else ; there are Factory Acts and
H.M. Inspectors to enforce them, there are welfare
officers. In fact, as a soldier friend said to me* when
I was going into a factory as a welfare officer: “You
need not worry about the industrial worker. They’ve
got doctors and nurses to look after them if they get
a scratch, they’ve got surgeries and rest rooms and
canteens, and everything is done for them.” It all
looks very well on paper but a great deal of it never
gets any further than paper.

There are, no doubt, many directors who wish to
have their works run so as to give a fair deal to all.
Two such men have said to me that they had astrong
desire to introduce more humane methods of
management, but that they could see no way of doing
this except by themselves showing co.:sideration to
the higher grades with whom they ceme in contact.
This method is apt to be unsuccessful ; men who
have fought their way to the top are not likely to be
able to ciange their conceptions verv much as a
result of contact with a high-minded director, they

*C.R.
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are too old and too set in their ways. Directors may
conceive purposes of great value and these may be
ruined by the way they are administered by those
lower down. I attended a training school, for
instance, attached to the machine shop of a very
large and reiputable firm. But we got nothing that
could be called training, no instructions in the care
and working of machines, or in safety, or in the use
and construction of the products of the firm. We
were simply shown how to work a few machines by
young apprentices or by other workers, some of
them light-minded little girls who had never been
in a factory till a few days previously.

Other valuable schemes also are apt to be reduced
to futility by the way they are run; such as the
appointment of welfare officers if they are not given
suitable powers and access to directors ; or arrange-
ments for the rational treatment of waiting time. In
the machine shop where I worked—and this was, I
believe, very usual during war-time—you weresup-

osed to be given a waiting card if you were kept
1dle, and be paid for your time; but a waiting card
revealed that your charge hand had been unable to
find you a job, so he was offended if you asked for
one, and it was best not to offend him. You just lost
your time.

The law has,done a great deal to remedy bad con-
ditions. It might be said that these provisions for
physical welfar& do not bear directly on our subject,
which is the moral and political effect of the sup-
pression of purpose and responsibility. Legislation
will not m-a. toremen and managers respect the
personality of the men they control. Yet plans for
the improvement of physical welfare have a bearing
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on this subject ; for health has a direct relation with
morale, and apathy may be in part a function
of impaired vitality. The dict and foul air of fac-
tories, the fatigue, the long hours, all play a part
in depression. In particular, the dirt, the grime
and litter and general squalor oppress the mind
as an indignity, which men as well as women
resent.

Even within its own limits the law cannot do as
much as many people sugpose. There seems to be
very little reluctance to break it, if managements
thinkthey can get away with it. A limited number of
inspectors cannot visit a large number of works very
frequently; H.M. Chief Inspector of Factoriesin his
Report for 1936 records that his authorised staff of
320 inspectors had under their care 255,012 work-

laces to be visited; the total of visits paid was
560,787. Some must have been visited more than
once and it would seem to follow that some were not
visited at all that year. One of the most frequent
breachesof law concernsseats. The Factory Act pro-
vides that where women work seats must be provid-
ed ; in the machine shop where I was employed there
were hardlyany. I wentto the welfare officer; she said
women were not allowed to sit in the machine shop.
I said that was against the law. “‘Oh, the law,” she
said, as though s%e thought the law had nothing to
do with the machine shop; she added under pres-
sure that she had asked for seats ahd could do no
more. I told this to a factory inspector friend, who
then visited that worke and amongst other things
said there should be more seats. Thix was quite
ineffective. Workers as a rule do not protest against
such breaches of the law unless they are led by very
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active trade unions. You only make yourself
unpopular by protesting.

Again, the public probably over-estimate what can
be done be a welfare officer. In many works she can
spend no money and has access to no one higher
than a works manager, who will be called to account
for every penny he spends. You can do very little
without money. If you want to get the place cleaner,
you must engage more cleaners and what is more
you must offer a wage that will attract women of the
right type (there are women who bring their house-
pride with them when they come to the factory to
clean, and they contribute a great deal to morale). It
is the same with everything else that needs doing. If
you want to improve ventilation, that means layout
on fans and windows; better lavatory accommoda-
tion, better lighting, dust extraction, ointment to
protect those who work in oil against dermatitis,
even soap and towels, all mean expenditure. It is
hard to prove that this type of expenditure will
improve output, especially to someone who does
not want to believe it. Factory conditions are
changing all the time, with weather (which affects
health), contracts, personnel. It is very hard to iso-
late any factor amf prove that increased output is
due to that; if there is any improvement everyone
will claim it as due to his efforts and not another’s.
Many firms do not keep records which make it

ossible to prave anything very clearly about the
actors that affect output §cf. Sargant Florence,
The Economics of Industrial Fatigue and Unrest.)

What doee zay is to have a labour force which has
confidence in the management and is therefore con-
scientious at work. But this confidence takes time to
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grow. If a firm has treated its people meanly and
developed a poor tradition, it is very likely that the
initial improvements in welfare will not be able to be
shown to affect production, it will take a long time
and the cumulative effects of many improvements
before the result appears in increased output.
Inefficient firms feel the unwillingness to spend on
welfare more than others. Inefficiency means that
production costs are already too high, and anything
spent on non-productive matters makes them
higher still. In such a firm almost the only thing the
welfare officer can do without spending money is
exactly what the firm probably want her to do,
which is to use her womanly charm and quick wit to
quiet the workers down when they become angry
and get them back to work as soon as pcssible. The
workers understand this.

The workers’ most effective help often seems to
come from the trade unions and especially from
the shop stewards. It is difficult to gauge how strong
the unions are upon the whole, because their posi-
tion varies so much. In some firms they are able to
get the law observed, and reasonable conditions
established ; in some their power goes further and
they can insist on unreasonable concessions; in
others they have no footing and can do nothing at
all. In my machine shop I could not find a shop
steward and the trade union secietary of the
region whom I contacted did not see.n interested in
the conditions of women workers.

Directors, factory inspectors, welfare officers,
trade unions all do good but they &~ not yet cover
the field.
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11
We must make it clear that we are not offering
this story as a complste picture of British industry.
There are factories whicE are well run and in which
the workers have a good life. In the same way those
who are working for better health services are not
denying that a great many peogle are perfectly well.
But the fact that some people have a good life is not
a reason for refusing to attend to those who areiill or
op%ressed.
he question arises as to how general are the
conditions we have seen and described. There is so
far as we know no means of answering this question.
There exists no comprehensive survey of industrial
conditions, and this is something that is needed.
H.M. Inspectors of Factories are concerned only
with seeing that the law is kept, and they are the first
to say that there are many aspects of factory life
which profoundly affect the mind and health of
workerswithwhich theyhave no competencetocon-
cern themselves. H.M. Inspectors of Factories are
empowered by law to investigate one aspect of wel-
fare, that is to enforce obedience to the law. The
hours that men work in factories in time of peace,
for instance, have never been made the subject of
legislation and the inspector, therefore, can do little
or nothing to protect men from the grossest exploit-
ation. Methods of dismissal have never been
brought under’the control of the law and inspectors
are powerless to interfere in cases of the fiercest
injustice. :
It would dzubtless be possible to get a compre-
hensive survey of the general conditions of in-
dustry covering the whole country if some research
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institution cared to pay for it, but so far none exists.

In the meantime the best approach to an assess-
ment in the most general terms of the prevalence of
good or bad conditions is to start from the assump-
tion that John Winnington* is right in suggesting
that inhumanity is generated by excessive competi-
tion. Men do not as a rule enjoy treating one another
badly; they do so in self-defence or in excitement.
On the whole we may suppose that his experience
of better conditions in a concern not exposed to
severe competition, and of the harshness which was
substituted for humanity when the firm entered a
competitive field, woulc{ be confirmed by a wider
survey.

The question therefore arises as to the proportion
of industry which is thoroughly ccmpetitive}.
There is today a strong tendency for firms to com-
bine in order to avoid the full force of competition
and the presumption is that small concerns are more
ex;l))ose to it than large. In this connection figures
published by His Majesty’s Chief Inspector of Fac-
tories in 1936 have a certain relevance ; in the period
under his review 77 per cent of works subject to his
inspection were small in the sense that they em-
})loyed fewer than 25 operatives ; and 52 per cent of

actory workers were in works employing less than
250 persons, only 18 per cent in large works
employing 1,000 and upwards. This suggests that
50 per cent of the seven millions odd who are insured
as workers in industry are working in conditions
more or less such as we have described.

¢ Ch. 2.

{ Evidence bearing on this question is assembled in a recent
Fabian pamphlet (1945).
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This inference cannot be made with complete
security. Some small firms are paternal. Men can be
comparatively happy.in quite poor physical condi-
tions if the human atmosphere is friendly. On the
other hand, a factory inspector with whom this
point was discussed was doubtful for the opposite
reason. “Some big firms,” she said, ‘“‘are awful.”
Further, the proportions of large and small firms
will not be the same today, because so many small
firms have gone out of business or been swallowed
up through the concentration entailed by war pro-
duction. gSir Henry Clay in the 1942 edition of his
Economics for the General Reader says that at that
time more than three-quarters of the factories in
Great Britain employed 25 or fewer employees and
that under 80 per cent employed as many as one
hundred.

It seems impossible to conclude that the number
of people who are working in firms which suffer
from tge severities of competition is so small that
they do not need to be considered. On the contrary,
it seems that the firms which are secure enough to
afford humane management and healthy conditions
are more the exception than the rule.

Thereis a further note to be made on the contents
of this and other chapters. Much of what is chron-
icled in this book must strike the general reader as
petty : fighting for prestige, trying to get seats, fuss-
ing about waiting cards, the question of whoisto get
the blame and so on. These matters are petty, and
in war-time it is not fitting to waste time on them.
In time of w2 many workers do put up with what
comes their way without complaint. But the point
of this book is that when one’s whole life is closely
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tied to the factory, when leisure is short, precarious
and poorly provided with opportunity, there is no
getaway from these getty details. Education gives
very little help; we have not in this country dis-
covered a method of adult education which has a
strong and lasting appeal to industrial workers*.
Factory work tends to depress and even humiliate
Bersonality, though this may not be consciously felt

y the man or woman whose normal experience it is.
But the ordinary worker does react to the depression
and to slights by unconsciously seeking compen-
sation in self-assertion wherever this offers. This is
the source of some of the fuss and bother about
petty details ; workers have no other opening for the
expression of their sense of their significance as
individuals. There is, therefore, no attumpt in this
book to disguise the fact that industrial experience
is often so confined that small matters are bound to
loom large, and cumulatively to amount to a con-
siderable burden of irritation. This irritation some-
times explodes in violent protest against some one
or other of the petty slights and annoyances that go
on all the time.

The men and women who bear the burden of this
kind of life with fortitude and magnanimity win a
great spiritual victory.

® The W.E.A. has recently increased itr membership to
70,000. Many of these are black-coated workers.



