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PROCEEDINGS OF THE EMPLOYMENT MANAGERS’ CONFERENCE,
ROCHESTER, N. Y., MAY 9, 10, AND 11, 1918.

THURSDAY, MAY 9—MORNING SESSION.

CHAIRMAN ! RALPH G. WELLS, ASSISTANT CHIEF EMPLOYMENT MANAGER E. I. DU PONT
DE NEMOURS & CO., WILMINGTON, DEL.

TRAINING LABOR EXECUTIVES.

[The meeting was called to order at 10 o’clock a. m. by the chair-
man.]

The Cuamrman. Before we call the meeting to order I would sug-
gest that we get acquainted. One of the greatest values of a confer-
ence of this nature is the acquaintanceship of the fellow who has the
same problems that you have. T am going to suggest that you make
yourself known to the men on both sides of you and in front of you.
Get so well acquainted that you remember each other not only during
the entire convention but for the coming year’s time.

Before introducing the secretary of the Rochester Chamber of
Commerce, I want to say that there will be considerable informality
about this conference and about our program. We want to get down
to work and get some real value out of this discussion and out of
meeting with each other. Figuratively speaking, we are here “ with
our coats off,” and are going to get down and “dig in” for the next
few days, so we can accomplish something and each man will ¢o
back with more than he has carried from any other conference.

I take pleasure is introducing as the first speaker on the program.
Mr. Roland B. Woodward, secretary of the Rochester Chamber of
Commerce, whose hospitality we are enjoying.

Roranp B. Woobpwarp, secretary Rochester (N. Y.) Chamber of
Commerce. I told Capt. Fisher that I would do what I thought was
unnecessary—tell you in the name of the chamber of commerce
and of the city of Rochester that you were welcome here in Rochester.
I hope your conference will not only be pleasant but exceedingly

7
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8 TRAINING LABOR EXECUTIVES,

profitable. The country needs the most intelligent service on the part
of men and women in your particular jobs. It needs not only expert
knowledge but vision; and I am sure that your knowledge will be in-
creased and your vision enlarged by this exchange of ideas and this
conference together here in Rochester. We hope that you will find
your stay a pleasant one, and if there is any service which can be
rendered by the Rochester Chamber of Commerce, you have but to
command it..

The CmairmaN. I am sure we all appreciate the hearty welcome
that has been given us, and I am going to ask Capt. Boyd Fisher,
who you all know is chairman of the program committee, to ex-
press to Mr, Woodward and the Rochester Chamber of Commerce
our appreciation of their cordial hospitality; and also to explain to
you the details of the program for the coming three days. It gives
me great pleasure to introduce Capt. Fisher.

Capt. Boyp Fismer, Ord. R. C., Washington, D. C. There were
both an announced reason and certain reserved reasons in my mind
for persuading the national committee of the Employment Managers’
Association to change their meeting from Cleveland on May 30 to
Rochester on May 9. The announced reason was the desire to have
the convention celebrate and criticize the first employment manage-
ment course established at the University of Rochester as well as
the first established under Government supervision. The reserved
reasons included a knowledge of the ability of the chamber of com-
merce to house any convention and also the other excellent facilities
of the Rochester Chamber of Commerce, and the splendid organiza-
tion which Mr. Woodward has assembled and which is competent to
handle all arrangements of the largest convention that the town will
hold. I have in mind, too, the industrial spirit of Rochester, and
the atmosphere of this town, which, to my way of thinking, has so
far got along best with the labor problem under the stress and strain
of war. Rochester is the “top-notch” city in the handling of its
labor problems to-day; and you can not be here three days without
learning something of what it has accomplished. And so, on behalf
of the convention, Mr. Woodward, we wish to thank the chamber
of commerce for permitting us to meet here and to bring this fine
body of people into contact with Rochester’s labor problem and its
solution.

In a sense this is a celebration. It is a celebration of what the
University of Rochester has done for the Government in establish-
ing the first course for employment managers, at the request of the
Government; and it is a celebration, on the other hand, of govern-
mental recognition of the professional status of the - employment
manager, The year has brought changes in the status of the em-
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REMARKS, 9

ployment people, men and women. Many of our problems have
been rendered acute this year. You may recall it was at our last
convention at Philadelphia a year ago that we were thrilled, and at
the same time somewhat shocked, by the announcement at our ban-
quet that the President of the United States had just read to the
Congress a message calling the country to war. That was a call to
our soldiers, and it was especially a call to our employment people.
We have learned—we had learned before we entered the war—that
this was an industrial war, a war of machines. We had long had
the view that American industry was perhaps the most efficient in-
dustry in the world, not excepting Germany. We rather had that
view, and we called upon it pretty strongly when we entered the
war. Now, we submit, is the time to prove that we have that flexi-
bility, that ability to standardize, that ability to change and to adapt
ourselves and yet to work close to limits, that ability to.train workers
in new lines of work, which will enable American industry speedily
to win the war. It is not idle boasting—we are not talking to any-
body else, we are talking with our group, without any intention to
boast—when we say that upon American employnient managers rests
the burden of a proper selection of the men who are to carry on
American industry. Therefore the effort made at our first conven-
tion last year to get us together along new lines made us aware of
the importance of the employment manager’s job, and presented to
us the problems that we are here to-day to discuss.

I am very happy that I was permitted by the Departments in
Washington for which 1 am working, to serve ag chairman of the
program committee. I feared at first that it would seem a bit ir-
regular, but I have been privileged to express the point of view
somewhat of the different Departments which I am serving, in mak-
ing up this program. T came near printing on the program this
caution with regard to speakers, that you should remember that
most of our speakers represent Government Departments and that
they are at the call of their Departments and that we are likely to
have more changes and disappointments with regard to speakers 1t
this conference than usual. I don’t recall that we had any last year,
but we are likely to have several at this convention. I finally decided
not to print it upon the program because I did not want to put a
premium upon changes; I did not want to encourage changes on the
part of officials, changes which I feel sure may not come. There are
some changes, however, which are unavoidable. Dean Schneider
can not possibly come, nor can Prof. Walter Dill Scott, head of the
committee on classification and personnel. However, we purposely
made the program full in order that we should have plenty of good
material even in case of disappointment. 1 hope you will accept
changes in good temper and will believe that no name has been put

.
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10 TRAINING LABOR EXECUTIVES.

upon the program without the acceptance of the person named—it
is not a tentative program so far as acceptances are concerned—and
that any changes made are the result of the exigencies of the Admin-
istration in Washington.

With regard to the “round table discussion?” this evening, and
with regard to the program generally, I may say that so far as 1
know this convention is absolutely free from any “cooked up™
scheme. There are no resolutions drafted. There is no political
scheme afoot. No one has tried to express in advance the temper of
this convention; no one is organizing it into any purpose; no one is
aiming at any office from this association; I am sure of that.

The CuarMaN, Before announcing the first speaker, we will at-
tend to one or two technical details. As you know, at the last con-
ference there was formed a National Committee of Employment
Managers’ Associations. That committee consisted of one repre-
sentative from each of the then authorized associations, and I am
going to introduce the Cleveland representative of that committee,
Mr. Winans, to make an announcement regarding the meeting of the
national committee; and also to make an announcement to repre-
sentatives of other associations who are not yet members of the na-
tional committee. I take pleasure in introducing Mr. Winans, of
Cleveland, Ohio.

W. H. Winaxns, employment manager, National Carbon Co., Cleve-
land, Ohio. The national committee would like to have an informal
meeting at the close of the afternoon session. The representatives of
the New York, Rochester, Chicago, Newark, Cleveland, Philadel-
phia, and Boston Associations have all been appointed. Any official
representatives of these associations are requested to meet with the
officers immediately at the close of the afternoon session at Mr.
Booth’s office. Any representatives of other associations which have
been formed since the last annual meeting—I understand that Buf-
falo and other cities have organized—who can attend that meeting
for an informal discussion of business details that should come up
at this time, we would like to have them present there also.

The CrairMaN. The subject of our afternoon’s discussion, “Train-
ing labor executives,” includes within its scope the training of women
for various work in the handling of female help. For the training
in hygiene of women charged with the care of female help in fac-
tories, the Ordnance Department of the War Department has es-
tablished a course for health officers in factories. Dr. Kristine
Mann, of the Woman’s Division of the Ordnance Department, will
give us a detailed description of this coursa.
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TRAINING OF FACTORY HEALTH OFFICERS.

BY DR. KRISTINE MANN, HEALTH SUPERVISOB, INDUSTRIAL SERVICE SECTION,
WOMEN’S BRANCH, ORDNANCE DEPARTMENT, WASHINGION, D. C.

I do not pretend to understand the problems of factory or employ-
ment management on their financial or technical sides. My ap-
proach is from the human side. But when I say this I do not mean
that T am an “uplifter.” In my extensive contact with the industrial
woman for a number of years, it has seemed to me that uplifting was
really not what was needed.

Nevertheless; I do believe that if industry utilizes woman power
in such a way as to cause physical deterioration, it has harmed
rather than benefited the community, no matter what may be its
record -for economic productivity. The most obvious measuring
rod of the success with which industry is using wemen to maintain
or increase output will be the women’s continued good physical
condition.

Yet, although my approach has been from the angle of the physical
well-being of the woman, I do not believe there would bé any diffi-
culty in showing precise money losses from ill health, and the only
reason such losses have not been extensively tabulated in dollars and
cents is because everybody admits them so freely. Absentee lists, bad
timekeeping, and large turnover are all connected up with a factory’s
health problem, while well-kept hospital records show how much the
petty illnesses of employees actually decrease output.

The trouble is that these losses are regarded as necessary. Many
employers take the attitude that people (particularly women) simply
are sick from time to time because that is the way they are made.

Our standards of productivity are defined at present by low stand-
ards of good health. If all industrial women maintained unbroken
records of good health and felt continuously well, our day, I venture
to say, could be shortened to seven hours and output kept up.

There is then no use in emphasizing the cost of illness to a firm.
We should rather stress the fact that 75 per cent of these illnesses,
anong women at least, might be eliminated if the conditions of life
of the workers could be made more hygienic within and without the
factory.

Of course, I admit that I am speaking without carefully tabulated
statistics. When I first took ‘charge of the hospital of an industrial

11

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



12 TRAINING LABOR EXECUTIVES,

plant employing 2,000 men and women, I gathered figures to show
these points.

I found I could practically prove from figures that there was a
great deal of illness, and that about 75 per cent of this illness was
due to unhygienic conditions of.life.

But I could never prove by facts (and I don’t believe it is sus-
ceptible of that kind of proof) that the money expended in improv-
ing hygienic conditions would, cent for cent, more than balance that
lost by illness, and since a chain of evidence is as strong as its weakest
link, I could not hope to carry my point by figures.

What is needed in this instance is not complete proof but common
sense. How can it be expected that a young woman will work ef-
fectively and with unbroken time if she is undernourished; if she
takes no interest in her own health, but lives on pickles and sweets;
if she is kept at work for such long hours that she does not fully
recuperate at night, but fatigue accumulates; if she sits or stands
in the same position eight or nine hours a day and gets no exercise
or play in the evening to counteract the effect of monotony of pos-
ture; and if shie is admitted without physical examination and
placed from the first in a job that is too heavy for her?

In order to increase the productivity of a factory by decreasing
illness, the living conditions of the workers must be hygienic. This
involves:

1. Hygienic factory conditions:

(@) Good ventilation, lighting, protection from the health hazards
of fumes and poisons.

() Hours of labor within the capacity of the worker.

(¢) Physical examination on entrance, not only to detect disease,
but to estimate physical power and suitability to job.

(d) Good lunch rooms, adéquate washrooms, etc.

(¢) Suitable uniforms for the women.

(f) Skillful medical care in the case of illness.

2. Hygienic home conditions:

(@) Wages sufficiently large to enable the worker to maintain
wholesome living conditions—good food and clothing, enough recre-
ation, etc.

(0) Adequate transit and housing accommodations.

And on whom does the responsibility rest for maintaining these
conditions? When examined closely, we see right away that the
employer can not be made solely responsible. He can supply a
Iunch room; but the employee must cheose his own menu. The em-
ployer can supply or help supply houses; but the employees’ wives
must run them. He can supply caps; but the employees must re-
member to wear them. The employee must in the nature of things
be responsible for the amount of sleep he gets, the food he eats, the
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FACTORY HEALTH OFFICERS—DR. KRISTINE MANN. 13

recreation and exercises he takes, Of course, he can not regulate his
life if his hours of work are too long, and if his wages are utterly
inadequate. Long hours are bad, not so much on account of what
they do to a man as on account of what they prevent him from doing
for himself. The problem of health is then one of cooperation of
managem-.nt and employce in the interests of greater productivity.

The health problem could be scheduled and its responsibilities
apportidned fairly easily, were it not for another difficulty. The
medical profession does not know with sufficient surety just what

" constitutes a hygienic life for the average individual.

How can an employer know about safeguarding his women em-
ployees in the interests of productivity unless he knows authorita-
tively that, say, an eight-hour day produces more than a nine-hour
day, with less strain to the woman. What constitutes good housing
facilities? Should a factory have a rest room necessarily? And if
so, how large should it be and how many couches should it contain
per 100 girls? When should rest periods come? Or would exercise
periods be better? To all these questions the medical profession has
given no definite answers.

Considering the tremendous importance of the health of women in
industry at the present time, and the physical readjustment these
women must make before they are satisfactorily absorbed into the
occupations of men—and considering that successful readjustment
is practically dependent on their own intelligent cooperation, is it
not most desirable that any factory employing women have from the
very beginning a trained health officer (not necessarily a doctor)
whose duties would be (1) to see that the hygienic conditions under
which women must work and live are made as satisfactory as possible,
and (2) to educate them to their personal responsibility in the mat-
ter of their health?

The British Ministry of Munitions passed a law to the effect that
“lady superintendents”— as they called them—should be appointed
in every factory employing women. This worked well in those fac-
tories which secured the right kind of a superintendent; but was
resented by the employees in less fortunate factories. The lady
superintendents were, for the most part, untrained and inexperienced,
which accounted for their failure, in many instances, to fill the bill.
England has more recently started courses for the training of her
“lady superintendents,” and what we need in this country right now
is a school to train health officers, or woman supervisors. This type
of executive is not only what war industries need, but what other
industries will come to, the employment of a health officer who would
know how to interest the industrial women in maintaining a high
standard of health by wholesome ways of living—sensible clothing,
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14 TRAINING LABOR EXECUTIVES,

nourishing food, adequate exercise—and in general to establish an
esprit de corps among the employees regarding health.

What would the course of training for the health officers involve?
Primarily a knowledge of those things that pertain to the physical
well-being of industrial women.

The woman supervisor should be able to advise the manager with
regard to rest rooms, canteen, the physical condition of individual
girls—not as respects disease, but as to probable physical power and
efficiency—and should be able by keeping closely in touch with the
worker, to observe early signs of undue fatigue and to suggest ways
of obviating strain and conserving power, as by the maintaining of
good posture. She should be able to advise the girl as to diet, recre-
ation, exercise, thus supplementing the work of the doctor. She
should be in close touch with the employment manager, advising him
in the placing of girls in accordance with their physical capacity.

On the other hand she must know something of factory problems
from the employer’s side in order that close cooperation may be
effected.

The ideal course would perhaps be the first two years of the
medical college——that part of the work that pertains to normal body
functioning—supplemented by a course in labor problems and prac-
tical work in a factory. Such a course would turn out real “in-
dustrial hygienists” capable of planning healthful conditions in
factory and home.

But we can not wait two years for the graduates of such courses.
We need trained women supervisors now. We, in the Women’s
Division of the Industrial Service Section of Ordnance, have, there-
fore, been planning an intensive course this summer at Mount
Holyoke College. We do not mean to take inexperienced women or
young college girls and train them completely. We mean to choose
those whom we train from two groups of women:

1. Those who have already had successful experience as indus-
trial supervisors or social workers, and supplement their practical
experience by courses in physiology and hygiene—these courses cen-
tering about the question of health as it particularly affects the in-
dustrial woman, and

2. Graduates of physical education colleges of four or five years’
standing, whose training should be supplemented by a study of
labor problems and by practical field work in factories.

Our first course for health officers opens June 26 and will last
eight weeks. The circulars will be out in a week or 10 days. We
plan to certificate by August 25, 30 to 40 health officers trained to
examine girls physically in order to estimate their capacity, to judge
which girls could be put on heavy work, for instance, and having
also knowledge of the effect of different types of diet, exercise, recre-
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ation, and posture on the normal body, together with knowledge of
the usual health hazards and ways of minimizing them.

The health officer should go into the factory uniformed and she
must be in good health herself. She will be fitted to advise the em-
ployees in their individual problems, to organize gymnasium and
drill classes if needed, to know housing opportunities, and to utilize
town facilities in other ways. On the other hand she will be fitted
to advise the manager wherever problems arise in connection with
the substitution of women for men in industry. She will be a
trained or professionalized supervisor of women.

The stimulating influence of a wholesome personality in a small
community of girls can hardly be overestimated. Granted healthful
conditions of work, the industrial woman, if her mind were once
turned to the problem of increasing her own physical power, and
her ambition aroused to be well, can do for herself more than can
ever be done for her.

We desire to place our health officers in plants by September 12.
Our effort is to turn women from other vocations into industrial
plants, that they may, through the assistance they can offer in im-
proving the conditions of women’s lives, increase our woman power,
without injuring the woman, and so help in America’s present crisis.

DISCUSSION.

The CuamrMan., Gentlemen, I am going to ask you to ask ques-
tions. Now is the opportunity to bring out further points in regard
to this plan.

Mr. SterLY, general superintendent, W. ¥. Schrafft & Sons (Inec.),
Boston, Mass. What is the best uniform for woman workers?

Dr. Manw. I think that guestion has not been decided and can not
be at present, because it must be decided from experience and from
the character of the work. It will have to be worked out in some
factories first perhaps and tried out before it can be standardized
and unified for all factories.

Mr. SteeLy. I had in mind the overalls for women.

Dr. Maxn. T feel that the chief requisite of the uniform is that
it should be hygienic, that it should save the woman from the hazards
that she would have been subjected to if she wore her regular cloth-
ing. Personally I see no objection to the overall uniform, if that is
the thing which best answers for the particular job that she is filling.

Roserr L. WiLson, assistant general superintendent, Westing-
house Electric & Manufacturing Co., East Pittsburgh, Pa. T was
very much interested in Dr. Mann’s paper. I would like to'say that
we have about 2,000 women. We have endeavored to obtain a
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16 ; TRAINING LABOR EXECUTIVES,

health officer who would perform the functions outlined, and who
had the technical training. We have had several, all of whom
seemed to fill the requirements so far as technique was concerned;
but we have not yet been able to find one of the right personality.
‘Women are very temperamental, and we have not been able to get a
woman who could handle them. That feature, it seems to me, should
take a very prominent place in the course of instruction for the
health officers. I don’t know how it can be done. However, I want
to emphasize this particularly—the technical training is not the diffi-
cult point.

We are also trying to determine the proper garb for factory
workers. T tried personally to have the women decide that, and
they had a great many ideas, but I believe myself that the question
can not be settled in any definite way, because it depends upon the
character of the work. A great deal of our work, upon which we
have used women for years, is such that I don’t believe they need
any special garb, and as the chance of accident is very slight, they
can wear their ordinary clothes, but the present campaign to put
women on machine tools and such work emphasizes and almost
malces necessary some particular sort of garb. An overall of some
sort is the thing for that sort of work, and the women seem to favor
it. For some other kinds of work we have tried the “cover-all”
apron which does very well. A great many points like this have not
been settled, but I would like to ask Dr. Mann one point and that is
as to whether, for most sorts of work that women are engaged in in
factories and manufacturing establishments, she would recommend
as very desirable or necessary a rest period between starting and
stopping time; that is, in-the middle of the morning and in the mid-
dle of the afternoon?

Dr. Manw, X'would like to reply first to Mr. Wilson’s comment on
the problem of personality. Every person whom we train in this
school of ours is to be personally interviewed. We are going to
make no arrangement by letter. The women that we train this sum-
mer are going to be women who have already made some kind of
success in the handling of girls. I admit the personal element is
basic, fundamental, to what we give them on the technical side.

Then in regard to the rest period. The question of rest period is
intimately bound up with the question of length of hours and time
apportioned to luncheon, I fear. In general, I think that the 15-
minute rest period in the middle of the morning has been found
successful where tried. And it seems to me that in most processes
it is advisable and it has given effective results. But that is one of
the questions which has to be definitely worked out by the medical
profession. There are no experiments, it secems to me, complete
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enough to prove it. I think the only way is to try it out and see
how it works; have some one in the factory who can observe the
results.

G. L. SurLivan, employment manager, Worthington Pump & Ma-
chinery Corporation, East Cambridge, Mass. I would like to ask Dr.
Mann with regard to the duties of health officers, particularly per-
taining to the hygienic conditions. I would also like to ask Dr.
Mann with regard to the instructions in gymnastics. What period of
the day is best to divide.

Dr. Maxx. My idea of a health officer is that she will have to
adapt herself to widely varying conditions. If she is in a small
factory, she can do more supervising than in a large factory. If she
is in a factory the home conditions of whose employees are un-
satisfactory, she would probably have to have under her a visiting
nurse to visit the homes. The visiting would proimbly be done by
some one else but under her supervision. That 1s, it would be a
part of her responsibility, and she would have to approach it with
the utmost tact, I grant.

I am a great believer in the right kind of exercise for industrial
women. That is because I have had a good deal of experience with
it. After a woman has been standing all day doing a monotonous
job she must have exercise if she is not going to deteriorate. Of
course, the best time for exercise is in the morning. If, however,
that can not be arranged without completely upsetting the factory
organization, and she is not too fatigued, I believe that exercise in
the evening is better than no exercise at all. I think if a girl can
take her evening recreation partly through gymnasium classes or
dancing classes it may benefit her considerably. If she benefits by
that evening work, and if it is impracticable to arrange for such
exercise in the daytime, I believe that evening classes should be or-
ganized. But I think the ideal time is in the morning. Setting-up
exercises before work would be very desirable, I think, for the ma-
jority of women.

DrrLecate. Does Dr. Mann have for her object in these recreation
periods diversion or rest, entertainment or actual exercise of the
body? 1 mean by that do women get as much recreation out of
the dancing as they would out of physical instruction or physical
movement ?

Dr. Max~. That is another point on which T feel quite strongly.