CHAPTER SIX
The Political Sigmficance of Factory Experience
I

HAT we have come to is that the frustration

of many of the normal purposes of human life

leads the few to the concentration of all their powers
on the pursuit of wealth and power, and the many
to an acceptance of a life in which there is very little
purpose of any kind, and in which day-dreamingand
complaints and other infantile gratifications com-
pensate for the lack of adventure and responsibility.
All this has a significance for political life which
those who believe 1n democracy will ignore at their
geril. Democracy cannot be built on nothing; it is
uilt on the steady pressure and co-operation of
men of democratic temperament and character.
Character is under training in all the experience of
life, and the rehearsal for democracy goes on at every
level—in the small local society, the factory, the
trade union, the chapel or vestry meeting, the club,
the community ceatre, the city council, the national
association, the House of Commons. Democracy
rests on two foundations, the energy of active public
opinion and the vitality of democractic local self-
government. When public opinion loses energy and
purﬁose democracy falters. Parliament is sensitive
to the urgency of political feeling in the constituen-
cies, and obtains its direction from the pressure of
ublic demar<. Party committees are guided in
ormirﬁﬁtheir programmes by the perpetual two-
way traffic with their local organisations, and apathy
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among the rank and file means that the parties lose
their drive. Lack of confidence ensues and a vicious
circleis joined. For when the people have not proper
confidence in their party, in ivigual feeling spends
itself outside the political process which could give
it effect, in private purposes which may or may not
provide satisfaction, or in fantasy, or in under-
ground revolutionary activity. The natural and
proper form of government for a people who do not
wish to shoulder responsibility is some form of
oligarchy or despotism.

ﬁepetitive machine work tends to make one shy
of responsibility. In order to take responsibilit
well, and also in order to enjoy the varieties of self-
government that provide the rehearsal for demo-
cracy, men need to be capable of understanding
another man’s point of view, and of allowing for it in
putting their own policy; they need to be able to
express their thoughts clearly; to be persistent
enough in their own purposes and policies not to be
immediately discouraged by rebuft, and resourceful
in thinking out the feasible way of carrying their
ideas into effect. People who have been starved of
responsibility and contacts fall down on all these
counts ; they tend to spend most of their time brood-
ing over their own 1deas in phrases which may
suggest a wealth of meaning to themselves but may
convey very little to other people, they are unprac-
tised in divining what other people are after, the
do not foresee and provide for the difficulties whic
will be brought up against their suggestions by
others who have otEer axes to gring, they lose face
and feel extremely discouraged when they are
unsuccessful, and can think of no more to do. The
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result is they appear unreasonable and unpractical
and they grow to dislike responsibility ; they prefer
to express their point of view in private grumbling
rather than in purposive action. 'IPhis is the frame of
mind that is induced by a repetitive job, which
engrosses the major part of life; you prefer the quick,
familiar routine movements, you resent having to
think, or being under the necessity of finding con-
tact with other people’s minds and bringing per-
suasion to bear upon them.

It is often asserted by employers that their people
like monotony and dislike variety and responmbiht?'.
This is very often true and is the worst possible
indictment of modern industry; there is a vicious
circle here too, the constant effort of the designer to
make machine-minding even simpler, and the in-
creasing mental inertia in those who have to work
such machines.

Neither victory nor defeat in the competition of
factory life is good training for democracy. The
defeated resign themselves to being domineered
over, not without hatred but without excitement.
They have too little chance of enterprises outside
the factory that can compensate for the poverty of
their experience inside it. Emotion that finds no
outlet in active purpose remains latent behind the
doggedness that is the industrial form of courage, or
runs into fantasy.

The qualities that win in the factory are just as
undemocratic as those that lose. Men learn to
become bullies. The notion that the other man has
a claim to consideration simply because he is
another man has little place. Individuality is seldom
valued, it is a tiresome by-product which jams up
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the works and which the management desire to
eliminate as far as may be. *

The concentration of purpuse and energy on the
pursuit of power and money does not provide
motivation which is good enough for the normal
man. This accounts in part for the malaise and list-
lessness of those who do notachieve power ; nothing
that they have to do seems worth a lot of trouble.
More than this the denial of altruistic purposes in
the factory, and the breakdown of loyalty to one
another, often make men bitterly sceptical about
the genuineness of any purpose transcending selfish
ends, indeed of any ethical purpose whatever®*.
Cynicism is not a mark of indiffgrence anditisnota
truthful state of mind ; it is the emotional condition
of the idealist who has suffered disillusion. It is not
harmless, for it offers the gratification of self-flattery
for nothing. The cynic refuses to commit himself to
any effort and believes that this is the sign of his
superiority. He is too clever to be taken in by the
idea that it is any use trying.

The effects of facto li§e would not be so severe
as they often are if industrial employment did not
so largely insulate people from many normal ex-

eriences, from adventure and personal encounter
?except through sex), from creative excitement and
rom the passion toknow, and also from the tranquil
restoration of the countryside. Factory workers left
® In the services men have a different experience. War
subjects them to a life in which without conscious reflection
they are in fact united in a eommon purpose, the purpose of
winning the war, and are compelled to be cc-operative. The
view has been expressed by psychologists that frustrated
altruism among returning service men after the last war was
one of the roots of Nazism.
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school when they were too young to understand
adult aspiration, or to see in history the astonishing
creativeness of the human race, and its unique
power to transmute the tyrannies of physical fact
and instinctive impulse into spiritual enrichment.
Religious teaching does indeed offer to the hum-
blest something to revere, a perspective of greatness
against which he can see his own life truly, but more
and more unbelief keeps people away from the
churches and from the enlightenment of the
Christian tradition and the Bible.

The more thoroughly moral ideals are defeated in
the everyday life of the factory the stronger the
desire to believe that somewhere else they are fully
realised. The complement to cynicism is idealistic
unrealism. Men live in two worlds, the actual world
in which they learn not to take any notice of moral
ideas, and an unreal fantasy world governed by high
principles which meet witﬁ no testing, no develop-
ment, no cost. Thought dwells lovingly on an
imaginary order, based on ethical concepts, in which
everything goes well and human nature is free from
sin; a condition mythically to be brought about b
revolution. This order tends to be identified wit
Communism, which in turn is identified with
Russia. There are several false steps in this train of
thought. (1) A fully moral system would be com-
munistic. (2) Communism is practisedin Russia. (3)
Therefore, Russia and all that goes on in Russia are
fully moral. (4) Russia is successful. (5) Therefore,
a communist system can be successful. (6) But you
can only get a communist order by revolution. The
reaction to this conclusion is dejection or enthusiasm
according to temperament. But in neither case do
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their dogmas come under correction of facts.
Working men seem to have no conception of the
actuality of life in Russia. Ore of the writers heard
an address given in a works canteen by a foundry-
man who had worked in Russia for a year (in 1931);
he said he found at that time that a man in work in
Russia had a lower standard of living than un-
employed men in England. His hearers were most
displeased and clearfy put the idea out of their
minds at once. Or again two railwaymen, on hearin
that John Scott’s book, Beyond the Urals, spoke o
%/rleat hardships heroically borne by the workers at

agnitogorsk (about 1936) replied without hesi-
tation that if the book said that workers had a hard
life in Russia it was without doubt propaganda.
These reactions are typical.

Unrealistic idealism has been a marked defect in
Labour policy. Two instances especially have
endangered the welfare of the country: one, the
entry upon a general strike “unprepared and proud
of it,” apparently against the judgment of their own
most responsible leaders, and certainly against a
Government that was extremely well prepared ;and,
second, the continued opposition to rearmament
in the 1930s coupled with an urgent demand that
we should quarrerith all our most powerful rivals.
(The Labour foreign policy during the ’thirties was,
of course, based on collective security; but the
Labour Party was late in seeing that'there would be
no collective action unless Britain led the way, and
that she could not do se unless she was able to fight.
Stalin began to prepare his couutry for war, at
immense cost in tge standard of living, in 1933, the
year in which Hitler came to power. The Labour
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Party was still deprecating rearmament in the
election of 1935.)

11

Hortega y Gasset in his Rewvolt of the Masses
(1927) develops a portrait of the “small man.” He
says the population of Europe multiplied during the
nineteenth century four times as fast asinany earlier
time and this increase of numbers meant that those
who carried the cultural tradition of Europe, the
older members of each generation, were not numer-
ous enough to impart it successfully to the new-
comers, the younger people. (The large numbers in
the classes in schools is one symptom of this diffi-
culty.) Accordingly, the youth of each generation
has grown up with less and less sense of their cul-
tural tradition ; their education failed to make them
aware of what excellence means in workmanship or
social relations or creative art, of the difference
between wisdom and unwisdom in the statesman-
ship of the past or of their own times, or to help
them to individual maturity. The result is that they
tend more and more to aspire only to be like the
other people they know. Such people tend to be
poverty-stricken 1n their notion of what to do with
themselves when they are free to choose, they have
few private purposes and little initiative. Society
degenerates into herd life. Further, they have no
capacity for criticism; they contradict ideas they
do not like but they are incapable of logical analysis
or of critical evaluation of evidence. They take their
ideas from other people. Such men are inevitably
at the mercy of propaganda. Hortega y Gasset is
describing people whom we know. Our factory
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population is becoming more and more like his
small men, the men whom Hitler so thoroughly
understood.

When a population of this kind becomes inflamed
by emotion, ready and eager to be played upon by
a leader who can use propaganda to excite passion
and find outlet for it, 1t becomes a dangerous herd.
This must be borne in mind when we read the
reports of extraordinarily strong corporate enthu-
siasm in Russia. According to reports men and
women in Russia are working with whole-hearted
devotion for their common purpose. It seems that in
this country there has been nothing like their con-
centration on the common goal, except after Dun-
kirk. But one reason for this unanimity in Russia
is that all those who were suspectedy of having
gu oses which did not run hand in hand with

talin’s were liquidated in a series of purges of
which the latest was in 1936-1937. In this country
a government which was obliged to resort to a blood
bath like that would not quickly win very great
enthusiasm (our brief experiment with the Black
and Tans ‘in Ireland in 1921 tested our reaction to
ruthlessness), but in Russia the enthusiasm ensued
without difficulty. Why? Because their propaganda
was successful. Otherwise their peasant peoples
might today be working for a Czarist régime.
ropaganda is a menace to democracy which is
hardly understood. It looks like a means for develop-
ing common purfpose; in reality it is the opposite.
It is the means of using people without their know-
ledge or consent as the instrumen: of the purposes
of another, of a person or group who desires power.
Propaganda is the art of appealing to the stronger
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more primitive emotions so that these overpower
the individual’s capacity to exercise critical judg-
ment, and compel Eim to seek relief for his excite-
ment in passionate mass action. The attribute of
individuality is mind and the duty of the mind to
God is truthfulness. There may be crises, such as
the break-up of social cohesion in revolution, which
necessitates the use of propaganda to eliminate
criticism and the care for truth. But a society which
tends steadily to overbear individuality and to pre-

are the state of mind that responds to propaganda
1s losing spiritual freedom.

Men whose lives are narrow find inadequate
emotional outlet and are grateful to a leader who
will provide them with adventure and prestige and
a sense of hign ends to be striven for. Such a leader
immensely enhances their dignity in their own eyes
by linking their lives with a great corporate purpose.
But the primitive emotions of the herd, of aggres-
siveness and sadism, are likely to be strong in
uncritical uncultivated minds that have found too
little outlet, and the leader will win great popu-
larity if he helps them to indulge these passions®.
It is part of his technique to offer them self-assertion
without responsibility, the responsibility remains
with him as dictator and theirs is the grandeur of
obedience; he appeals simultaneously to their
desire to obey and their desire to dominate. Fused
and consolidated by the release of these emotions,
the human herd can become incalculably powerful
and dangerous. :

Hortega’s book was founded on observation of
Mussolini’s régime. It applies equally well to

* Cf. Hayek, The Road to Serfdom.
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Hitler’s achievement in Germany. The point is that
the same technique could be practised by any party
and any leader. Any leader who offers the needed
compensations for emotional and spiritual starva-
tion will easily persuade the masses that he under-
stands them. Understanding does not necessaril
mean love nor love understanding; but it is suc
a rare comfort to be understood that the masses will
always believe that a leader who shows by his deeds
that Ke understands them, also loves them, and they
will love him devotedly in return.