T think that we overestimate, perhaps, the necessity of actually lying

down—rest. That is, with young people it seems to me that fre-

quently exercise is what they need. If they were left free to play

ball in the rest period or run and romp and dance, I think the ma-
77920°—19——2
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18 TRAINING LABOR EXECUTIVES.

jority of them would be better off for it. I think that depends
on the age of the women. But for young women I believe that the
rest period is better freely spent in exercise. At least, the oppor-
tunity should be given for the girl to take her choice.

[Answering of further questicns was deferred until the session of
the following morning, at which session the specific question of the
introduction of women into war work was scheduled.

[ It was moved and seconded that a committee be appointed to con-
sider ways and means for publishing the proceedings of the con-
vention immediately.

[Capt. Fisher suggested a change in the motion to the effect that
the committee, when appointed, should include Mr. Ethelbert Stew-
art, of the Bureau of Labor Statistics, in order that the Bureau might
properly be represented in any decision made.

[Mr. Stewart suggested that the Commissioner of Labor Statistics,
‘Dr, Meeker, should be appointed in his place. ,

[The chairman appointed as the committee, Mr. Winans, of
Cleveland, Ohio, chairman; Mr. Booth, of Rochester, N. Y.; Mr.
Lang, of Muskegon, Mich.; and Dr. Meeker, of Washington, D. C.

[The committee made its report at the evening session.]

The Crarrmax. I would like to make a speech at this point, but
inasmuch as I would like to be on friendly terms with you for the
next few days perhaps I had better refrain; but it seems to me that
the subject on which Prof. Jacobstein is going to speak is of impor-
tance because it not only shows the need for the work which he has
been deing, but marks a very important stage in the development of
empleyment management. It shows that the Government and large
corporations are realizing strongly the importance of this work and
of having general light thrown upon it. I am now going to intro-
duce Prof, Meyer Jacobstein, of the University of Rochester, who
has been conducting the first Government course on employment man-
agement. .
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GOVERNMENT COURSE FOR TRAINING EMPLOYMENT MANAGERS.
BY PROF. MEYER JACOBSTEIN, OF THE UNIVERSITY OF ROCHESTER.

As T am to talk abont a war-emergency course, I suppose I ought
to give a war-emergency speech, and that is exactly what I am going
to do. T shall use an outline, however, very little time having been
given me for elaborate preparation. But I do hope that if I
do not cover comprehensively the subjects which you may have in
your own mind you will ask questions regarding them; I will
answer them to the best of my ability.

First, as to the origin of this course. K¥rom the outset every one
in this country realized that the war must be won by labor, and that
the problem had to be studied scientifically and sympathetically;
and for that work all institutions had to be utilized. Now, one of
the newest institutions in industry is the employment management
institution, and it is a very promising one, for the discovery has been
made that where it has been installed along scientific business lines
it has never been abandoned. So that here was a new institution
that the Government officially decided to study and extend and
apply to industry as far as possible; and when people began to make
demands for trained employment managers, officials at Washington
realized the searcity of good, experienced, trained employment or
service men. The question then arose as to how to train and develop
men so as to-have a reserve corps of these trained and experienced
men. Germany has been training her men for 50 years. We must do
it in six weeks, and necessarily we can’t do in six weeks what Germany
has done in 50 years. Therefore the Government hit upon the training
sehool or the training course, an intensive course which could be given
to men who had business-trained minds, but who were not espe-
cially versed on particular problems of service and management.
And so, with the cooperation of the several Government agencies,
the War, Labor, and Navy Departments, all cooperating and acting
through the Storage Committee of the War Industries Board, of
which Mr. James Inglis is chairman, a course for training employ-
ment managers was established at the University of Rochester.

A word regarding the training-school idea. I have heard business
men say, “ What a foolish notion! The idea of trying to train a
man in six weeks. It can’t be done.” We can’t make men over in six
weeks, and it would be folly to attempt to develop men in six weeks;
the scope of such a course must necessarily be limited. A six weeks’
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20 TRAINING LABOR EXECUTIVES.

course necessarily involves many limitations. And yet, even though
I went into it with many misgivings and doubts, these doubts gradu-
ally were dispelled as the course went on; and I am surprised that
so much can be accomplished in six weeks’ time. I can say that
without egotism because the success of the course has been largely due
to the lecturers and the character of the men in attendance and not ihe
directors. The Government submitted to us a definite curriculum
covering the following four divisions:

1. Employment department practice.
2. Labor economics.

3. Industrial organization.

4. Statistics.

We were also instructed as to the method of presenting the sub-
ject, namely through lectures, visits to factories, assigned readings,
classroom discussions, and personal work. With the permission of
the Government Departments we cut down on the amount of theo-
retical subjects in the original curriculum. The character of in-
struction and methods of this training school are making the Ameri-
can college and university more practical educational institutions.

Why was Rochester selected as the location for this first training
school? Not because it is the most wonderful city in the world, which
Rochesterians readily admit, but largely becanse we have here in
Rochester some well-organized plants which the owners gave over to
us as laboratories for our students. We have used them as labora-
tories to good effect. We also have a college in Rochester which was
visionary enough to see the value of such a training course. The
University of Rochester offered its services to the extent of bearing
the expense in the operation of this first course. Here at Rochester
we have been able to combine the college and the factory, and so
Rochester was selected as the starting point. As you know, a course
is now being given at Harvard University.

The Government agencies at Washington did not pick the students
who entered this course. The Government merely offered the
manufacturers of the United States a place where they could send a
man to get training. The students were selected by the general man-
agers or the employers because they gave promise of being able to
assimilate ideas in this short time and to achieve some success in their
particular line. There was no compulsion.

At first 20 men were allotted to us. But so many factories wanted
to send men -that we increased the number to 25. We are actually
graduating 24, that number representing 8 from shipyards, 2 from
arsenals, 1 from the Navy Department, 2 from the United States
Employment Service, and 11 from private institutions. I shall not
read the names of the firms represented, because as the students are
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EMPLOYMENT MANAGERS—PROF. M. JACOBSTEIN. 21

awarded -their diplomas this morning you will learn their affilia-
tions. As Capt. Fisher reads the names of the men he will doubtless
read the names of the firms they represent.

These students are not students in the ordinary sense of the term.
They are not boys; they are men. The average age of the students
enrolled is 35. Two-thirds of the men are married. All are practi-
cal experienced men,

Some of the men told me that in the first two weeks of the course
they lost from 5 to 15 pounds. I won’t tell you how much I lost be-
cause I have not had the courage to weigh myself. But it is serious
business for these men, because they are going back to prove their
worth,

Now as to the course itself. First, as to what we are teaching.
What is the content of the course? I can’t tell you in six minutes
all that it has taken six weeks to teach, but I would like to run over
these subjects briefly. .

The practical nature of the course is indicated by the subjects cov-
ered and our method of instruction. A list of these subjects is printed
and will be distributed at the close of this session. We have been
bringing the factory into the classroom. We have had lecturers from
the various factories in the city and from out of town who are prac-
tical men, experts in their lines, to talk upon themes very practical in
themselves. For instance, we were to discuss the subject of women
in industry, a vital problem; Miss Mary B. Gilson, of the Joseph &
Feiss Co., came here on two occasions and presented this subject,
Miss Gilson is a practical woman, and we had a fine practical discus-
sion on the problems incident to this subject. On the subject of safety
organizations in industry we had three eminently practical men: Mr,
Robertson of the Eastman Kodak Co., preeminently an organizer
along safety lines; Mr. C. W. Price of the National Safety Council,
and Capt. R. R. Ray, formerly of Dodge Bros. These three men gave
us the benefit of their years of experience in this work. On the sub-
ject of medical examinations we called in Dr. Cadmus, who has had
three years of experience in medical examination in a finely organ-
ized department in Rochester. On the question of interviewing the
prospective employee we had talks by Mr. Kinney of the Gleason
Works of Rochester and by Mr. Armstrong of the Bausch & Lomb
Optical Co., who have interviewed hundreds of thousands of men.
So I say we have brought the factory into the classroom.

In addition to this we have taken the classroom into the factory.
Although we had only 85 days of instruction we put the men 4 full
days in the factories. We placed them in the employment depart-
ments of factories, where they remained for 9 hours. They saw how
these employment offices were operated in Rochester.
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22 TRAINING LABOR EXECUTIVES.

In addition to this we have had some intensive reading on the
subjects discussed in the classroom. Qur library consisted not of
theoretical material written by theoretical men, but such literature
as the proceedings of your last convention, and the conference pro-
ceedings at Boston, Indianapolis, and Philadelphia.

Perhaps I had better give you an idea of our course by reading
a portion of the schedule. We carried this program for two weeks
but dropped down a little because it was too severe.

v

War EMERGENCY COURSE 1N EMPLOYMENT MANAGEMENT, UNIVERSITY OF
ROCHESTER.

DAILY SCHEDULES.

Tuesday morning, April 186.

9.00 to 10.30-—Lecture on Complaints and grievances, by Prof. Jacobstein,
10.30 to 11.00—Relaxation. .
11.00 to 12.00—Reading on Complaints and grievances.

Tuesday afternoon, April 16.

1.30to 2.30—Reading on Complaints and grievances.

2,30 to 3.30—Lecture on A suggestion system, by Carl S. Hallauer of the East-
man Kodak Co.

3.40 to 5.30—Gymnasium exercise.

6.15 to 9.00—Biweekly meeling of Employment Managers and Service Group
of Industrial Management Council of Rochester Chamber of
Comierce.

Wednesday morning, April 17.

9.00 to 9.45—Review of previous day’s work.

9.45 to 10.00—Relaxation. )

10.00 to 12.00—Lecture on Women in industry, by Miss Mary B. Gilson, of the
Joseph & Feiss Co.

Wednesday afternoon, April 17.

‘1.830 to 38.00—Reading on Athletics and social activities.

3.00 to 4.60—Discussion on Athletics and social activities,
4,00 to 5.00—Student conferences and assigned readings.
5.00 to 6.00—Gymnasium exercise.

7.30to 9.30—Assigned reading and notebook work.

Thursday morning, April 18.

9.00 to 9.45—Review of previous day's work.

9.45 to 10.00—Relaxation,

10.00 to 12.00—Lecture on Safety organization, by J. A. Robertson, general
manager of camera works, Eastman Kodak Co.

Each day we worked up the problems lectured upon or discussed.
These men are practical men. They got together in little groups in
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their hotels and if there was anything wrong with the practice or
theory that we have given them they are going to see it and discard
it. So they are able to sift out the material for themselves. We
know they are men of judgment and able to do this. I regard that as
one of the practical methods of instruction in this course, to stimu-
late the students so that when they go back to serve their respective
firms they will discuss the problems with their colleagues.

We would have given more attention to the theory of labor statis-
ties, labor organization, and industrial organization, but we have not
had time to do it. And I-want to say also that we were able to make
our instructions practical by virtue of the invaluable aid and coopera-
tion given us by the chamber of commerce. We have an employment
managers’ group, which is one of the subsidiary groups of what is
known as the industrial management council of the chamber. This
group meets every two weeks and at its meetings hears problems dis-
cussed and presented by practical men from here and elsewhere. So
with the aid of the chamber of commerce, the cooperation of the
Rochester firms, and practical literature, we have, we think, given a
practical course here.

AIMS OF COURSE.

What are the aims of the eourse? What are we trying to do?
There has been so much publicity given to this course I must dis-
illusion some of you who are here and some who are not here. Some
have the idea that we have taken the men out of collage and put
them through a six weeks’ course and then sent them out to manage
some large manufacturing establishment. We are not trying to do
this. We are not trying to train or develop business managers, but
employment or service men, men who will spend their lives handling
the labor problem, who will bear the same relation to labor as the
financial man bears to finance, as the sales manager bears to the sub-
ject of sales and as the production manager bears to production prob-
lems. This is what we have attempted to do. We have a few men
who have come to us with little experience, and by literature and lec-
tures we have attempted to show those men the best practices. The
experienced men we have tried to breaden. We have one man who
Lias been in one industry, who has never been able to get away from
his plant, and who has never read; we think we have broadened his
vision. To both of these classes, experienced and inexperienced, we
have tried to give the idea that the service manager has a bigger job
. than the business manager or the general manager has conceived of
prior to this time. We have attempted to impress upon the prospec-
tive service and employment man that he has a big job, and that
opportunity awaits him in industry, and we have attempted to do this
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by pointing out to him the various opportunities for service—service
to labor, to capital, and to the community. Our idea has been to give
the practices as well as the principles. I make a distinction in my
teaching between theory and principles. We have talked principles
in this course, though we have not taught abstract theories. We have
given some of the principles that underlie industrial management
and factory and labor management, but the big thing that we have
tried to “ get over ” with our men is to give them all a bigger vision
of their job and the opportunity that lies before them.

You might ask, What is the job of the service man in industry?
I can’t tell you, in so many words, what we told them, but I will say
this first by way of negation: We have not taught our service men
that they are going to “bust” labor unions; and if there is any general
manager who is going to put a man from our course into a job with
the idea of eliminating trade-unions from industry he is mistaken.
That is not our function. We are not propagandists for or against
unions. If any general manager, furthermore, thinks he can put
service managers into industry as a substitute for fair play and
justice, he is mistaken if he takes any of the men from this course.
We have taught them that labor and capital have duties and respongi-
bilities and that the primary function and obligation of the service
man is to study what these responsibilities and duties are and explain
them to labor and capital and thus bring them together harmoniously.
‘We have taught our service men to regard the laborer, as he has not
always been regarded, as a human being with instinets that are essen-
tially human, and with aspirations that are some times superhuman.
If our service men have carried away this idea with them we are
confident that they will do justice to the ideals that we have pre-
sented.

It is not for me to say if we have achieved these aims. But I ask
you to get in touch with these men who are wearing the yellow ribbon.
I ask you to take them aside and ask them confidentially what they
have learned from this course. I want to tell you that I have seen
some of the letters sent home to the managers; I have seen some of
the replies. If you want to know whether we have accomplished any-
thing practical, talk to their general managers.

T wish to express my sincere thanks to those who have helped make
this course a success, first to the lecturers who have helped make the
course practical, then to Capt. Fisher, and to the employment mana-
gers of Rochester who have taken each week three or four men into
their offices at a time when they were swamped with work, and finally
to the chamber of commerce. We hope that out of this emergency
course will grow such interest among the big business interests of the
country that we may continue this course in time of peace as well as
in war,
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PRESENTATION OF DIPLOMAS TO GRADUATES OF WAR EMER-
GENCY COURSE IN EMPLOYMENT MANAGEMENT, UNIVERSITY
OF ROCHESTER.

[The presentation of diplomas to the students who had completed
the employment managers’ course at the University of Rochester
thien took place, Capt. Fisher presiding. Capt. Fisher read two let-
ters, one from the Secretary of War and the other from Chairman
Hurley, of the Emergency Fleet Corporation, congratulating Presi-
dent Rush Rhees, of the university, upon the successful completion of
the course, Capt. Fisher stating that the letters had been given to him
only that morning and that he had been unable to present them per-
sonally to Dr. Rhees and asking Prof. Jacobstein to do so.

The letters were as follows:]

WaRr DepPARTMENT, Washington, D. C,
Dr. RusH RHEES,
President Univergity of Rochester, Rochester, N. Y.

My Dear Dr. Ruees: The graduation of the first group of students in the
war emergency course in employment management at the University of Roch-
ester is an occasion worthy of notice. It has a relation to our successful con-
duct of industry in war time which the national committee of employment
managers’ associations has been wise to recognize. I hope that the conven-
tion will go further than to celebrate, as it is doing, the completion of the first
training course for employment managers, and that it will give helpful criti-
cism and other assistance in enabling us to improve these courses as time
goes on,

The University of Rochester in giving the first of these courses under Gov-
ernment supervision has shown an insight and vision which is in itself some-
thing of its own reward. I can not help feeling, however, that the Government
owes you and your trustees a very definite acknowledgment of thanks for giv-
ing these first courses without cost either to the Governinent or to the stu-
dents, I am informed also of the great amount of attention given by Mr.
Henry T. Noyes to this matter, and the personal sacrifices made by Prof. Meyer
Jacobstein in giving the course.

I wish you continued and increasing success.

Yours sincerely,
NEwTON D. BAKER,
Secretary of War,

UNiTED STATES SHIPPING BoARD, Washington, D. C.
Dr. RusH ROEES,
President University of Rochester, Rochester, N. Y.

My DEsR PRESIDENT RHEEsS: The Emergency Fleet Corporation is proud of
having so large a representation in the first class graduating in the Govern-
ment’s war emergency course in employment management, given at the Uni-
versity of Rochester, I am glad that our shipyards, upon whose industrial
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conditions so much depends, have seen the value of establishing employment
departments and giving their employment men the benefit of the best thought
in this important field of industrial endeavor,

The Emergency Ileet Corporation is especially grateful to the University
of Rochester for establishing this first course and, at a time when it is meeting
other burdens, that the university has undertaken to give the first two or
three of these courses without cost to the Government or to the students. I
hope that your courses continue to be successful, and I want to congratulate
you, Prof, Jacobstein, and Mr. Noyes for the accomplishments to date.

Sincerely yours,
Epwagp N. HURLEY,
Chairman.

Capt. Fisuer. The giving of these diplomas in the presence of
this convention may seem a superfluous ceremony. It does not in-
struet you directly in anything that you came to Rochester to hear,
but it does instruct you in something that you had to come to
Rochester to appreciate. It tells visually and in action more than
many a speech could tell in words. Tt is a visible sign that the
profession of the employment manager has come to be recognized as
a separate profession, somewhat similar to the mechanical engineers’
profession, or the physician in industrial practice, or, at least, a
trained nurse or the college professor. We have catapulted these
men into the employment profession. Hitherto a general manager
or superintendent has grabbed a paymaster or assistant in the cost-
accounting office and said, “ Here, hire some more men; we need
them.” But somehow or other within the last five years these men
injected with so little ceremony into a place in industry and with
so few instructions and with the slight help of the idealism of the
best in management have themselves visualized what their jobs mean.
As I told you when the course was opened, the chief job of the em-
ployment manager to date has been the saving of the soul of the
general manager. And these men, and those whom you will find
sitting beside you there, are men who have lifted themselves by. their
own boot straps by virtue of the demand for their particular service
in industry. The opportunity was there, gentlemen, and you have
risen to it. The idealism that has grown to surround the profes-
sion of the employment manager demands that he be put through
an apprenticeship starting with six weeks—I hope it will be six
years. However, I am not going to put that period as any measure
of what the gentlemen taking this course will achieve, because, as you
have reason to demand of the profession, the gentlemen in this
course have realized that we are at war, have realized that there is
a need of more trained men, and realized, furthermore, that there is
need of their demonstrating an experiment in the training of the
employment manager. And what they have done has been mag-
nificent. Many of these men, for years out of any student course,
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have been wrenched from a practical life full of activity and been
seated at a school bench in a “little red schoolhouse” for 9 or 10
or 12 hours a day for 6 weeks; and all but the man who was com-
pelled to leave for pressing business reasons on the first day of the
course have stayed through and become enthusiastic employment
men. I feel it is worthy of this convention that we recognize the
first men trained in employment management, slight though the
training may be.

[Capt. Fisher then made the presentation of diplomas to the gradu-
ates of the course, comprised of one representative of the following
companies or departments:]

Barrett Co., Philadelphia, Pa.

National Malleable Castings Co., Indianapolis, Ind.

Watervliet Arsenal, Watervliet, N. Y.

United States Employment Service, Department of Labor, Washington,
D. C.

Johnson Shipyard Corporation, Mariners’ Harbor, 8. I, N. Y.

Frankford Arsenal, Philadelphia, Pa.

E. I. Du Pont de Nemours & Co..! Wilmington, Del.

Baltimore Dry Dock & Ship Building Co., Baltimore, Md,

Packard Motor Car Co., Detroit, Mich.

Pusey & Jones Co., Wilmington, Del.

Brooklyn Navy Yard, Hull Division, Brooklyn, N, Y.

Maryland Shipbuilding Corporation, Sollers, Md.

Merchants Shipbuilding Corporation. Philadelphia, Pa.

Passaic Cotton Mills, New Bedford, Mass. '

Hercules Powder Co., Wilmington, Del.

Merchants Shipbuilding Corporation, Bristol, Pa.

Henry Disston & Sons (Inc.), Tacony, Philadelphia, Pa.

Mobile Shipbuilding Co., Mobile, Ala.

General Electric Co., Schenectady. N. Y.

Morris & Co., Chicago, Ill.

United States Employment Service, Department of Labor, Baltimore, Md,

Central Employment Depariment, Rochester, N. Y.

The Cmairman. This has been a most delightful and impressive
occasion and I am sure we are all gratified in witnessing the pre-
sentation of diplomas to the men who, we all realize, are going to
do a great deal to bring about better conditions in the plants and
industries to which they are going.

[Session adjourned at 12.30 p. m.]

i Two representatives.
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THURSDAY, MAY 9—AFTERNOON SESSION.

CHAIRMAN ! ¥. W. LOVEJOY, GENERAL MANAGER EASTMAN KODAK (0., ROCHESTER, N, Y‘

LABOR RECRUITING AND KINDRED PROBLEMS.

[ The meeting was called to order at 2 o’clock p. m. at the Rochester
Chamber of Commerce by the chairman.]

The Crarryan. It has fallen to my lot, and I consider it a great
privilege and honor, to preside at this meeting, as I happen to be the
chairman of the industrial management council of this chamber.
The council has as one of its most important groups the employment
and service group. This has existed for some years and is doing
excellent work, and we feel sure that as the result of this very grati-
fying convention, and the very gratifying attendance at it the coun-
cil will do very much better work for the employers of Rochester in
the future. The employers of Rochester congratulate themselves on
the opportunity that yon have given them to entertain you here at
the chamber at this time. We understand that it was your intention
to go elsewhere, and we count it no credit to Rochester and to our-
selves that you are here; the credit comes by way of Washington. Tt
was the decision of the people in Washington to place at the Uni-
versity of Rochester the first national employment course instituted
in this country, and we presume that is the reason why Rochester
was selected at this time. Nevertheless, whatever the reason, we are
very gratified that you should come here.

One of the most perplexing problems of the employer, and one
which he finds most difficult to meet in a treatment of his labor dif-
ficulties is that of absenteeism. We are privileged this afternoon
to be addressed on that subject by Mr. S. R. Rectanus, director of
employment, American Rolling Mill Co., Middletown, Ohio.

ABSENTEEISM.

BY S. R. RECTANT'S, DIRECTOR O¥. EMPLOYMENT, THE AMERICAN ROLLING MILL CO.,
MIDDLETOWN, OHIO.