It is remarkable that all the dictators have owed
much of their power to their presentation of a moral
ideal, the ideal of selfless courage in imposing an
austere, ordered, altruistic way of life upon the
indolence and pettiness of human selfichness. It was
because he saw, as they saw, that the world was out
of joint and that heroic action was needed to put it
right, because he believed that they were ready at
heart for high sacrifice, that Hitler won the devoted
allegiance of many innocent people.

I

We are confident that what happened in Germany
could not happen here. Historically it is true that
Englishmen have been far readier to assert them-
selves than Germans or Italians, and have far more
golitical courage. “If writings be true, there hath

een many scufflings between the honest men of
England and those that would have deprived them
of their rights.” This was said three hundred years
ago. The question is how far this national character
is indestructible, and how far it is the product
of environment and manner of life. The moral
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qualities of responsibility and purposiveness and
resolution, upon which our democracy has been
built, may well be trapsmitted from father to son
by training and example rather than heredity, and
in this case, when the experience of life fails to call
forth traditional behaviour, our inheritance could
be dissipated in the course of a few generations.
There are signs that this is happening; that the
environment provided by urban life and, in par-
ticular, by factory employment is not good enough
to develop the basic qualities of manhood, and
that the character of those who are subjected to
this environment is more and more approximating
to that of Hortega’s masses.

It is interesting that the Archbishop of York does
not seem to be confident that a form of fascism is
impossible in this country. The Daily Mail reported
on June 6, 1944, that he had spoken in favour of
changing the constitutional method of appointing
bishops; at present they are appointed by the Prime
Minister, and this method has worked well, because
it is customary for the Prime Minister to consult the
Church before making his choice. But if the country
came under a more fascist régime it would be pos-
sible for these ecclesiastical appointments to be used
for political ends, and the Archbishop wished us to
be protected against this beforehand.

n the other hand, there are many who fear the
influence of the® Communists and we believe that
they are, in fact, increasing their numbers among
the factory population. .

. v

Our strong impression is that working men

do not care for ideologies, except when they are

107



DEMOCRACY AND INDUSTRY

completely disillusioned about the possibility of
getting anythingdonebyordinarymeans. What they
reallywantissecurityin a decent life ; thisisanatural
and common-sense aspiration. The reason why they
cannot have it is that the process of competitive
mass production sets up violent conflicts and oscil-
lations and extremes of wealth and poverty, which
have so far not been brought under control. In
America the large internal market has stimulated a
tendency to let wages rise and prices be reduced, so
as to bring more and more of the workers themselves
into the market that buys the goods produced. Our
own country has relied far more on export trade
and employers are therefore more anxious to keep
costs, and therefore wages, down.

The argument of this book is not that we should
%ut the cﬁ;-lck back and revert to a rural economy.

his is not possible. The large populations of today
can only be maintained at a decent standard of
living by machine production. The troubles we
have tried to analyse arise partly from the necessary
monotony of mass production, partly from bad fac-
tory administration, partly from poverty of leisure,
but chiefly from the severity of intense competition.
The monotony of mass production must be accep-
ted as inevitable. The other causes of distress are
remediable. It does not fall within the scope of this
book to explore the possible modiiications of per-
fect competition. One of them is Socialism. There
is widespread fear of Socialism on the ground of
the immense powers it would put into the hands of
the Civil Service and the fear of graft and intrigue
manipulating these powers for private ends. What-
ever Socialism brought us it could hardly bring
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greater freedom. But Socialism is not the only alter-
native; a policy for full employment, designed to
convert the labour market into a sellers’ instead of
a buyers’ market (that is, to secure that there were
more jobs to be done than men to do them, so that
jobs wait for men instead of men waiting for jobs),
would remove the paralysing fear of dismissal which
is the chief instrument of tyranny. Sir William
Beveridge, in his book on Ful;, Employment, in out-
lining a policy for creating such a situation, admits
that it would have its own difficulties. When the
fear of dismissal is suddenly removed, as it has been
under the Essential Works Order, discipline suffers.
In order to maintain proper discipline in a period of
full employment, more enlightened methods would
have to be vnderstood and practised. Opposition
from employers may, therefore, be expected. This
is the kind of fundamental question that in a demo-
cracy ought to be settled by appeal to public opinion.
Ultimately, if the community desires to abolish bad
unemployment, it should be able to put into power
a government which will carry out this policy.

To move from the unfettered competition which
prevailed for the most part till the 1930s into an era
of monopoly would not be difficult. That change
has already gone some way in this country. It is not
a democratic solution of our difficulties, for it puts
immense powets without political responsibility
into the hands® of capitalists. If such capitalists
desire to obtain political power in order to defend
themselves against controls gnd interference in the
interests of democracy—and they commonly do
desiresuch defence—we shall be in danger of findin
ourselves under a mode of government which woul§
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in fact be fascism, though the customary forms of
democracy might well be kept up. It has not, in the
past, been difficult for vested interests of one party
or another to secure that men who will support their

olicy are returned to the House of Commons, and
1t might be done again.

To move away from unfettered competition into
an era of full employment and greater freedom,
along the lines of the Beveridge proposals, would be
more difficult; it would require experiment and
adjustment and immense determination in over-
coming capitalist opposition. It would involve
changes at least as great as those that attended the
initiation of social security legislation by the Liberal
Government of 1906-1914.

The danger of the present state of affairs is the
effect of industrial employment on character; it
induces the destruction or atrophy of the very quali-
ties on which freedom and democracy depend. It
seems irrational to be devoted to a political order
because it preserves freedom, and to fight wars to
maintain it, and at the same time to acquiesce in an
industrial mode of organisation which tends all the
time steadily to undermine it. This process goes on
whatever party is in power, and a Socialist régime
is not necessarily more democratic than a Conser-
vative one.

We suggest that without waiting for the pro-
founder economic changes which we believe are
needed, there are immediate reforms which could
domuch good. These are the inauguration on a wide
scale of juster methods of dismissal, the training of
management, and a new policy for leisure.
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Note.—Since the main part of this book was written the
Labour Government has come into power. If this Govern-
ment achieves any kind of success the danger of violent
revolution in this countrwwill recede into the past. The danger
of autocratic government being substituted for democracy by
insensible degrees is not at all abated.

The experiment of nationalisation in certain great trades
may provide or point the way to the solution of the worst
problems of extreme competition. A more immediate hope is
that, through the Labour Government, the community will
succeed in exacting a higher standard of conditions and
management in industry generally.
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Part III

Remedies within the Present System






CHAPTER ONE

Three Immediate Steps
I

WE have said that competition is the source of
that pressure on the employer which compels
him to use the worker not as a person but as an
instrument of production which must be exploited
to the limit of its capacity, and that it is a most
urgent task, if we care for democracy, to bring com-
petition under rational control. But certain reforms
are possible which would relieve the pressure in
some degree without waiting for fundamental re-
adjustment or revolution.

The first of these concerns the method of dis-
missal. Johh Winnington has shown how summary
and especially unjust dismissal is used as a whip to
speed up Iiroduction beyond what flesh and blood
can bear. It is an intolerable indignity that a free
citizen should be at the mercy of an overseer who
can reduce him and his family to unemployment
and the dole for no reasonable cause*. There is in
effect no appeal against such dismissal because the
higher management will normally feel they must
support their foreman. A man haunted by this fear
is not free. He dare not resist any demand or any
insult. People outside factory life often cannot

* In war-timep when workers were in a stronger position,
and summary dismissal might cause employees’ meetings,
strikes and lost time, the Ministry of Labour sometimes ap-
pointed courts of enquiry. At a case at an important motor
works the court n8ted that, after the unsuccessful intervention
of the Personnel Manager, * the workers had no effective means
of expressing . . . grievance.. . . except by meetings and threats.”

cf. Cmd. 6284.
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believe that Englishmen would put up with this
treatment ; if twenty or thirtz resisted together, they
say, they could not all be sacked But in time of acute
unemployment, local or general, they could.
Further, twenty or thirty do not combine in that
courageous way unless they are led; the firm will
have a good idea who the leader is and, if they do
not wish to sack all, will sack a few likely ones;
anyone who tries to lead a resistance movement
simply ensures that he will be the one to go home to
his wife to tell her that they are on the dole again.
His family’s standard of living will be abruptly
reduced. In any case, whether it seems likely or not
that Englishmen would submit to such treatment,
it is the fact that they do. How can men reduced
to such weakness have the self-respect or self-
confidence of proper citizenship ?

However, it 1s not easy to provide the alternative
method. Since the Essential Works Order came into
force the power of dismissal has virtually been
vested in the National Service Officer, that is out-
side the factory. The N.S.0., who is also the man-
ager of the Employment Exchange, is extremely
busy; presumably his instructions from his head-
quarters were that labour was to be kept at work,
and restrained from moving about as much as pos-
sible. However that may be, it often happened that
he was very slow in responding to a request to use
his powers for the disciplinary discharge of idle or
incompetent workers. Firms were in many cases
working for costs plus profits, so that it did not
greatly matter to them if they carried a good many
incompetents; it is undignified to threaten workers
with disciplinary action by a servant of the State,
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and then find that nothing much comes of it. Many
firms found it simpler not to make many requests
for the removal of unsatisfactory workers. The effect
on .disci{)line was very striking. The Minister
apparently relied on the patriotism of the workers
to carry on properly and strenuously without the
sanction of the effective threat of dismissal. But
many workers have felt that in war as in peace the
upshot of their labours is to put money into other
men’s pockets; they had not confidence either in
their own managements or in the Government, nor
even always in their trade union leaders. They
believe that the Excess Profits Tax has been widely
avoided by careful accountancy. As a result of the
removal of the control to which they were accus-
tomed, discipline has suffered very badly. The
only effective incentive has been bonus; this has
worked very irregularly. Work was designed and
tooled so as to be able to be done by green unskilled
labour ; skilled labour was supgosed to be upgraded
to supervision. But bonuses for supervision were
much smaller than for production, so that it became
unmistakably clear that it paid to remain at the
bench earning production bonus; this havin§ been
designed to provide a living wa%e for green labour
brought higE money to the skilled man. But this
was often not an inducement to him to work hard
continuously of keep good time. He has a definite
standard of living in his mind and when he has

rovided for that he loses interest in money; his
eisure becomes of more value and, especially if he
has been tired *out by unwisely long hours, he
absents himself. The country has paid very heavily
indeed for the lack of training in management; in
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John Winnington’s experience it has appeared that
uneducated men who love power, and have been
upgraded rapidly, have had no idea whatever how
to get work out of men and women who hate them,
and over whom they have no effective sanction.
Accordingly managements are extremely anxious
to recover their powers as soon as possigle. This
means the old tyrannies will return. If it becomes
illegal to give men less than a week’s notice the
extreme indignity and hardship of finding yourself
on the street within an hour of a row will be removed.
But this will not suffice to remove unjust dismissal.
Those who sack in anger will feel that their position
will be intolerably shaken if they weaken laterin the
week. No outside panel will be likely to be available
who could be relied upon by both pa-ties to have
sufficient technical knowledge to decide justly.
The power of firing will havetolie inside the factory.

It 1s not enough for directors to announce that in
every case of dismissal men may appeal to them.
Directors are often not well enough known for
workers to have any confidence that they (the
directors) would let down a foreman or superinten-
dent by reversing his decision. Nor would it neces-
sarily ﬁe effective to have dismissals brought up
before a Joint Production Committee or the like;
workers may be intimidated, there would be astrong
temptation not to mark yourself out for reprisal by
resisting the foreman’s decision.