Absenteeism is such a comprehensive word that it seems best to
define it in a general way and indicate the special phase of it to
which I will confine my remarks,

Absenteeism is the antithesis of or danlzatlon If you have less
men than you really need to do the work assigned to you for the
winning of this war, you suffer from it. If your men are discharged,
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or quit, you suffer from it. If your men for any reason are absent
from their posts of duty, you suffer from it. If you can tell that a
man is present only by seeing him and not by the result of his labor,
you suffer from it.

When all men are absent you have no organization. When the
men are all present, physically and mentally, every day, some plan-
ning, some directing, some executing, then organization is the word
we use to describe the condition which results.

Absenteeism in all its various forms is Germany’s chief ally on
this continent. It is the “ Old Man of the Sea” of every employment
manager, the canker in the roots of our strength, the blight on the
fruits of our labor.

Let me assume, however, that you have a going concern, produc-
ing material needful for the speedy, successful conclusion of the
war; that your plant is consequently well designed and properly
manned, equipped and managed in a way to secure good working
conditions; that you have a moderate turnover and a reasonable
supply of men for replacement. Still you find that the charts of
progress and output show disconcerting variations from those de-
sired. There is a spirit of uneasiness abroad, a restless tension in
the air.

This gang is behind—because Jim, the regular leader, is not at work.
That crew is slow because there are two new fellows on it. You see
a handy man at a lathe hecause the operator is missing. A foreman
is in a stew because his instructor had to be sent to another shop for
the day to fill a temporary vacancy. When you go to the time
office and check over clock cards, you find from 5 to 15 per cent of
them not punched that day. To-morrow approximately the same
number of cards is not touched, but they belong to different men.

Those are the men I want to consider, the men on the roll who
work nearly every day, the men whose output is needed, who can
work and should work, but who don’t work; not the few who won’t
work, but the many who. don’t work.

Detailed statistics are frequently uninteresting, and I will not
bore you with any now. Information which I have secured from a
considerable number of necessary industries, quite widely distributed
through the country, shows that every day about 10 per cent of the
men who should be on duty are missing. When yow consider that it
takes 10 workmen to back up every soldier, you see that-this army
of slackers approximately equals the army of men we are to put on
the battle line.

No accurate information as to the extent of the malady is avail-
able, nor do I think it is necessary at present. We all recognize its
existence and are anxious to help eliminate it.
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In order to suggest a remedy, it is important to find the cause of
the trouble. All of the many causes which have been stated may be
grouped under a few heads. Hardly any of them are reasons, and
most of them are mighty poor excuses.

Accidents had been generally taken for granted until a few years
ago. We all sympathize with the unfortunate individual when he
is hurt, and with his family, if he has one, but if you think accidents
are unavoidable I can only refer you to the National Safety Council
and the splendid results they have been accomplishing.

Illness, in various forms, either of the workman or his family,
also excites our sympathy, but the doctors now are finding that it is
better to keep a man well than to cure him. If typhoid can be mas-
tered and tuberculosis made to yield, why should we submit to any
disease? Cures have depreciated, and an ounce of prevention is now
worth several pounds of cure. If we are careful and moderate and
properly advised we can avoid illness. I went to a doctor only this
week and explained that I felt weary and draggy and tired. I
thought my nerves were run down and needed a rest. After assisting
him in a ritual designed to impress me with his wisdom, I was in-
formed that if I did not let my fishing tackle alone I probably never
would get well ; what I really needed was about 10 hours a day with a
sledge in the forge shop, but he let me off with an hour before dinner
in pretending that seed potatoes were Germans and playing at
burying them. .

From the published reports it seems that the Departinent of Labor
is now so organized that it will soon remove one of the principal
causes of absenteeism. The work of the Federal and of the coordi-
nated State free employment offices in controlling the distribution of
idle men, finding work for them, and in placing men where they, are
most needed, together with all of the other functions which the De-
partment must perform to accomplish these results, is reducing the
number of men who lay off with or without assent to take a look at
another job. We realize what an enormous and difficult task this
Department has before it. We know how scarce are the trained men
needed actually to execute the work which has been planned. We
are gratified as well as amazed at the progress which has been made,
but we would respectfully suggest that as soon as the service can be
enlarged to make the plan possible all advertising for men by pri-
vate enterprises be stopped, and this work be carried on altogether by
the agencies of the Department of Labor.

The chief cause is much simpler, and consequently can be more
easily and rapidly eliminated than any of these. The principal ex-
cuse that men give for laying off is that they do not feel like working.
There is no question that wages have generally increased more rapidly
during the past year than the cost of living. Men now have to work

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



ABSENTEEISM—S. B. BECTANUS. 31

only five days and a half and probably only five days a week to live
as well as they did formerly on the earnings of six days. It is be-
coming pepular not to work steadily. Popularity is the expression
of a sentiment. Proper sentiment is just as easily created as im-
proper sentiment, The solution of the biggest portion of the prob-
lem is well within our grasp. Make it the fashion to work effectively
every day. Who now is working for mouney; who for individual re-
ward? We have a cause to work for; a cause worthy of our finest,
truest, sincerest effort and energy. None of us can do this thing
alone, of course not. Who is selfish or stupid or thoughtless enough
to want to do anything alone? All of us pulling together, knowing,
understanding, realizing that we—all of us together—must win this
war, we can accomplish our purpose.

How can we do it? We have to create so powerful a sentiment,
have to make it so popular to he present, that any one who does not
fall in line will be crushed. Coercion? Oh, no. Education, adver-
tising, example, salesmanship—we have an idea to sell. "We have to
put that idea all the way over.

To sell the idea of maximum, continuous service as an idea is diffi-
cult. Most men, particalarly the doers, want and need something
more tangible than that. They have to see what they are working
for. The goal must always be clearly visible. Then they must know
why they are working. A seand logical reason is essential. If man
be but boy grown to larger size he wants to know why. Manage-
ment, superintendents, foremen, mechanics, helpers, laborers, all the
way down the line mnst know and realize that we are all needed in
fighting a common enemy. They must appreciate that a huge man
power is needed across the water, that lives are being sacrificed 24
hours a day. Here behind we must have speed, output, enormous
production and everyone must help. The problem is to make each
single individual realize that it is his personal responsibility to do
his level best all the time.

To that end he must be provided with steady work. As always,
the brunt of the burden must fall on the planners. Of what avail is
it to have a group of men keyed up to the fighting pitch? They are
trying their best every day, observing the regulations of the Food
Administration ; saving money for investment in Government securi-
ties; aiding all administration policies to the best of their ability.
For a time things move smoothly, production far exceeds their ex-
pectations, then without warning they are told that there is no work
for them for a week, even for a day. How can anyone explain away
fully the causes of the delay? How can anyene expect these men
to retain their enthusiasm? Sometimes we say it is impossible to
maintain the continuous flow of work on account of reasons beyond
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our control. Grant that it is impossible, still it must be done. The
line must be held.

A gang bonus, depending for its amount on the skill of the crew,
is not only a splendid incentive toward steady attendance, but also
a working example of the effectiveness of organization. Wherever
the nature of the work will permit, small groups of men should be
united to perform a definite task. They will soon know each other,
accommodate themselves to each other, eliminate the slacker and be
ready and anxious for competition with any other similar groups.
So ready and anxious, indeed, that they must frequently be re-
strained to prevent them from doing injury to themselves through
overexertion.

Some of you are probably familiar with the process of manufac-
turing iron and steel sheets. You know that bars are heated in
furnaces and then rolled back and forth through heavy iron rolls.
In spite of the water-cooled floors and furnace walls, cool air currents
and boshes of cool water, the heat in the summer grows unbearable.
The men are handling red-hot material with tongs. Behind them
are the furnaces, before them the rolls so hot they are almost red.
To endure the heat at all the men must live very regular lives. Their
rest periods must be long, their food carefully selected and prepared.
Any excess results in heat prostration, dissimilar to that brought on
by exposure to the sun’s rays in that it is usually accompanied by
severe cramping. There are some plants who make no attempt to
run steadily during the hot summer months. Some always close
completely during July. But there is one plant that I know quite
well which always runs to full capacity during the whole year. The
men work in crews just as at the other plants. KEach man has his
carefully planned duties to perform, each is needed. All must work
or all must stop. It is true that in the summer additional help is
provided. There are a few more men than in the winter. Reserves
are carried on light work which can always be abandoned tem-
porarily. But the important thing is that the mill runs. The men
have decided that they can and will do the job, and they do it. The
plant medical staff has to be on the alert, the foreman must be care-
ful, or some man will work beyond his strength. Sometimes the boys
from the office have to strip off and help; occasionally the foreman
or the superintendent takes a pair of tongs to tide over a rough spot,
but the mill runs.

When the work is of such a nature that the men can not be grouped
for the performance of a certain task, an individual attendance
bonus may be offered. The most prevalent practice where men are
paid weekly or four times a month, is to offer each man who is
present every day of the pay period an additional proportion of
his wages, frequently 10 per cent, as a reward. As far as I am |

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



ABSENTEEISM—S. R. RECTANUS. 33

able to learn, this plan is securing only a partial success. The
principal fallacy in the plan is that it involves no element of com-
petition. If a laborer is earning $24 a week, his 10 per cent at-
tendance bonus amounts to $2.40. To miss a day s work costs him
$4 plus the $2.40. Now the incentive which will make him sacrifice
$6.40 for a day of leisure does not seem to be much stronger than
the incentive which makes him give up $4. Besides, many men see
a splendid chance to beat the game if the pay periods are short. You
know that most men take an almost childish delight in beating the
game. Instead of laying off a single day every so often, he works
steadily for a week and then lays off two days the next week to catch
up. Just how he beats the game by losing money is beyond me, but
many men seem to reason in that way. To lengthen the period for
which the bonus is paid defeats the purpose, because the reward is so
far off at the beginning of the period that it is a very vague some-
thing quite unattainable and consequently not worth working for.

The simple keeping of complete and accurate records of the men
who are absent or tardy will help materially if the men know that the
records are being kept. Most men are proud of a good record. If
the question of steady attendance is sufficiently important to record
it is also important to the man that no absences are recorded. That
record is his reputation, and most men are careful of their reputation.

These records lend themselves to another use in helping combat
the evil if they are published. The spirit of rivalry is keen and
men, particularly in groups, are anxious and very quick to attempt
to prove their superiority if they find that their excellence is recog-
nized. We are told that within the past month the number of rivets
driven per day was trebled in one of our eastern shipyards by the
simple expedient of posting in a conspicuous place the records of
the previous day’s work accomplished by each gang. A trip to
Washington or some such inexpensive, but appreciated, prize was of-
fered to the winning crew. Men do not work best for money alone.
Do not misunderstand me. I am conscientiously opposed to any
form of reward which does not compensate the worker for the re-
sults he accomplishes. I am heartily opposed to any attempt to
exploit any group by substituting a tawdry prize for their just wages.
But don’t overlook the fact that some of the world’s greatest ac-
complishments have had as a reward a simple bit of ribbon for
the buttonhole, or an inexpensive medal.

The results which can be obtained by properly induced competi-
tion between departments or squads are remarkable. In a plant em-
ployiig 5,000 persons one department in which 500 men are en-
gaged started an attendance campaign. The men were grouped in
sections, and each week a report was published showing the total
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number of men in each section, the total number of man days which
were possible, the total number actually worked, and the percentage
of actual attendance. In addition, the money value of these un-
worked days was shown. All of the foremen responded, and the
results were, I believe, worth the effort. In January the attendance
was 90 per cent, and the money value to the men of the hours lost
was $4.300. In March the attendance was 94 per cent, while the
money value of the hours lost was only $2,400. Those figures cover,
of course, only a brief period and it still remains to be seen whether
permanent good will be accomplished. A New England concern
employing approximately the same number of men, but making an
entirely different product, has been using a somewhat similar plan.
I am reliably informed that their attendance for the last five months
of 1917 averaged 97 per cent of the possible.