Two methods may be mentioned that have been
ractised with success. One is to vest the power of
iring and firing in an officer not directly respon-

sible for production, whose own power to discharge
his function efficiently depends on his reputation
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for fairness; this is generally the labour manager or
personnel officer. \%’here the power is really given
to this officer the plap works well. The personnel
officer will not be successful unless he (or she) holds
the confidence both of foreman and of workers. But
few firms, comparatively speaking, will give these
powers to such an officer. Their profits depend on
overdriving their men; when time is lost by giving
fair consideration to disputes, the production of
that day or week is affected ; and they do not wish
anyone who is not involved in the drive for produc-
tion to have the power to delay it for a minute.
Another scheme is to refer dismissal to a panel
with a director as chairman, on which also sit the
personnel officer and a representative of the workers
(such as a shap steward) as well as the worker under
threat and the foreman or supervisor who wishes to
dismiss. Some firms make such a scheme work.
When it will work, it is likely to reduce the number
of unjust dismissals or attempted dismissals, simply
because people dislike publicity for their own worst
outbursts. The worst explosions would come under
restraint if the power of dismissal was vested in a
panel. But many firms would be slow to agree to
such an arrangement, because you would then have
to prove to the panel that there had been due
grounds for dismissal, and proof is extremely diffi-
cult. There cap be bad timekeeping, dishonesty,
disaffection, bad workmanship,and unless the firm’s
methods of keeping records, and the memories and
integrity of various witnesses are exceptionally reli-
able, it wjll be mpossible to prove gelinquencies
which are not in doubt. For a firm to attempt to
dismiss a bad workman by means of such a panel,
DL—9 119
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and fail to carry it, would be extremely bad for
discipline, and if everyone knew that the work-
man was in fact guilty of misdemeanour the effect
would be all the worse.

Such a panel would work in a firm in which
workers and management had confidence in each
other*; it would be difficult to get it to work where
such confidence did not exist. This is the case with
many needed reforms; they would be practicable
where relations were already good, but relations will
notdimprove until these very changes have been
made.

This whole question is very difficult. Even the
best employers fight shy of letting power out of
their own hands and believe that committees of
workpeople would be as likely to be governed by
spite or jealousy as any other human authority. But
it is urgent that some better way should be found.
The present situation simply means tyranny, it
takes away essential freedom and degrades the
tyrant as well as his victims. Many people will

oubt if the amount of in}iustice warrants this asser-
tion ; if you have talked freely, as the writers have
over a period of years, to workers from many dis-
tricts and many trades, you cannot doubt that it is a
major iniquity. Thisis one of the questions on which
enquiry is most urgently needed. The community
cannot act without knowledge.

I

A second reform which need not wait for pro-
found changes to take effect is training of manage-
ment. Nothing is more urgently needed than this.

® Cf. page 131, the Nunn-Bush plan.
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The want of such training has been apparent in
most of what has been said in this book. To men
with training, or the right kind of experience, this
kind of work can provide absorbing interest and a
good deal of excitement; for the reward of effort
continually comes, in problems solved, output
secured, contracts fulfilled. But to men who have to
find their way through intricate and urgent diffi-
culties without any experience or preparation, with
hundreds of people dependent upon them for work,
and who dare not ask for help or consult another,
because you lose prestige if you admit for one
moment that someone else may know better than
you, these responsibilities bring gruelling anxiety;
men make mistakes and have to cover them up, they
become harsh simply because they are afraid, and
they constantly feel compelled to compensate for
bad organisation by demanding overtime or by
overdriving their workers. Not humanity alone but
common sense must inform us that if we wish to
compete successfully for trade in the post-war world
we ought to overcome the loss of production which
is due to inefficiency and could be remedied by
training.

During the war the Ministry of Labour attempted
tomeet the dearth of foremen and lower supervisory
grades, which had been created by the expansion
of war industry”and men’s unwillingness to be
upgraded, by means of short courses. Practically
no courses of any kind were available until this was
done, except such private and.experimental training
as a few firms had developed within the factory.
These courses have been difficult to arrange because
the duties of foremen vary so greatly from one works
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to another. Men do not always see the point of
attending courses at the end of a busy day, in order
to be instructed in planning, progress work, costing
and so on, when the tendency is all the time to take
these functions away from the foreman and give
them to specialist departments. Nevertheless, the
experience which has been gained at these lectures
and discussions should be valuable in building up
a far more thorough, well-thought-out, regular
system of training for management after the war.

he works manager holds the crucial position. He
is the point of junction where policy 1s translated
into day-to-day control; and he is the man who
represents the higher grades to the working people
and by whom they Wlﬁ tend to judge the goodwill
and sense and integrity of their directorate.

Three types of training appear to be essential to
the making of a works manager, in addition to tech-
nical proficiency: he needs to be taught how to
think out the problems of organisation, some intro-
duction to psychology, and facility in expressing
himself in English.

(1) Experiment will be needed before the best
way of teaching organisation will be found. But
part at least of what is necessary is to teach people
not to be scared of complicated thought. Some
people believe that teaching in logic, mathematics
or economics—all abstract studies of the interaction
of a multiplicity of variables—would be a useful

astic and equip the mind for dealing with the
shifting intricacies of production problems. On the
other hand, for lower grades far simpler instruction
could be very useful. The lack of perception in these
grades of what factory organisation means can
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create havoc, unless it is checked. The following
story provides an illustration. A foreman known to
the writers when confgonted with a jig and a batch
of parts which would not fit it, returned the jig to
the toolroom for alteration. Several batches had
already been drilled satisfactorily in the jig and
when the matter was looked into it was found that
the parts which did not fit had been made oversize.
Had the foreman’s note requesting alteration been
accepted by the toolroom foreman, the jig would
have been rendered useless for subsequent batches
and a new jig would have had to be made. The right
course in this instance was for the foreman to send
the jig and the parts to the inspection department
with a request for a decision as to which of the two
was at fault. What seemed a natural solution to the
foreman would not have occurred to a trained man.

One result of good training for administration
should be to produce a type of manager who could
appreciate the value of scientific records. The intro-
duction to any book by Professor Sargant Florence®,
or almost any other industrial investigator, will
reveal how hard it is to find out what is really hap-
pening in our factories, owing to the lack of proper
records. Scientific costing is impossible unless there
are good records; enquiries into absenteeism and
lost time and sickness are stultified by the same
difficulty. Only,an educated man knows that time
spent on accurate records is not time lost.

(2) It might be thought that managers and fore-
men are already quite acute enough to know what is
going on in the minds of their men, and also of their

® Cf. for instance Sargant Florence, The Economics of
Industrial Fatigue and Unrest.
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directors, and not to need instruction in psychology.
They are often exceedingly shrewd. But their judg-
ment is continually intex%ered with by emotion, and
they make very crude mistakes. The value of a
trained personnel officer is largely that he or she
has had sufficient training to interpret behaviour
objectively without emotion. But this capacity
should not be confined to the personnel officer;
otherwise this officer has to speng a disproportion-
ate amount of time clearing up mistakes that ought
never to have been made, and calming people who
ought never to have been incensed. A great deal of
time lost in factories is due to obviously avoidable
errors in dealing with people.

(3) Managers, foremen and indeed most of the
inhabitants of factories fall into continual difficul-
ties through not being able to say clearly what they
mean. There is constant need for instructions to be
plainly given, quarrels to be calmed, grievances
expressed and met. But this need is not always seen.

en a manager says to you: ‘“Speaking as an
engineer, with 30 years’ engineering experience ...”
you may surmise that he has some principle in mind
which at this juncture needs to be clearly communi-
cated. Yet you will probably not be wrong if you
also surmise that he will almost immediately shy off
with some such cliché as “I feel least said soonest
mended,” or else shirk the issue by embarking on a
flood of irrelevant observations, Wzich may be such
an established escape mechanism with him that they
are utterly familiar to everyone at the works. Thirty
years’ engineering experience 1n factories has
taught him to avoid explanations ; but a man who is
to control hundreds of other men, and keep their
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confidence, needs to be able to convey his ideas
clearly and get them across. (Commentators on
Field-Marshal Montgomery’s technique in creating
a high morale have noted that he makes it a constant
principle to see that those who work under him
understand his plans.) This inarticulateness is
not peculiar to factory life ; family relations, friend-
ships, the co-operation of workers in every circle,
are upset by the misunderstandings that arise from
explanations that do not explain or the silence of
those who fear that words will do more harm than
ood. Everywhere a man or woman who can express
ideas clearly is liable to be mistrusted by those who
cannot ; they fear him (or her) because they cannot
compete. But this ability ought not to be excep-
tional. It sometimes seems to be taken for granted
that the teaching of English presents difficulties
which only genius can overcome. This cannot be
true; investigation would surely discover ways in
which our own language could be and indeed often
is effectively taught. Till this is more widely done
in the schools, every course for works managers
ought to include lectures by students, discussion
groups and seminars to give practice in talkin,
clearly about complicated matters. Every technica%
college ought to have its students’ union. In the
students’ unions at universities students do a great
deal to educate €ach other. They discuss continually
any number of topics, and all the time they are get-
ting practice in expressing themselves, in the art of
listening to other people expressing themselves, in
giving careful aftention to notions that may be quite
unfamiliar to them, in bringing criticism to bear
on plausible talk and distinguishing originality
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and sense from clever balderdash. Foremen and
overlookers would be better able to carry their
responsibility for handling people if they had
similar exercises in their you‘tﬁ.

So far many technical colleges have thought it no
part of their business to provide for social contacts
of any kind. But if they do not make such provision
it is hard to see how else it can be provided. The
boys who attend night school and technical colleges
have less leisure tﬁan university undergraduates,
but where there are facilities—and such students’
unions are not unknown—the young people may be
trusted to seek one another’s company and talk
freely. Some come before lectures begin, and do
their cleaning up after the day’s work in the college
cloakroom, and have a snack in the college snack
bar; others stay when the lectures are over to con-
tinue in argument. And societies can be formed to
meet on nights when no lectures are on the time
table, in order to read and listen to papers, and join
in discussions. Now that some daytime is to be

iven to continued education, the opportunities will
e greater. To many outsiders it must seem that
university students waste a lot of time in talk; but
no small part of the advantage that a university man
takes with him into the world is that he is not afraid
of talk and can himself talk as well as anybody he
expects to meet.
here is one further point. Training could help
in the ways we have described and in other ways;
it might also iive mapagement the support of a
professional ethical tradition. Some people do not
need this. They have such clear ligf\)::e within and
such natural strength of mind that they need no
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help of this kind from society. But most of us are
not like this ; most of us know very well that we owe
a good deal to the funded .insight and the refined
sense of what is proper to be done which we learn
almost without knowing it from our profession, and
to the control which this tradition exercises on our
own way of thinking. Doctors, scientists, bankers,
soldiers, all professional men and women are upheld
and guided by the ethical tradition of their calling.
Works managers and factory foremen have no such
common tradition to guide and inform the way they
discharge their heavy responsibilities. They are
exposed to severer temptations than are common in
other professions, and they work in a circle which
has almost consciously abandoned moral consider-
ations. (What else does “business is business”
mean?) They are considered soft, the obvious
people to be exploited, if they hesitate to do as others
do. The saddest thing is to see the young accom-
modating to this environment, straightforward boys
learning cunning, the kind-hearted getting over
their scruples and becoming hard. Discussion of
factory problems, and of the psychology of the
people who have to be directed, could help to build
up a common tradition of the right way to meet the
stresses and strains of industry and in particular to
reveal to people that they are not alone in their sense
that ethical 1d€as ought to have their place. Such
idealism probably cannot by itself defeat the in-
exorable pressure of fierce competition, but it could
help to set up a clear ngrm of conduct and to
strengthen the thoral feeling that is already in men’s
minds.