It is not fair to try to shift the burden of responsibility to the
man. Remember that it is the job of the employment manager to
sell this idea, and he can not expect to be successful if he tries to sell
his product to an insolvent buyer, so that all the elements of proper
employment enter into the problem—proper selection and proper
placement of men from homes where conditions are good. A com-
petent medical staff that keeps the men well, a ventilated and clearly
lighted plant with guarded machinery, and an effective safety sales-
man are presupposed. The man must be well paid, well instructed,
and well trained. He must receive the promotion he is entitled to
and be transferred, if wrongly placed, either at the first selection or
when he has developed or when working conditions have changed.

There are many angles from which a man can be approached. If
he had the correct viewpoint he would not be absent willingly. Why
not assume that the customer is right and sell him the correct view-
point? Follow up the absentee while he is absent and talk it over.
If you make this follow-up from the viewpoint of investigating the
absence you will probably antagonize your client and minimize your
success. Assume that the man would not willingly be absent. If
he has not arranged for a furlough beforehand, assume that he needs
your help and go to him to offer it.

Be careful, of course, not to oversell the idea. You can be too
anxious to have the man on the job—like a business man I heard of
who had great trouble in securing a messenger and who finally in
desperation inserted the following advertisement in his local paper:

Boy wanted.
Young or old.
Either sex.

In a large organization the problem of securing complete enough

information quickly enough to permit these visits is a serious one.
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Means have been and can be devised to permit you to know before
noon of each day the names of the men who were absent during the
preceding 24 hours, where they live, and whether the foreman knows
why they are absent.

The foreman is quite largely, almost entirely, the man upon whom
the success of the undertaking depends. He knows the men, is with
them daily. The foreman is the leader and sets the fashion. If
your plan of organization is so functional that you have several fore-
men for each gang, then eliminate your discipline foreman and sub-
stitute in his place a moral foreman, an “esprit de corps” foreman.
You can not possibly reach each workman personally, but you can
reach each foreman or each general foreman.

You know that it essential for every man to work every day. You
believe in it, you practice it, you convince others that it must be done.
We can make the idea of “every man on the job every day” a popular
idea. If you can interest a man sufficiently to get him on the prop-
erty, you can interest him enough to get him on the job.

The CuarrmaN. We are now to listen to a paper on another sub-
ject in which you are all tremendously interested. I know little hag
been done along the line of standardization and rates in Rochester.
We are to hear about this from Walter D. Stearns of the Westing-
house Electric & Manufacturing Co. of Pittsburgh.
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STANDARDIZATION OF OCCUPATIONS AND RATES OF PAY.

DY WALTER D. STEARNS, SECRETARY, QCCUPATION AND RATE COMMITTEE, WESTING-
HOUSE ELECTRIC & MANUFACTURING CO., EAST PITTSBUBGH, PA.

It has been said time and again, but it should be repeated over and
over: For the present our one job is to win the War. All energies
should be used for this one purpose. Anything which does not in
some way help win the War is out of place at this time.

We have read, but we are just beginning to realize what this War
means, not only in the supreme sacrifice of our boys who have gone
and are going “ across,” but in the immense amount of war supplies
that is needed. We are just commencing to appreciate that the
mines, the farms and the factories of America must be as well or-
ganized as our military forces in order to supply them with the
necessities for winning the War.

Certain words have been used until we are all tired of them, but
they embrace so much that is of vital importance that we must con-
tinue to use them. I refer to such words as organization, coopera-
tion, efficiency and one of the newer ones, though by no means new,
standardization.

Mr. Herbert T. Wade, in Industrial Management for April, makes
a strong plea for more complete standardization either by the Na-
tional Government or by the general cooperation of all interested.
If this is not done manufacturers and consumers generally will be
at the mercy of the large corporations who can establish and en-
force their own standards, developed only in regard to their own
large establishments and special methods and needs. Mr. Wade not
only suggests more national standardization but urges especially in-
ternational standardization.

We have done much in this country along the lines of standardiza-
tion. It is not unusual to see complete factory buildings erected in
from one to three months. A gang of 120 men can erect ten 5-room
houses in a single day. We think nothing of being able to buy
standard parts for our machinery. These things are possible be-
cause of standardization.

We have standardized buildings, materials, machines, methods, and
products. These are of vast importance in winning the war, but of
vital importance behind all of these is the man power of America.
Why not standardize men? At first thought this does not sound
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pleasant and may seem unreasonable, but as one studies the problem
he realizes both the need and possibility of standardizing the man
power of the country.

Our chief problem to-day is, after all, the efficient use of men. The
Secretary of Labor, William B. Wilson, has said: “ The available
man power of the Nation serving as the industrial aim in warfare is
not employed to its fullest capacity, nor is it in all cases wisely di-
rected. The effective conduct of the War is suffering needlessly be-
cause of the decrease in efficiency due to labor unrest.”

Perhaps it would be better to say not standardize men but stand-
ardize conditions having to do with the human element in manufac-
turing. Something has already been accomplished along this line
through our State laws in regard to working hours, health protection,
accident prevention, and workmen’s compensation. Working condi-
tions are more or less standard among the employees of the govern-
ment and on our large railroads, but little has been done until very
recently toward making any attempt at standardizing occupations
cor rates of pay.

The real labor problem to-day is not so much a shortage of men as
the difficulty in keeping men with any one concern long enough for
them to become trained and to absorb the spirit of their employer
and feel that they are part of the organization.

It is only human and right for all of us to want to improve our
own condition and we are always eager for the new, for the untried.
There is the instinct in everyone to trade, to bargain. Much of the
present abnormal labor turnover is doubtless due to these inborn
tendencies which lead the workman to “shop for jobs”; and just at
the present time the shopping is particularly good, for all concerns
have much to offer both in opportunity and wages.

Anything that may be done to reduce this constant shifting of the
workman from plant to plant is of especial importance now.

The workman doesn’t know how his conditions in one plant com-
pare with what they might be in another plant. In fact, the em-
ployer himself has no means of comparing his own conditions with
those of other companies. It is very difficult for two industrial man-
agers, even if their product be similar, to talk intelligently regarding
occupations or rates of pay, because they do not have a common
nomenclature. Different words are often used for the same occupa-
tion and what one manufacturer might consider a first-class operator
would be a third-class operator for another concern. Kven if stand-
ard names were used for standard jobs and each job were classified
according to the skill required for that job, there would still exist
the inconsistencies between plants regarding rates of pay. Part of
this difference in rates of pay will be due to differences in local con-
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ditions, but if there were a common language in which all could dis-
cuss these differences, many of them would be eliminated.

The work of standardizing occupations and rates naturally divides
into four parts: Determining standard occupations; dividing all
employees into classes based upon their relative value to the industry;
determining what class of man is needed for each occupation; and
determining rates of pay for the various classes.

1. In determining standard occupations all occupations used should
be listed. These should be subdivided into separate occupations only
so far as the work is distinctly different and requires different opera-
tions and a worker of different qualifications. These occupations
should be carefully defined and given standard names.

2. Dividing all employees into classes based upon their relative
value to the industry is the most difficult and at the same time the
most important part of the work, and as far as is known has never
been attempted before. The scheme is to place all employees in
classes, grouped not at all according to occupation but according to
the value of the service that the employee renders. The measure of
this service, among other things, may be based on the degree of
mechanical skill, supervising ability, initiative and judgment, phvs-
ical strength and endurance, or willingness to do disagreeable work.
Five divisions have been adepted for this classification and, in a very
general way, what these divisions are intended to comprehend may
be obtained from the following descriptions and examples:

Class A.—Leaders in charge of groups, experimental workers,
and those on the highest-grade production work. Those possessing
general knowledge of the manufacturing operations, methods, and
materials used. Judgment, accuracy, and a high degree of skill and
dependability are necessary. Examples of this class are engine lathe,
planer, and boring-mill operators on very large work where great
loss is incurred if mistakes are made, and instrument makers and
toolmakers, .

Class B.—Accurate, dependable workers with considerable ability
and experience but without the expert knowledge and experience
required of those in Class A. Generally, operators on accurate or
heavy work which is usually repeated. Examples of this class are
engine lathe operators, work not especially accurate but laborious,
work on smaller lathes where responsibility is great, as on commu-
tators and collectors after being assembled on shafts; planer op-
erators on medium sized work, much repetition; and vertical boring-
mill operators on large work, accurate, difficult work on small mills.

Class C.—Workmen who have become proficient on lines of work
which are usually repeated, such as engine lathe operators on repeti-
tion work and on roughing shafts, planer operators on rough work
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such as roughing stock for poles, and boring-mill operators on small
repetition work.

Class D.—Workmen who can be brought in a short time to be
efficient producers on lines of work which are usually repeated, such
as employees learning to operate engine lathes, planers, and boring
mills, and learning winding.

Class E.—Unskilled workmen with little, if any, previous train-
ing, men on work requiring a small degree of skill, accuracy, or
knowledge, as unskilled workmen, like truckers, sweepers, material
handlers, and machine helpers.

This broad classification is based upon the employee’s relative
value to the industry, regardless of his particular occupation. Each
class may include a variety of occupations and many occupations
may require employees from several classes. For example, we may
have toolmakers, lathe hands, and boring-mill hands all in Class
A. We may also have lathe hands in Classes B, C, and D.

A man may be of value not only for reasons inherent in himself
but for reasons inherent in the occupation. The work may be espe-
cially dirty, hot, cold, unhealthful, or dangerous, thus giving em-
ployees for this occupation a classification higher than they would
have from any personal qualifications,

3. The class of man needed should be determined from the nature
of the work to be performed. For example, suppose the occupation
to be that of engine lathe operator and the operation be rough-turn-
ing shafts. A Class C man would do this work satisfactorily. Sup-
pose the occupation still be engine lathe operator, but the operation
be taking the finishing out on shafts. It would take a Class B man
to do this work satisfactorily.

4. The rates of pay for the highest class and for the lowest class
are determined by the labor market in the special locality. Having
determined these two limits it remains to distribute the rates among
the various classes.

So much for the general scheme. Now for the specific problem
as found in the East Pittsburgh works of the Westinghouse Electric
& Manufacturing Co. This company employs 20,000 operatives.
Their product is a complete line of electrical apparatus. The plant
is made up of 16 departments, each being practically a separate
factory, with its own superintendent and foremen. All of these
supéerintendents report to a general superintendent.

Because of the nature of its work this company uses practically
all of the occupations common to the metal trades and many others
that are peculiar to the electrical industry. Many of the depart-
ments have operations that are very similar and often exactly alike.
If an employee in one department is paid more or less than an em-

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



40 LABOR RECRUITING AND KINDRED PROBLEMS,

ployee who renders exactly the same service in another department,
then there is much dissatisfaction and a decided tendency to shift
from department to department.

Labor turnover and all other statistical data, to be of greatest
value, should be kept by occupation.

In an attempt to overcome such difficulties an occupation and rate
committee was appointed to study the situation and devise a method
of classifying and standardizing occupations and rates of pay.

The occupations in each department were tabulated. It was found
that different names were often used for the same occupation. These
were all given a common name and after they were all brought into
one list, still there remained more than 400 distinct occupations.
These were finally grouped and condensed into a list of about 200,
which was adopted as standard. Numbers and standard names were
assigned to these occupations and care is taken to use this standard
wording on all forms and records dealing with occupations.

If the work had gone no further than this it still would have
been worth while, if for no other reason than to have all statistical
records on the same basis, and for all superintendents to be able to
talk over their problems on a common ground. With a well-organ-
ized employment department something of this sort is practically
indispensable. Such a department also demands something in the
way of an occupation analysis card and this again necessitates
standardizing the occupations.

The next step was to determine the number of men in each occu-
pation in each department and the class in which the men in each
occupation should be placed. For example, a boring mill in one
department might require a Class C man while a boring mill in an-
other department might require a Class A man. Likewise one de-
partment might itself have several different kinds of engine lathe
work which would require men from Classes B, C, and D.

After all the occupations in the departments were placed in their
proper classes the prevailing wage scale was applied to these
classes—that is, the highest wages were allowed for Class A and the
lowest wages for Class E employees. Suppose, for example, our
highest wage on a daywork basis at the time the scheme had been
incorporated had been 50 cents an hour, and our lowest had been 15
cents an hour, then Class A employees might have been rated from
40 to 50 cents and Class E employees from 15 to 20 cents. A “key”
sheet was made up showing the range of rates of pay for each class.
This range in rates allows for normal increases, due to increased
efficiency, long service, etc. The minimum rate authorized for a
class is, in general, the maximum hiring rate. The higher rates are
to be used only for the most skilled in that class. The higher-class
occupations, requiring skill, experience, or special ability, should be
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filled by promotion or transfer from another department wherever
possible.

An occupation and rate book is made up for each superintendent.
All occupations in the entire factory are given in this book in alpha-
betical order. The classes authorized for each occupation are given
together with the various departments which are authorized to use
that class of employee.

The occupation analysis cards are made out in triplicate; one for
the foreman, one for the employment department, and one for the
occupation and rate committee. Each foreman has only the cards
for the occupations in his subdepartments. These cards show what
classes he is expected to use for the operations he has.

If the occupation is properly classified in the first place, in gen-
eral the classification should not be changed unless the nature of the
work or operation is changed. If the rate allowed is not high
enough to retain the employee in this occupation, then one of two
things should be done. Either the man should be promoted to an
occupation which requires a higher-class man or else there should
be a flat raise in rates for all the classes. The chief advantage in
using a “key” sheet to show the rates paid for the various classes
is that only the class letter is used on all records, so any changes
in the wage scale simply means issuing a new “ key ” sheet with the
corresponding new rates.

It is the duty of the occupation and rate committee to establish new
occupations and rates, approve changes in rates and investigate any
unusual conditions that may be due to rates of pay.

The two fundamentals of this plan are: (1) The determination
of standard occupations and the choice of specific names and defini-
tions for these occupations; and (2) The classification of workers in
accordance with their value to the industry, regardless of occupation.

The two ideals of this plan are: (1) Uniform rate of pay for uni-
form service, thus preventing the discontent that might arise due to
nonuniform wages; (2) Maintenance of wages for each occupation
within a certain range, and when an employee reaches the limit of
that range, the facilitation of his promotion to an occupation of
higher value.

This work has been growing at the Westinghouse plant for about
two years and has proved so very satisfactory that it is being ex-
tended just as rapidly as possible to allied companies.

It seems logical to liken the departments in our company to the
various companies in a given district. If all the companies in a dis-
trict were to standardize their occupations and rates in some general
way, as has been outlined, they might be able to get together on com-
mon ground and do much toward reducing labor turnover.

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



42 LABOR RECRUITING AND KINDRED PROBLEMS,

The only way to make this effective would be for all companies
in the district to be working on the same fundamental scheme and
using the same standards. This could be accomplished through a
small district committee. Such a committee should consist of a man
of very broad experience and familiar with manufacturing opera-
tions, and a statistician, who should devote their whole time to the
work. In addition there should doubtless be two or three representa-
tive men to act in an advisory capacity.

This work might very profitably be taken up by the employers’
associations or similar organizations.

This would help to solve the problem for an individual district
but the labor problem is no longer one of individual districts. The
ultimate aim should be such a standardization for the whole country.

Standardization of this general sort is surely coming for individ-
ual plants and for plants in a district; why should not these indi-
vidual standardizations and district standardizations all be made to
cenform to a national standardization of occupations and rates? Tn
other words, wouldn’t the gains be sufficient and isn’t this work im-
portant enough, to be taken up by the United States Department of
Labor?

The CuairMAN. Every employer who has had to do—and no em-
ployer has not had to do—with the matter of wages in the past three
years has felt the need of some yardstick by which he can measure
the adequacy of the wages that he is paying. Very few if any com-
munities have a local yardstick by which this can be measured, but
we have a national yardstick which is given us by the Department
of Labor. We have with us to-day the head of the Bureau of Labor
Statistics of the Department of Labor who will tell us what the cost
of living is and how it is determined; because those figures are the
ones by which every employer should judge the adequacy of the
wage he is paying. It is my great pleasure to introduce to you Dr,
Royal Meeker, United States Commissioner of Labor Statistics.
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COST OF LIVING STUDIES AS A BASIS FOR MAKING WAGE RATES.

DY ROYAL MEEKER, UNITED STATES COMMISSIONER OF LABOR STATISTICS, WASH-
INGTON, D. C.

I did not have time to write down my extemporaneous speech. I
just have some notes here, which I won’t use. The trouble with a
three-ring circus is that so much of interest always goes on in the
two rings that you can’t watch. The advantage of a program ar-
ranged as this is—maybe you don’t think it is an advantage—is that
you can listen to but one speaker at a time. The temptation to
digress and to discuss the two subjects presented by the pre-
ceding speakers is very great. Especially would I like to dis-
cuss the question of standardization of occupational names and
wages. But I am going to stick to the task that was assigned to me,
and it is some task, believe me. I want to start out by saying that
cost of living studies are fundamental. Most labor disputes center
around the question of wages. A very large part of labor turn-
over centers around the question of wages also. The more accurate
determination then of what has happened to the cost of living is
absolutely fundamental. The statement has been made that there
is no doubt that wages have increased within the past year more
than the cost of living. That statement needs more verification. It
needs a more solid foundation of facts. The working people arc
not fully satisfied with the statement that wages have advanced more
rapidly than the cost of living. I may say that quite early in the
game I recognized the fundamental character of the cost of living
studies, and I have attempted to interest Congress in cost of living
studies, thus far without marked success. The Burean of Labor
Statistics is at present carrying on cost of living studies at the re-
quest of the Labor Adjustment Board of the Emergency Fleet Cor-
poration of the United States Shipping Board. I want to repeat
that cost of living studies are fundamental. A very large propor-
tion of our labor unrest, of the slowing up of output, is due to dis-
putes as to the questions of increase in cost of living, of the relative
rapidity of increase in cost of living as against wage advancement.
It is fundamental that we settle those questions as accurately as pos-
sible. T am as fully aware as anyone in this room of the great
difficulties confronting anyone who attempts to investigate the cost
of living. What is a living wage? Have we any basis to start
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from? We can with a considerable degree of accuracy find out by
what percentage the different items of family expenditure have in-
creased. But what do we know about the adequacy of the wage in
1913 or 1914, or any other particular year? What do we know about
a living wage? But little has been done to standardize budget ex-
penditures. More has been done to standardize food expenditures
than any other item of expenditure. Probably the studies made by
the Bureau of Labor Statistics are the best information available on
that subject ; at least, we are willing to accept them as the best that has
been done along that line. Now, it is interesting to compare some of
the results that we have found in our cost of living studies, be-
ginning with the Philadelphia district. The families studied in that
district numbered 512. They were workingmen’s families; in our
studies we took only families that consisted of husband and wife
and at least one child at home not earning money. There was usually
more than one child. We tried to get recognized standard families,
with the emphasis on “standard.” We wanted to get at something
that was get-at-able. We took 512 families, mostly the families of
shipyard workers. We did not confine ourselves absolutely to ship-
yard workers, but I think that in the Philadelphia district, more
than 90 per cent of the families actually were families of shipyard
workers. The workers were both skilled and unskilled; what pro-
portion of skilled and unskilled I don’t know. Do any of you know
what askilled workeris? Ifyoudo, Iwish youwould tellme. Tthas
been proposed that in our classifications and descriptions of occupa-
tions we separate said occupations into highly skilled, skilled, and
unskilled. If you can tell me what a highly skilled worker is, what
a skilled worker is, and what an unskilled worker is, I would be
very much obliged. :

These 512 families taken together had an average expenditure in
1917 of $1,398.83. Increased cost of living in 1917 over 1914, which
was taken as the basal year because that was the year that the Wage
Adjustment Board wanted us to take, was 43.81 per cent on all
items. It is rather interesting to note how the expenditure for food
has gone up, relative to the total expenditure. If the total income
per family, $1,399, is taken as 100 the expenditure for food amounts
to 48.31 per cent, which is high for food. If you will compare this
with budgets taken in normal times you will see it is considerably
higher for food than in normal times. In the New York district,
608 families were chosen in the same way as in Philadelphia, most
of them families of shipyard workers. The average expenditure of
the families amounted to $1,348.64. The percentage of expenditure
for food was 45.01 per cent. I am skipping through these because 1
know that you are anxious to hear the speakers that are to follow.
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Now, skipping over a few hundred miles of intervening territory
we land in Beaumont, Tex., and we find the white labor there, taken
in the same way, shipyard workers mostly, had $1,284.27, average
expenditure. Note how close the expenditure corresponds with that
in the Philadelphia and New York districts; and note also how closely
the items of expenditure correspond. Expenditure for food in Beau-
mont, Tex., made up 44.72 per cent of all expenditures. I think I
neglected to state that the increase in 1917 over 1914 in the New
York district for all expenditures was 44.68 per cent. The total in-
crease, 1917 over 1914, Beaumont, Tex., was 43.44 per cent. There
were only nine colored families obtainable in Beaumont, Tex.
Thereby hangs a tale, but I won’t tell it. The average expenditure of
these colored families, all unskilled labor—no matter what they did
they would be unskilled because they are colored—was $932.97,
Expenditure for food made up 52.08 per cent of all expenditure for
these colored families. The increase in 1917 over 1914 was 48.79 per
cent. In Houston, Tex., which is very close to Beaumont and to
Orange, Tex., we took 91 white families, with an average income of
$1,255.88. Expenditure for food was 46.28 per cent. Increase, 1917
over 1914, was 44.89 per cent. No colored laborers in that district. In
Orange, Tex., the average expenditure of 45 families taken was
$1,188.47. Expenditure for focd made up 49.96 per cent. Increase,
1917 over 1914, was 48.26 per cent. In Tampa, Fla., the 51 white
families had an average outlay of $1,116.62. Expenditure for food
was 44.67 per cent. Increase, 1917 over 1914, was 39.64 per cent.
Twenty-eight colored families in the same district had an average ex-
penditure of $836.43. Food was 47.21 per cent of all expenses. The
increase in cost of living was 38.67 per cent. That is for the colored
families in the Tampa district.