There is a great deal that the law cannot do to
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lighten the burden of factory life, that only manage-
ment can do. Management appears to be on the way
to a position of great and increasing power; it is
important that in its struggle for professional status
the opportunity for taking thought about its moral
responsibility should not be lost, and that the know-
ledge which most men have of what they think right
and what they feel to be wrong should not be
allowed to perish as a useless scruple.

Again, the technical colleges provide the obvious
opportunity for the training that is needed, but they
have never taken any responsibility for the ethical
side of factory work. They could make a great con-
tribution. What is needed is lectures and discus-
sions on the psychological and ethical problems
involved in the Kandling of people. It has been a
mistake, as was said, to relegate these problems to
the welfare officer. If conflict of policy arises be-
tween this officer and those responsible for pro-
duction, the production people win. Until those
responsible for production understand something of
the psychology of management and have better
ethical standards, things cannot get much better.
Setters and overlookers and other technical men do
not escape from the human side; every machine is
worked by a human being, and the technicians’ atti-
tude to the workers exercises a great influence.
Everybody who carries responsibilitv in the works
ought to share in a common ethical tradition, which
is part of professional pride.

A third reform which could do a great deal to
change and improve the effect of inaustrial employ-
ment on the character of those who accept it is
wider and wiser use of joint consultation. This
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device (as was said on page 54) has been tried in this
country during the war, and found by a good many
people to be of limitgd value, and there is a danger
that, now the war is over, these experiments may
be thankfully abandoned by many firms. But this
would be a mistake.

There are difficulties in joint discussion, which
are not always realised by those who embark upon
it, but are quite inevitable. For creative corporate
discussion demands skill as well as goodwill, and the
skill probably cannot be acquired in any other way
than through experience. There is an art in this kind
of discussion as much as, and indeed more than, in
any other kind of public speaking. Mark Benny has
described some ot};he reasons for the disappointing
quality of unskilled joint discussion in the coal
industry, in his book Charity Main. Similar
difficulties may be observed wherever one is privi-
leged to be present at such meetings among people
wﬁo are new to the method. Probably the workers’
representatives come to the meeting with little or no
idea of what is going to be discussed or of the facts
material to the arguments. Inexperienced people do
not always realise that they cannot put their case
effectively if they have not studied the agenda
beforehand; or they may not have received the
agenda. Workers’ representatives are almost bound
at first to wqnder what may be behind any new
scheme, and what the directors have in mind to get
out of it. They tend to be opposed, for reasons of
security, to any change «whatever unless it has
sprung from their own demands. They do not know
how to present their demands, nor how to back them
up witﬁ reasonable argument and verified facts.
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They often indeed have rather little sense of the
difference between facts and allegations. On the
other hand the directors or their representatives,
who are apt to be in the chair, seem often to be more
accustomed to chairing small meetings of men who
are familiar with the matters on the agenda. A
Works’ Committee may be quite large, including
twenty or thirty people, and the chairman, being in
the habit of studying his notes rather than the faces
of the people he is speaking to, may not notice that
most of them cannot hear what he is saying. He may
be unpractised at setting out the history that has led
up to a situation, in such a way that those who do not
know about it can follow ; he may use uninformative
hrases, such as ‘“‘the present situation,” which
eave people unenlightened about what the situa-
tion is. He has often been too busy to clarify in his
own mind beforehand the issues that are involved,
and is unable to rescue the meeting from muddle
and waste of time. He may not realise the suspicions
moving in the minds of the workers, or if he is sensi-
tive to them, he may not be able to find the words
that would allay them. One of his great difficulties
is likely to be that the workers present do not under-
stand committee procedure and feel humiliated
when they have to be told that their contribution is
out of order. Another very great difficulty is that
some of those who are most earnest in their desire to
co-operate are not good at expressing themselves,
they may seem to be obstructing when all they want
is to think through the concrete detail of a proposal ;
they need the skilled help of the chairman in making
their point clear.
These meetings give workers the chance to feel
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that they have a real contribution to make, and their
morale will be improved if they feel they are being
effective. The converse of this s that they are sensi-
tivq to any failure, and unwilling to risk their
prestige again. Many would rather sit quiet and tell
their friends afterwards what their reactions are to
the committees’ decisions than essay the unfamiliar
ordeal of lifting up their voice in public. Others
make the opposite mistake and talk too much.

All these are the inevitable difficulties of real dis-
cussion and are experienced by learned and highly
educated people as well as amongst other groups in
the community; it would be a mistake to be dis-
couraged because of them. They are not insuper-
able. G. S. Walpole in his Management and Men
describes a,successful experiment in joint consul-
tation, and an American writer, Koepke, in his
Plant Production Control (p. 66), gives an account
of a firm which went a very long way in using their
workers’ capacity for responsible thinking and in
trusting their co-operative spirit. He describes
what he calls the Nunn-Bush Plan. Nunn-Bush
are a large firm established about 1904 who make
boots and shoes. After they had been working for
some years they asked their operatives to form
unions so that certain matters might be settled by
mutual agreement, and they gradually used the
union more apd more. ‘“The Nunn-Bush Company
does not feel that they have made anﬁ sacrifice of
executive management power. They have made it
obligatory for tﬁeir executives to be right and just
in theiy actions. If a man is to be discharged the
foreman knows that snap judgment or hasty action
is going to be checked by the union. If the union’s
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committee decides the discharge is not justified it
is assumed the committee is right and the executive
is wrong. As mutual confidence grew, the greater
was the co-operation between the union and the
management. Over a period of more than twenty
years they have developed methods of co-operating
on the discharge of old employees, the hiring of new
ones, working hours, number of working hours in
the week, amount of wages to be paid, and other
things which came up from time to time. All

roblems are settled by mutual agreement, or if that
ails by disinterested outside arbitration . . .” (p.
67). They found very much to their surprise “that
the percentage of the sales income dollar geing to
labour over a long period of time was almost con-
stant’’;and by then the understanding that had been
established was so good that they were able to co-
operate with the union to stabilise the workman’s
wage as a yearly salary with a guaranteed year of

. fifty-two weeks.

f workers were more commonly given responsi-
bilities of this kind, industry would really provide
some kind of stimulus and training in the qualities
of democratic citizenship. It would do more.
When men collaborate with one another, in dis-
cussion as well as in action, over routine issues as
well as in controversy, they come to understand and
sympathise with one another. Then it will more
and more happen that they reach their conclusions
without the defeat and discomfiture of any group
among them, because gs the result of their co-
operative thinking they have workéd out a policy
which integrates all the points on which the several
groups set most store. Such a policy is more satis-

132



THREE IMMEDIATE STEPS

factory and more fruitful than any merely sectional
policy. By then, whether they realise it or not, they
are doing something far more important than set-
tling the problems that come up on the agendas
of miost commyjttees ; they are creating a new kind of
common life, they are operating in the strength of
corporate purposes, which they only partly recog-
nise but which have immense power, especially the
fundamental spiritual purpose of mutual help. This
exl)erience invariably generates a new sense of the
value of life and of effort, and it brings to birth what
may be called true society, the kind of society in
which a man reaches personal maturity through
making his contribution to the common purpose,
and finds himself valued and understood because of
this contribution.
This may sound idealistic and unreal. Itis really
a common experience. It is probably found most
fully in the religious life of the Society of Friends.
It was effective also in the Tennessee Valley. In
some degree it has been felt in the discussions that
rew up among firewatchers, in shelters, in the
%.A.F., in Women’s Institutes, in countless small
groups. (The ideal number for a group of this kind
18 judged to be about nine or ten, larger groups
generally develop more slowly and less effectively.)
If industry could capture this experience, our
industrial life *would begin to be healed of the
sordidness wilich is the indignity and blight of the
modern world, and industry would then be able to
make a new and tremendous contribution to the
spiritual experitnce of man. Something of the sort
is perhaps already going on in Russia. But we do not
have to wait for an economic revolution. There is
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nothing about the fundamental purpose of industry
to exclude the possibility of its becoming a spiritual
enterprise; its raison d’étre is to raise the standard
of living, and there is there a purpose that naturally
touches the basic compassion in human nature. The
raising of the standard of living is not incompatible
with profit, nor with private and unequal profit (any
more than the devotion of an Army is incompatible
with unequal pay); but compassion is incompatible
with certain kinds of profit and with certain ways of
making it.

Industry will not be spiritualised as long as the
men who run it are unspiritual. But there are men
running industry today who are spiritually minded,
and who labour unceasingly to overcome the hos-
tility which poisons it. fn their hands joint dis-
cussion, as it becomes skilled, can be a very power-
ful weapon*.

® Cf. two books by Mary Parker Follet, The New State, and
Dynamic Administration; also the Penguin T V 4.
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CHAPTER TWO

The Function of Leisure is an Economy of Mass
Production
I

HOWEVER well managements are trained,
however much competition is brought under
control, it will be impossible to put the clock back;
mass production by machinery has come to stay.
The factory worker could be shown how his work
fits into the general life of the community, interested
in the discoveries and triumphs of his own industry,
given his proper responsibility as a worker whose
ideas will be valued and whose work on Joint
Councils and Production Committees is necessary
to the life of his factory. It would still be the case for
the vast majority of factory workers that their days
and years would be spent mainly in performing
simple repetitive movements at machines or assem-
bly benches. There is no prospect that machine
work will ever make anything like the demand on
character from the ordinary worker that the old
crafts used to make and some skilled work in some
callings makes today; the craftsman who knows
something of what beauty is because his own hands
bring it into being, the farmer whose work trains
him in observatidn and sympathy, the small trader
with his wide Tange of contacts with people, the
sailor, the nurse, the teacher, all get more from their
work as well as giving more to it than the modern
factory worker eVer can. War gives to some oppor-
tunities which peace does not give.

Richard Rumbold, in an interesting letter to
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the Spectator*, has some words that throw light
on the experience behind the heroism of war. He
says of the men in the R.A.F.: “We were able to
identify ourselves with the asPirations of a whole
nation. . . . We no longer feel ‘out of it’ to the same
extent as in peace. Our longing to play a part where-
by we could secure a sense of socia{)si niEcance (and
upon this our keenness largely rests) has been grati-
fied. Finally we have beengiven,inthe R.A.F.atany
rate, many personal opportunities denied to us in
peace. Consider one example among many : that of
anavigator, I often flew with him, who was formerly
an assistant in a gents’ clothier in the provinces,
where he said his job largely consisted of wrapping
and unwrapping parcels. But now he plays a sig-
nificant part in the nation’s life, and upon his
initiative and intelligence depends largely the suc-
cess of each o?erational sortie as well as the lives
of other men.” But if the factory worker is ever in
his life to meet the experiences that call upon his
purposiveness, his creative capacity, his sense of
perfection, and to be conscious of carrying signifi-
cant responsibility in society it must be in his
leisure. Better leisure is necessary to these workers,
not so much because they would enjoy it as because
without it they are likely to remain sub-adult and
sub-democratic. One manager who regarded his
men with sympathy said to me when I appeared
censorious: “They’re like children, you know.”
Why should we know that ? Why should it be taken
for granted that factory workers are like children?
It is often true. °

This involves a profound re-thinking of the

® August 20, 1943
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balance of life. We have been accustomed to think
that the challenge that develops character is met in
work ; that work is the adventure in which you find
yourself, for the sake 0? which you have to grow, in
which you findsthe chief interest of life and its
paramount duties. This is the Puritan conception
of work; it is not true of all periods of history.
Civilisation, in the sense of spiritual achievement,
has largely been the creation of human leisure;
music, art, philosophy, science, have owed much to
men who had time to spare from breadwinning.
Working-class leisure has already made its not
insignificant contributions: peasant communities
have developed folk dance, embroidery, wood-
carving, and ballad; town-dwellers have their
chapels, trade unions, and brass bands. It is wrong
to identify leisure with idleness. Today we think of
leisure as the margin of life that may rightgv be
spared for relaxation or enjoyment after a good day’s
work. But for thousands of people there will never
be a good day’s work to be done, there will only be a
lever to be pulled (or the like) for eight or nine or
ten hours. ?f work in the sense of breadwinning
means machine minding, work that is the making of
a man must be done in%cisure from breadwinning.
Leisure must become the most truly strenuous part
of life, a tonic rather than a sedative.

This all sounds rather unreal. One working man
said to one of the writers that most men regard
leisure as the opportunity for spending moneys; if
you increased theig spare time without giving them
more money to spend they would be at a loss. It is
true that for many people recreation means the dogs
or the pub or the cinema. If you gave them more
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time for these diversions it would not do much good.

Nor could one say that the leisure occupations of
the upper and middle classes could suitably form
the life work of ordinary people—music, bird-
watching, embroidery, philately, sport ... few of us
would feel that our existence was justified by what
we could do in these pursuits.

The old ways of recreation must change if we are
not to be defeated by the new ways of work. This is
not impossible. The indications are that if they were
released by means of ampler leisure from the ex-
cessive confinement and exhaustion of the factory,
the creative energy of the workers would lead them
to new forms of community life. This is what the
present age needs; other times have made their
great contributions in art and music and literature,
and our inspiration in these things, like our interest
in them, is poor compared with what the past can
offer. But today we need more than anything else
fresh creative experiment in social activity and
understanding, a modern tradition of community
life. This is what factory people and other workers
also could probably begin to do. The sociality of
the factory 1s at present often curbed and frustrated,
the sociality of the neighbourhood in arrest. The
centre of personal activity and purposiveness, the
ﬂace where spiritual values are felt, is the home.

ere it does seem that working men and women are
able to find themselves and express their own sense
of the right way to live. It is said that one-third of
the houses nowinhabited were built between thetwo
wars; these housing schemes, imperfect as many of
them are, have given people a chance. Drunkenness
has abated. It often happens that men as well as
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their wives find their chief pleasure in the service of
the home®. House pride is, in its humble way, an
aspiration after perfection. Relationships become
truly personal and thére is the beginning of true
society. Here we find something of the energy and
contentment of the creator who has found %)i,s (or
he'rlz medium.
his account does not apply to all working-class
homes. Much of the housing that still stands is
squalid ; many of the people are not yet accustomed
to conditions which make the domestic courtesies
ﬁossible. But the beginning has been made; the
ome is the birth-place of true society.
But the home is not enough. Although factory
people will sometimes clamour for more oppor-
tumty for socigl intercourse, they in fact often shrink
from its responsibilities. They manifest a lack of
appetite for adventure, an inability to adapt to
strange surroundinis, an avoidance of wider con-
tacts, which is not healthy. In especial they dread
the responsibility of organising anything ; they have
a morbid fear of criticism, and are intensely critical
of anyone who braves it. It is not hard to understand
these reactions. In the crowded streets of modern
cities there is such a variety of incomes, and stan-
dards, that people who have a hard struggleto main-
tain their own standard of respectability shrink from
identifying thzigﬁelves from others who may have,
as they say, “different principles.” Factory employ-
ment starves so many of their proper share of re-
sponsibility that they both fear it and envy those
‘who have courage enough to accept it. But these
difficulties could be overcome; and the path to
* Cf. p. 8s.
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fuller experience and fuller, more democratic life
lies in the movement from the home to the neigh-
bourhood group.

There has been some experiment in this direction
already. Where there is success there is much
variety. The approach to social life among fire-
watchers and civil defence personnel, the enjoy-
mentof the corporate activities of the Home Guard,
are evidence of a genuine impulse to sociality. The
Peckham Centre and other large-scale experiments
prove beyond all question that community life is
what people need and will welcome as soon as they
find out what it means.

This chapter was already almost complete when
the Ministry of Education’s Eam hlet on Com-
munity Centres came into our hands and it was fol-
lowed by the announcement that it was the policy
of the Coalition Government to further the develop-
ment of community centres on a wide scale. This
policy is profoundly right.

In order that it may be successful, two conditions
are needed ; one is the restriction of working hours,
and the second is a different type of education.

I

Leisure that is to serve merely as relaxation, for
recovery from fatigue, does not require so much
time as the leisure that is to be work, though not
breadwinning, and is to provide the creative oppor-
tunity of life. It may seem far more satisfactory to
have work, such as research or the higher kinds of
legal and administrativeactivity, whichengrossesall
the hours of day and many of the night, without a
thought of stopping for relaxation. But this kind of
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work is only possible for the few and it is unrealistic
to argue as though this sort of assiduity and con-
centration were right or proper for machine
minders. Our civilisation has invented the machine
and thus found the means to support far larger
populations than any former time ; the corollary of
machine production is reduction of the hours of
mean manual labour, and the discovery of the pos-
sibility of a good life for the labourer.

There are two further reasons why greater leisure
seems to be needed now than in earlier times; one
is the pace of modern production, which makes even
simple operations at a machine much more exhaust-
ing than longer hours taken at a gentler tempo; and
the other is that the size of modern cities makes the
business of ggetting to and from work, and to and
from the places of leisure occupation, so costly in
terms of time and energy.

The amount of leisure that is needed to enable
the worker to lead a full life varies with the demands
that the work makes*. A day that ran from 8 till
5.30 was found by one of the writers to be com-
patible with very good leisure; one could write,
attend an art school, explore the Cotswolds on a
bicycle, enjoy a circle of friends. But working in
Birmingham at a machine from 8 till 7 was very
different. The evening only allowed time to recuper-
ate somewhat fydm the fatigues of the day and there
was no margin for further undertakings. This diffi-
culty cannot be remedied to a great extent by deter-
mination ; one can, if one is determined, write or
draw or talk to ffiends in great fatigue, but one does
these things so badly that there is no point in doing

* Cf. Chapter Three.
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them at all. The day that ended at 5.30 and the day
that ended at 7 diftered not only quantitatively but
ualitatively; they afforded two difterent kinds of life.

e have found extraordinarily few working men or
women whose experience has been different, who
have been able after working long hours to embark
on any leisure purpose which made much demand
upon them.

Another factor which has to be taken into account
is the severity of the physical labour involved. A
man working at a drop forge, wielding a heavy ham-
mer, will probably give his best output in a 30-hour
week; the less exhausting work of some machine
minders can and should go on for longer.

The hours of factory work for men have never
been limited by legislation, and, contrary to what
many people think, hours are often longer in peace
time, when firms are working on competitive con-
tracts, than in war when the Government will buy
all they make. It seemed to be confidently supposed
by many people that hours would undoubtedly be
reduced after the war. But as the full urgency of
reviving and expanding our export trade comes to be
felt, the captains of industry and those who follow
them revert to their fixed notion that longer hours
mean more output. But this is true only for a brief
period of extreme ur§ency. It was proved in the
war of 1914-18, and forgotten by the Ministry of
Labour and others, and proved again in the war of
1939-45, thatlong hours do not increase production.
Byt the average Englishman is not much affected
by proof*. Nothing will keep hours of work down

16; Cf. Martindale, From Our Generation to Another, pp. 160,

142



THE FUNCTION OF LEISURN

to a reasonable level but legislation. And the law
must be garefully conceived because if there are
loopholes allowing men to be employed for longer
hours if they age willihg, they will all be willing, be-
caust none oa{them will prefer the alternative of
making way for others who raise no objection.

111

The second thing that is needed for the develop-
ment of the new leisure is a different type of
education.

At the present time there is a lot of talk about
education, but nobody wants to be educated. Edu-
cation is regarded as a means to the better kind of
jobs rather than as an experience to be desired for
its own sake, This is partly because everybody is
tired. There is a need for general rehabilitation;
holidays with pay, holiday camps, idle time at home
have their place. But unless there is a positive policy
for a redevelopment of the good life in terms of
activity, relaxation will very rapidly degenerate into
boredom.

The chief reason why education is not enjoyed or
sought for by adults lies deeper. The education
they have been offered is not designed to meet their
needs. It has been too much dominated by the high
academic tradition of the universities, the pursuit of
scholarship. The universities do not train boys and
girls for citizenship but for research (the boys and
girls train themselves for the responsibilities of the
community through their j:cietles). Their studies
introduce them®to standards of great accuracy and
thoroughness, but there is an excessive emphasis in
the arts on philology and criticism and the inter-
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pretation of sources. This education gives a bias to
the mind which can be overcome in the course of
adapting to an active career; young people with
good brains get great benefit from s-ich discipline
and manage their readaptation successfully. But
such curricula watered down for higher-and school-
certificate examinations, watered down still more
for the elementary schools, induce the notion that
what is called education may bestow some obscure
benefit on the mind but is remote from any natural
interest of children or adults. The result is that the
huge maf'ority of those who do the work of the world
have little knowledge of the background and setting
of human life, little capacity for reflection and
creative criticism, and are out of touch with
the past.

To lose the sense of the past as a living element in
the present means that one lives in a kind of blind-
ness. Part of the cause of the listlessness of working
people today is that they do not know how great
a thing human achievement is. Their judgment
operates on the narrow range of present fact, which
falls within their own experience, the fact of failure
and breakdown. Our wars, poverty and injustice are
profoundly depressing; but it is not these that dis-
tinguish us from the other living races on the planet,
ours are not the only lives that are poor, nasty,
brutish and short ; and the conclusion that our lives,
like those of the other animals, are doomed to labour
for nothing more than food and drink, sleep, pro-
creation and forgetting, is false. The human tradi-
tion, from the Aurignacian cave men and the wood
carvers of the Ashanti jungles to St. Francis,
Leonardo and Einstein, is the story of the perpetual
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creativeness of the spirit; this is the kind of creator
man is. In our miserable present we need supremely
the inspiration of the past. ‘

The past i a living element in the present not
because histdry repeats itself, but because institu-
tions persist an fproblems recur. There is
strange, strong comfort in understanding that the
men and women of the past shared our experience,
and that the enlightenment they won is for our
help. There is a sense in which time is powerless
to divide us, the past and the present generations
face the human problem as a single society. If all
this is dark to us, we find ourselves in bondage to the
past. We find ourselves tied to powerful institutions
which we can only get the better of by destroying
them; to dgstroy them is to strip ourselves of our
greatest strength. For these inherited institutions
are the focus of social cohesion and the legacy of the
wisdom of our fathers. If we know how and why
they came to be, we can adapt them to our own needs
without sacrificing their funded strength. It is above
all things needful today that the understanding of
the past and of the present should be united in the
same minds.

It is not unrealistic to hold that an education
which has this aim, of uniting understanding of the
present and the past in a single experience, 1s what
would most {elp working men to recover hope and
purpose and aid them to find their own salvation in
new forms of community. Such an education has
been practised with great success and happiness for
a hundred years in Denmark. The Danish People’s
High Schools offer residential courseslasting four or
five months, and based on history and literature, to
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adult workers. It is said that 30 per cent of the
agricultural community attend high school, and it is
held that this institution has contributed in no small
degree to the success of Danisn farm'ng although
there is no vocational training in tlese schools.
Their great achievement has been in inspiration and
in the experience of community life. The schools
taught them what it means to co-operate in a com-
mon life and common undertakings. Danes feel
that their success in co-operative farming and mar-
keting is directly related to their experience of com-
munity in the Folk Schools*.

The opportunity to make a creative contribution
to adult education is open, in this country, in the
project for People’s Colleges. If wesucceedinunder-
standing our own need and devising means to meet
it these colleges might do for us something analo-

ous to what the Folk Schools have done for the
anes. There are nine such colleges at the present
moment, mainly in agricultural districts (there are
four in Cambridgeshire). They do good work. If
industrial workers had such chances they could
help themselves more than they do. To some extent
it is true that factory life is made by the people who
live it ; it was the workers themselves who made the
trade unions, and more enlightened workers could
today make a-better life for themselves if they had
the kind of education that would enaole them to see
where they stand and where they might go.

* Cf. Appendix 3.



Conclusion

SPIRITU!\L freedom is not a natural condition
of mankind; it is a rare achievement. When it is
achieved it releases creative powers which have in
all generations moved men to think there is some-
thing of the divine at work in the human mind. The
Hebrew felt this, “Whatisman ? . . . Thou madest
him a little lower than the angels, thou crownest
him with glory and honour” ; and the Greek felt it,
“Many are the wonders, and none more wonderful
than man.” And our own Shakespeare expressed the
same astonishment, ‘“What a piece of work is man,
how noble in reason! how infinite in faculty! . . . in
action how like an angell in apprehension how like
a god! the beauty of the world! the paragon of
animals!”” But we do not need to go to these heights
of our history to see the creative spirit at work. The
craftsmanship of ordinary men, their stonemasonry,
their ballads, their pottery, their prayers reveal in
very humble people that i)lower to transmute the
physical into something of higher worth, which sets
the great gulf between us and the other animals of
this planet. This is the essentially human quality.

This capacity to live as a spirit, using the material
conditions qf Yife as an artist uses his medium, is
found sometimes in very adverse circumstances.
Epictetus was a slave, Spinoza a persecuted grinder
of lenses, Bunyan a tinkeg,in a filthy prison. Never-
theless the conditions of life can inhibit spiritual
creativeness and reduce it to impotence ; and for the
most part do. Over huge tracts of history there is
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very little evidence of spiritual freedom or achieve-
ment. The spirit bloweth where it listeth and is not
subject to our control; but the conditions that
foster or destroy it to some extent ar:. Where the
sKiritual and physical conditions of work strip away
the creative energy, there is no distinctively human
achievement. A man who is fighting for his life is
not free in the full human sense; under the com-
pulsion to give his entire energy to battle, whether
against illness or guns or poverty or fear of dis-
missal, he ceases to be an artist and becomes an
animal.

In every age freedom moves towards new
modes of creation and finds new obstacles which
have to be overcome if the human spirit is to win its
proper victory. .

A democracy is a form of society which exists to
foster this kind of spiritual freedom and creative-
ness, and which accordingly in any generation seeks
to destroy the obstacles to it and provide the condi-
tions that it needs. In our country now this freedom
is threatened especially by the institutions that
exist to make money. These are themselves the pro-
duct of human inventiveness and freedom; for
modern methods of production alone make it pos-
sible to feed and support the huge populations of
modern times. Thus the urge to make money is
in part the energy of fear; for the raiture to pro-
duce in adequate volume means starvation. It
has meant it on a vast scale in Russia and in India
and in many countries., It would be foolish not
to be afraid of such failure. But success breeds
its own excitement ; freedom is threatened both by
the fear of failure that might mean starvation,
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and also by the inflamed acquisitive passion
that knowg no moderation, in the pursuit of gain.

The decision where to draw the line between
increased priiuctiort and humanised production,
the need for wealth and the need for leisure for the
things of the spirit, is a moral judgment. Today
wealth and poverty are not under the control of
moral judgment. We compel men and women to
work under conditions that arrest their develop-
ment to maturity and creative purpose ; the excuse
for these conditions is that we gave allowed a com-
petitive system of production to grow up which will
not function perfectly unless the workers are
oppressed in this way. Here lies the heart of our
problem: the control of the conditions of produc-
tion, so as to get the goods that are wanted to meet
the necessary human needs, without such intensi-
fication of production as will destroy the purpose
and freedom of those who do the work; a problem
that is both economic and moral. Some may say:
Why take so much trouble ? Why scuffle for demo-
cracy ? The natural course of events will be to con-
centrate power, political and economic, in the same
hands, and this means an evolution, which if un-
opposed may well be peaceful, to a mild form of
totalitarianism. Why not? British totalitarianism,
Socialist or Conservative, would be quite different
from the congirtental form. Kindness would be
shown to the workers gras indeed to animals); they
would be looked after. The answer is that tradition-
ally we have always opposed such concentration of
power, in the hinds of barons or kings or landed
gent?, because where power is too much concen-
trated, freedom perishes. Democracy, freedom of
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the spirit for the common man, is part of our
religion. Itis partand parcel of our deepest religious
intuition that the creative freedom of humble people
is worth more than wealth. The incividuality that
is in them must be the object of our reveience
because it is the object of the love of God.

If we are false to the conviction we really hold,
what can become of us? Nothing good. And in
finding our way through the tormenting difficulties
and temptations of the years that li¢ ahead it is
necessary that we should clear our minds, know
what our convictions are and hold to them. There
are people who do not believe in this kind of demo-
cracy. No appeasement will make them the proper
allies of those who do believe in democracy; they
must be fought as they have been fought before.
In order to defend spiritual freedom we must know
what the institutions under which people live
are really doing to them; the institutions which
tend to the defeat of the spirit must be modified
or abolished.

“The poorest he that is in England hath a life
to live as the richest he.”
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Appendix 1
POVERTY

HE discover{)that about 50 per cent of our chil-

dren are probably living in homes so poor that
the bare minimum ofy what 1s necessary for health
cannot be bought for them was made by Seebohm
Rowntree and accepted by Sir William Beveridge
as one of the'chief reasons for children’s allowances.
Mr. Rowntree’s researches were made in York and
published in his book Poverty and Progress. York,
which has varied types of employment, is thought
to be a typical city, though others are certainly less
prosperous.

In the course of these investigations, 16,362
families, nearly every working-class family, were
visited, and answered questions. Employers also

ve information. The conception of the poverty-
ine was based on a report of a committee appointed
by the British Medical Council in 1933 “to deter-
mine the minimum weekly expenditure on food-
stuffs which must be incurred by families of varying
size if health and working capacity are to be main-
tained.” To the éxpenditure on food was added an
estimate of other unavoidable expenditure accord-
ing to the prices of 1936, the year in which Mr.
Rowntree’s resegrch was made. The table of neces-
sary weekly expenditure worked out as follows (for
a family consisting of a man and wife and three
children):—
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Food .. .. .. .. .. 20/-
Clothing .. . .. .. 8§/
Fuel and light .. .. .. .. 4/4
Household sundries .. .. .. 178
Personal sundries .. .. .o Y-

The sum for personal sundries might be itemised
as follows to give an idea of the needs covered:—

Unemployment and health insurance 1/7
Sick- and burial-clubs subscription 1/-
Trade union subscription .. .. 6d.
Journey to work .. .. ..o 1/
Stamps and writing-paper for the family  6d.

Newspapers .. .. 7d.

Wireless . . .. .. .. . 6d.

All else, including beer, tobacco, presents,
holidays, books, travel ..

Mr. Rowntree says: “I have been increasingly
struck by the fact that to keep a family of five in
health on 53/- (43/6 for expenditure, 9/6 estimated
for rent) even when the income is guaranteed fo1
a year needs constant watchfulness and a high
degree of skill on the part of the housewife.” He
describes it as “a standard of bare subsistence
rather than living.” Anything lower than this i
reckoned as poverty; this standard is used tc
measure the resources of families of different sizes
On this scale it was found that the population o
York fell into the following groups: In families wit]
weekly incomes

(a) under 33/6 there were 7,887 persons or 8.

per cent of whole population ;

(b) from 33/6 to 43/5 there were 9,348 person

or 96 per cent of the whole population;
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(c) from 43/6 to 53/5 there were 10,433 persons

or 108 é)er cent of whole populaticn;;

(d) from 5 16 to 63/5 there were 7,684 persons

or 8 percent of whole population;

(eJ 63/6 and over there were 19,904 persons or

20 per cent of whole population.

There were 4,300 domestic servants (44 per
cent of whole population.)

There were 3,530 working-class people in in-
stitutions (36 per cent of whole population.)

Remainder were 33,944 persons or 35 per cent of
whole population.

Thus 17.7 per cent were below the poverty-line;
one-third of them because the wages of the chief
breadwinner were so low. The other chief causes of
poverty were Junemplo?rment and old age. Of those
who were below the line though employed one-
third were working in factories. Furtger enquiry
showed that

52 per cent of the children under one year were

in poverty;

49-7 per cent of the children over one and under

five were in poverty;

39-1 per cent of the children over five and under

fifteen were in poverty.
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Appendix 2
UNEMPLOYMENT

1

THE measurestaken bythis countryto deal with
unemployment are outlined briefly by Sir
Ronald Davison in his book British Unemployment
Policy, and a bare summary of facts and figures from
this book are given here. They supply the factual
background to the discussion of unemployment as
an experience in the text of this book.

1. ghortly before the War of 1914-18 a national
system of employment exchanges and a limited ex-
periment in compulsory unemployment insurance
was started. It was hoped that the exchanges would
help to control unemployment by making employers’
needs known and facilitating the movement of
labour. The insurance was intended to helf» people
over intermittent unemployment of short duration.
In 1916, the Ministry of Labour was created to
administer both these functions and, in especial, to
enable the country to make the best use of the
available labour during war.

2. In 1920 and the following years there was very
grave unemplolyment, of the order of one or two
million unemployed. “Benefit as of right, without
enquiry into means, had to be extended year after
year, not quite to all-comers but to practically
anyone who could prove he had worked in an
insured trade at some time.” The rates were
low as compared with those of 1937 but they
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were drawn as of right without enquiry into means.

3. Duripg these years other means of lessening
unemployment were tried ; industrial training was
begun in 1926, and from 1928 there was a certain
amount of aided transfer. For ten years an attempt
was made to reduce unemployment by means of
public works. Probably £7 ,035?000 were spent on
this altogether, but the expenditure was ineffective.
In the peak year, 1930-193p1 , 59,000 men were given
work in this way and over £30,000,000 was spent by
the Unemployment Grants Committee. The policy
was then abandoned. In 1929 Mr. Churchill, as
Chancellor of the Exchequer, had said: “It is the
orthodox Treasury dogma, steadfastly held, that
whatever might be the political and social advan-
tages, very little additional employment and no per-
manent addifional employment can in fact and as a
general rule be created W State borrowing and

tate expenditure.” Sir William Beveridge (from
whose Summary of his own Full Employment in
a Free Soctety this quotation is taken) goes on:
“This dogma with its irrational distinction between
public and private spending was attacked at the
time by a formidable variety of economic authori-
ties, including J. M. Keynes, Mr. H. D. (now Pro-
fessor Sir Hu%ert) Henc?;?son, Professor Pigou and
Professor Clay.” In 1944 the Treasury, in one of
the most sigryficant White Papers ever published,
announced their abandonment of this dogma.

In America State employment was managed with
more success. In 1936 Roosevelt’s administration
succeeded in }iving employment to over three
million unemployed.

4. In 1931, the year of crisis, great alarm was felt
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lest there should be complete collapse. This never
came but things were very bad. The expenditure on
unemployment during the year was £125,000,000.
The income received from the contiibutions from
employers and employed was £30,000,000. Every
effort was made to reduce this expenditure. (1
Benefit rates were cut, for men from 17/- to 15/
and for women from 15/- to 13/6, and for juveniles
to even smaller sums; a girl under 16 got 4/6.
(2) Everi claimant had to prove 30 contributions
during the preceding two years. This restriction
excluded haﬁ' the register, over a million were cut
off. These million people were to be provided for by
means of Transitional Payments, and these pay-
ments deﬂended upon an enquiry into means,
including household means, which were estimated
after a home visit by an officer of the exchange. It is
said that this means test deterred 200, or
300,000 people per annum from claiming payment.
They preferred extreme poverty to the indignity of
the visit and the enquiry. This saved the country
£12,000,000 or £15 :600,000 a year.

5. The public were not unmoved. Occupational
centres were set up to help the unemployed to pass
their time and, if they wished, to learn new skills
such as boot repairing. The National Council of
Social Service was formed to direct these efforts,
and the Government gave grants:to the Council,
which between 1932 and 1937 amounted to
£307,798. The Society of Friends developed a
scheme for acquiring land so that the unemployed
might raise their own vegetables, arfd some of them
succeeded in making a livelihood from these allot-
nients. It is estimated that between 1932 and 1935
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half a million pounds was raised by voluntary sub-
scriptions.,

At this time there was a slump in Government-
aided transfen. Unemployment was so general that
transfer might not be successful. But at the same
time there was considerable voluntary migration.
This meant that the worst-hit areas tended to lose
their most energetic people. The coal-mining in-
dustry lost 500,000 people and the distributive
trades gained about 680,&)0

In the summer of 1933 five tented camps, offering
courses intended mainly as rehabilitation and lasting
twelve weeks, were held by the Ministry of Labour
as an extension of the instruction centres. Th
were attended by 38,000 men; half of the trainees
were placed, but about a fifth left voluntarily or were
dismissed béfore the course was over.

Unemployment reached its peak in January,
1933, with nearly three million. This did not cover
the whole number of unemployed because there
were unknown numbers who did not present them-
selves owing to their dislike of the Means Test.

6. In 1932, the Government launched their
Conversion Loan. There was a boom in gilt-edged
securities, and a lowering of the rate of interest from
5 to 3} per cent. “This financial operation more
than anything laid the foundation for British
recovery, but results in better employment did not
materialise fOr seven or eight months” (op. cit., p.
26). Recovery began in the building trade, and then
became more general.

7. There was no recovéry, however, in the areas
that suffered most. A survey of the four worst dis-
tricts (Durham and Northumberland, S. Wales, W.
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Cumberland, S.W. Scotland) was undertaken under
the Special Areas Act, 1934, and this was followed
by the appointment of two Commissioners, one for
England and Wales and one for Scotland. Their
functions were ‘“‘the initiation, organisation, pro-
secution and assistance of measures designed to
facilitate the economic development and social im-
provement of the areas.”” They could not, however,
g‘romote oraid any undertakings carried on for gain.

heir schemes included the development of social
amenities, health services and the supply of milk to
mothers and babies, housing associations, and
amenities designed to attract tourists. In Mon-
mouthshire, the Eastern Valley Production Society,
founded by Peter Scott in 1935 and assisted by a
grant of £70,000, started farms and workshops for
out-of-work miners, mostly over the age of 45. The
foodand milk produced were distributed to the men
in accordance with the hours of labour they had
put in.

8. A further experiment was begun in 1937 when
Government grants and £2,000,000 from Lord
Nuffield assisted new trading estates, the Team
Valley Estate in Northumberland, the Treforest
Estate in S. Wales, and the Hillington Estate near
Glasgow. These were designed to diversify the
industry of these areas which had suffered from
their dependence upon single trad~s, by bringing
in light industries. Factories were built ready for
renting on easy terms and roads and other services
developed. These estates soon profited from the
rearmament policy of the'Government. They have
Frovided experience which should be of value in the
uture. One comment of a Commissioner in 1936
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may be quoted: ‘“There is too large a number of
foung men in the special areas who are content to
ivein idleness as State pensioners and are unwilling
to make any &ffort to find work. . .. They have
never had the'experience of the inspiration of work
or the pride of earning a living for themselves and
their families; they are in fact demoralised by the
seeming inevitableness of unemployment. . . .Even
if their situation derives from circumstances beyond
their control . . . everything possible should be
done in their own interests to save them while still
young from growing up into a discontented un-
employable class . . . a prey to every subversive
influence. . . . These men can only be saved from
themselves by a measure of compulsion.” The com-
g‘ulsion, to military service, followed in a few years.

his passage serves as a commentary on the con-
viction expressed by working men themselves that
unemployment is degrading.

9. In summary of this account, expenditure in
relief of unemployment was made in the following
waysi—

(1) Insurance benefit, transitional payments,

and unemployment allowances.

(2) Costs of administration.

(3) Training.

(4) Grants ingaid of the National Council of

Social Strvice.

(5) Loans and grants to facilitate removal and

resettlement.

(6) Courses df instruction and occupation (for

unemployed juveniles).

(7) Grants to the Special Areas.
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The total costs for these expenditures from 1930
to halfway through 1937 were as follows:—

Year | Millions spent A”f;}“f,‘,f;,'fé;fﬁ?"
1930/1 99-6 2,201,595
1931/2 118-5 2,646,769
1932/3 1126 2,789,703
193374 966 2,385,005
1934/5 94-1 2147244
1935/6 93-9 1978219
1936/7 837 1,659,308
19378 39-6 1,398,175

II

Unemployment was cured in the end by the war.
The Treasury have lately announced in a White
Paper a new golicy for the future; they have aban-
doned the dogma which they steadfastly held
through all the years of distress, and now believe
that State action, especially if launched at the right
moment before a slump has become marked, can
make a material contribution towards maintaining
emglo ent at a high and steady level.

ir e;li]lliam Beveridge believes that we could and
should go much further, and by budgeting so as to
equate purchasing power with fprc ductive capacity
transform the labour market from a buyers’ to a
sellers’ market. “The reason is,” he says (p. 19 of
his book, Full Employment in a Free Society), ‘‘that
difficulty in selling labour has consequences of a
different order of %narmfulness from those associ-
ated with difficulty in buying labour. A person who
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has difficulty in buying labour that he wants suffers
inconvenience or reduction of profits. A person who
cannot sell his labour is in effect told he is of no use.”

Some comnflent may be made upon this story.

1+ The difficulty of unemployment relief is
brought out when we consider tll:e following figures,
which are given by Sir Ronald Davison, on p. 52
of his book. In 1937, there was a surplus of
£62,000,000 in the Unemployment Fund reserve
account. In that year benefits were being paid as
follows: for a man, 17/-; for his wife, 9/-; for each
dependent child, 3/-. For a man and wife and three
children this gives a total of 35/- a week. Seebohm
Rowntree has given reason to think that for a
family of this sizeanything less than 43/6, plus rent,
means sever¢ poverty. But at the rates we have

uoted there was already the difficulty that some
amilies were better off when the father was un-
employed.

2. For this reason alone, but far more for other
reasons, it is a better policy, humanly speaking, to
provide work than benefit. But the attempt to do
this through the State was abandoned early in the
depression, on the ground of expense.

g. The figures of sums spent on the relief of the
unemployed in various ways during these eight
years amount to £738'6 million, much less per
annum than @ sveek of modern war. They did
not suffice to save millions of people from acute
misery. This misery could have been greatly allevi-
ated if the desjre to do sq had anything like the
appeal that the war has had. To working people it
does not seem unreasonable to take unemployment
as seriously as that. The reason why steps were not
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taken, in accordance with the most progressive
economic opinion, that would have alleviated it,
were that the Treasury were not accustomed to out-
lay on such a scale for such a purpose, and indeed
our previous experience had not led anybody to
contemplate such a situation; and that the com-
munity had too little knowledge and too. little
imagination to understand what was happening to
those who bore the brunt of unemployment. Infact,
the nation and the experts who served it at the
Treasury were slow to adapt to a new and unpre-
cedented state of affairs*. What that slowness in
thinking cost in human suffering cannot be cal-
culated.

* Cf. Pigou, Income p.6.
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Appendix 3
DANISH PEOPLE’S HIGH SCHOOLS

IR RICHARD LIVINGSTONE in his book
The Future of Education says that we, with a
population of forty-four and a half million, have nine
residential people’s colleges; the Danes, with three
and a half million, have 57 People’s High Schools.
“The People’s High School,” he says(p.44), “isthe
only successful experiment ineducatingthe masses of
a nation. It has reached the very classes for which we
have done little or nothing. It has transformed the
country ecogomically, given it a spiritual unity, and
produced perhaps the only educated democracy in
the world. . . . We find it difficult to think of Den-
mark asa Foverty-stricken country ; but such it was
in the early nineteenth century, and its transform-
ation into one of the most progressive and pros-
perous democracies of Europe was largel the work
of the education given in these schools.” The schools
were started in 5844 to counteract German propa-
da in Schleswig-Holstein. ‘“Today there are 57.
hey are nearly all residential with a summer term
of three months chiefly for women and a winter
term of five sndnths chiefly for men. They are pri-
vate ventures owned either by the principal or by
a number of persons who form a company. The
Government gives grants, in aid. The pupils are
mostly farmers or smallholders and in a less
degree labourers. All students are over 18 ...
Only 25 per cent have had anything more than
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elementary education ; the rest have spent the years
from 14 to 18 in farming or other work. There is no
compulsion to attend and no reward in the form of
a degree or diploma. The cost of living and educa-
tion 1s about £4 a month for women, a little more
for men; it is paid by the students but the Govern-
ment offers scholarships which pay half the fees of
those who could not afford to attend without such
help. . . . About 30 per cent of the agricultural com-
munity attend a High School.

“There is nothing vocational in the High School
curriculum. Its main subjects are history and liter-
ature. To these are added composition in Danish,
mathematics, elementary science, gymnastics, and
for women sewing.”

On page 59, Sir Richard quotes from Begtrup,
Lund and Manniche’s The Folk High Schools of
Denmark and the Development of a Farming Com-
munity, p. 32. “The Danish peasantry at the begin-
ning of the nineteenth century was an under-class.
In sullen resignation it spent 1ts life in dependence
on estate owners or Government officials. . . . In
the course of a century this class has been changed
into a well-to-do middle class, which politically and
socially now takes the lead among the Danish
people.” “Denmark has agricultural and dairy
schools and they are wide% attended. But the
people’s High Schools came first ard they supplied
the driving power. . . . They roused intelligence
and inspired 1dealism. . . . Further they made pos-
sible the co-operative system on which Danish agri-
cultural prosperity so largely depends. In Britain
the farming co-operative movement has been a
failure: mistrust of one’s neighbour and individual
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selfishness have been too much for it. The People’s
High Schools are the antidote to these vices.”

The strongly seasonal character of Denmark’s
chief industry, which is farming, hasmade it easier
for 1nen and women to be spared from their work
for a few months, and come back to a job which has
been kept for them, than it would be for us. The
Danish experiment has been described not because
it could be adopted by us without modification, but
because it shows the kind of response that can be got
when education in the humane subjects is offered to
working people, and the change of spirit which
ensues upon the experience of residential education
along these lines. It is becoming clear to us that it
will be hard for us to climb back to prosperity unless
we achieve a similar change in spirit. An education
such as the Danish worker can get would equip
our people to make far better use of their leisure
and so to find the means of social contacts and
responsibilities which would refit them for political
democracy.
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