Now, I admit that the results obtained in cost of living studies
depend substantially upon the accuracy of the method pursued; and
the only way that we will ever get accurate data upon which to make
wage adjustments in conformity with the increased cost of living is
through just such cost of living studies. The men in the Philadel-
phia district submitted evidence to the Labor Adjustment Board in
which they claimed that the cost of living had advanced 182 per cent.
They listed prices of things to show the correctness of their claim,
The trouble was that they did not weight the different items of
expenditure according to their importance in the family budget so
that ginger snaps and nutmegs counted as much as beans and bread,
The items of consumption must be weighted according to their respec-
tive importance in the family budget if we are to measure accurately
charges in cost of living. Our results show an increase of less than
44 per cent in the Philadelphia district in 1917 as against 1914; and
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substantially the same result is shown in the New York district. And
it is most astonishing, to me at least, the degree to which other com-
munities conform to what we found in Philadelphia and New York.
The cost of living has increased with surprising uniformity through-
out the country.

We have the food budget for a workingman’s family standardized
fairly well. We know how many calories are needed to support life
and activity and approximately the kinds of food from which the
required calories may be obtained.

You will no doubt be interested in standards in other lines of con-
sumption besides food. Almost nothing has been done to determine
what kind and amount of clothing is essential in order to enable a
family to live on the far-famed American standard of living. The
only thing so far as I know that has been done, the only attempt
that has been made to standardize clothing expenditures, has been by
the New York State Factory Commission, and that was confined to
the clothing of women. We in our Washington study, the results of
which have been published in the Monthly Review of the Bureau,
have checked up the results obtained by the New York State Fac-
tory Investigating Commission. We find that for food—I am revert-
ing to food—the adult man can not be fed for less than 30 cents per
day; and that connotes a knowledge of food values and a scientific
utilization of all the calories bound up in the kind of food products
you buy in the market that very few housewives possess. I don’t
see how it is possible for any family to be fed on a basis of expendi-
ture that provides less than 30 cents a day for every adult, and I
will not stop to explain how we reduce all families to the adult male
basis. We allow a certain percentage for a woman, 90 per cent, a
smaller percentage for children under 16, and so on. Assuming fam-
ilies reduced to standard adult males, nothing has been done on cloth-
ing except as it applies to the clothing of women. The clothing of
women was of especial importance because of the importance of the
independent working woman in industry; not so numerous as men
but of immensely greater importance than their numbers would indi-
cate because of the effect of industry upon women and the effect of
women upon industry. We determined from our Washington study
that the independent working woman could not clothe herself accord-
ing to the standards prevailing in Washington for less than $125
per annum. When we go further down the line, taking up housing,
nothing has been done. What is the standard house for the standard
American family? We speak of the American standard of living.
What is the American standard of living? We do not know. We
know something about the standard requisites for food in the Ameri-
can family reduced to a unit basis. We know much less about what
is requisite to clothe an American family according to the much men-
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tioned American standard. When we come to housing, we know
almost nothing as to the house that is adequate to enable an Ameri-
can family to live on this American standard. Should we have a
room for every member of the family? Do we have a bathroom? Do
we have more than one bathroom? Do we have stationary tubs?
What do we have in our standard house? I do not know, and if I
do not know, I know you don’t. What about fuel and lighting?
Again we are up in the air, What about rest and recreation? We
are just beginning to understand that rest and recreation are just as
much an essential part of the standard of living as are food and
clothes and a house. We are only just beginning to learn what Dr.
Mann has known for a long while, but unfortunately there are not
enough Dr. Manns to go around. Not every employer or establish-
ment is aware of the fact that rest and recreation are necessities.
What about vacations? That is something different from rest and
recreation. I, for one,don’t believe in confining vacations to those who
don’t need them. I would like to see everybody have a vacation. And
that means for the men and women who work with their hands, a
vacation with pay. What is the minimum of vacation in order to
enable a family to live according to American standards of living?
We don’t know. What is the minimum of medical treatment and of
medicines that is absolutely requisite to the American family? We
don’t know. We get the items of expenditure, all these items of
expenditure, in our budget studies but that does not give us what we
want. I am convinced that very few, if any, laborers’ families can
expend enough for doctors, dentists, and medicines to meet the require-
ments of a minimum standard of health, under present conditions.
What we want to know is the norm, what is requisite for maintain-
ing a minimum standard of health and vigor. We do know thdt in
these shipyard workers’ families there is too little expenditure for
the services of a physician. There is too little devoted to the expendi-
ture for vacations, and for rest and recreation. We can see that from
looking at the schedules. But what is the minimum we should exact
of employers, or set up as a standard to be achieved? We don’t know.-
It is up to us to find out, and we ought to be on the job to find out.
What is the minimum of insurance that should be carried by the
American family? What kinds of insurance should be carried? I
can tell you some of the kinds that should not be carried. I can tell
you that industrial iisurance is the most expensive luxury that any
American family ean indulge in, and it must be put off the map and
cheaper and adequate insurance substituted that will give to the fam-
ily the assurance that it will not be driven below the poverty line by
reason of the ill health, sickness, accident, or the death of the bread
winner or winners of the family. How much reading matter is the
minimum requirement of the American family? We know how little

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



48 LABOR RECRUITING AND KINDRED PROBLEMS,

was the expenditure for newspapers and books, but we don’t know
how much should be expended. And the miscellaneous items? We
know very little about them. Those are some of the difficulties, some
of the things we must do our best to find out about.

Briefly I must tell you what we are doing. First of all we get
budgets from these families. The agents visit the families, talk
with the housewife, go over the income and expenditures of the fam-
ilies. Some of the families have kept itemized accounts of the re-
ceipts and income of the family. Some have preserved the pay enve-
lopes, so that all the agent has to do is to copy the amounts down.
The income is obtained with fair accuracy in spite of the fact that
there have been enormous increases in wages in many of the ship-
yards. The income account is obtained in that way. The expendi-
ture account is gone over carefully, item by item. The different food
items are listed, so that the agent will not overlook any item and the
housewife estimates as accurately as possible what her expenditures
have been for the past year; the same is done with clothing, both for
males and females; and the same is done for house, fuel and light,
furniture, furnishings, and miscellaneous items. In that way we get
the quantity and cost of the family budget for 1917. Then in order
to find out what has happened to the cost of the family budget dur-
ing ths four years covered by our study it is necessary to get itemized
schedules from the different stores that deal in the different articles
included in the family budget in each community surveyed. We are
taking our monthly retail prices of foods as giving us the most ac-
curate information obtainable as to changes in the cost of food.
Agents visit the representative stores dealing in clothing for males,
and for females, and fill out schedules for clothing. They visit the
stores dealing in house-furnishing goods to fill out the schedules on
furniture and furnishings. They visit the dry goods stores in order
to get the prices of drygoods through the period covered by the
survey. They visit the various stores that keep coal, kerosene, and
wood, and so on for all the articles of importance in the family bud-
get. They visit the real-estate office in order to get the rents in the
localities studied. In that way we get the changes in prices of the
different items of expenditure. Then we weight those different
prices of the different groups of items by the percentage of expendi-
ture for each of these different.items. In that way we get, not a
general average of prices, but a weighted av@rage of prices which
shows with very much greater accuracy what has happened to this
thing which we call cost of living.

Now, in this brief presentation that I have made, it may strike you
that there is a large amount of estimate, and that a hundred per cent
accuracy is unobtainable. We might as well acknowledge right now
that the absolute does not exist; certainly not so far as cost of living
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is concerned. But this is the only way that has been yet devised of
getting anything at all accurate or usable in determining what per-
centage of advance should be made in wages in order to make the
purchasing power of wages to-day what it was in 1914, let us say,
before prices began to boom; and when we have got data that is
usable, that will give us the knowledge to enable us to make those
wage adjustments, we will have done the biggest thing we can do
toward stabilizing labor. As for the importance of the other things-—
I have left out of my remarks reference to those valuable things which
have been touched upon and will be touched upon by preceding and
following speakers—but I repeat, the most important thing that
can be done to-day is to determine with greater accuracy the advance
in cost of living—not for the shipyards alone; we need to do it for
every industry. We are just simply frittering around the edges.
We have covered the shipbuilding centers of the Atlantic and Gulf
coast. We are now on the Great Lakes and eventually we will have
to go to the Pacific coast. If we don’t go something will bust loose
there. We must get a more accurate idea as to this thing that has
been mentioned, the relative increase in the cost of living as over
against the increase in wages. It must be done. Then, incidentally,
if you will quit stealing each other’s men, quit advertising in the
newspapers, quit patronizing private employment agencies which
are playing the devil with you, and rely on the public employment
offices you will get laborers who will stick. Get behind the publie
employment offices, and if they don’t fill the bill, why, get behind
them all the more until they do fill the bill. When T was in Cleve-
land I proposed this modest program, and I was completely swept off
my feet by the way in which my proposal was received. It was pro-
posed there seriously that at once the Cleveland employers cease
advertising for one month and get all of their help through the pub-
lic employment office. That rather scared me, because I was afraid
of what might happen. Don’t expect miracles from the public
employment service. Don’t ask too much of it. Get behind the pub-
lic employment office and support it, but don’t go to the public em-
ployment office at once and say, “ We want to get our help through
vou. This is our order. Fill it.” They can’t do it. The Cleveland
office can not handle the work it now has. You must give it time to
expand. You must enable the Federal and State Governments to
put more funds at the disposal of their officers before you go to them
with the demand: “Here are our various orders for labor. These
are the kinds we want. So many hundred of this, that, and the
other. Five hundred Class A mechanics,” and so on. If you will
get behind this thing with the determination that you are going to
wipe the private employment offices off the map, put the newspapers
77920°—19——4
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back where they belong, so far as advertising is concerned, and quit
stealing from each other you can make it go.

Capt. Fisuer. I told you that nothing was “cooked up” about this
convention, especially with regard to organizing future meetings,
and place for holding sessions, etc. I made an error in regard to the
latter point. We are fairly committed to Cleveland for next year,
as Cleveland was appointed for this convention and gave it up be-
cause they wanted to bring home to their own people the discussion
of these problems. I hope there will be no milling or attempt to get
the convention for next year by any other point. It belongs to Cleve-
land for next year. But the various local associations want to meet
after this session to consider the next year’s organization. You know
how loosely we are organized, half a dozen local associations elect
a delegate to a national committee of Employment Managers’ Asso-
ciations, and that committee has had no other responsibility than
arranging this convention, and has in large part dodged that. Some
people may feel that we ought to have a national membership asso-
ciation. So far there is no opinion about it, nothing “cooked up,”
but several associations want to get together immediately after this
meeting.

The Cuairmax, I take pleasure in introducing Mr. William Black-
man, formerly of the Department of Labor, now director of labor of
the Emergency Fleet Corporation, who will address the convention
upon the subject of destructive labor recruiting.
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DESTRUCTIVE LABOR RECRUITING.

LY WILLIAM BLACKMAN, DIRECTOR OF LABOR, UNITED STATES SHIPPING BOARD,
EMERGENCY FLEET CORPORATION, WASHINGTON, D, C,

You will note by these two cards I hold in my hand that T am
not going to make much of a speech. When I accepted Capt.
Fisher’s invitation to come up here, I told him that we were pretty
busy in Washington, particularly in our end of the job, and that I
would simply make a little talk. Tt has been stated by Dr. Meeker
that he is making a particular study on the cost of living for the
Wage Adjustment Board, connected with the Emergency Fleet Cor-
poration. It might be interesting to you to know just how that
board is constituted and what its functions are. About last August
there was considerable grumbling among the employeés of the ship-
vards, then a new industry in ‘this country. All of the iron trades
that were organized got together with the Navy Department, the
War Department, and the I'leet Corporation and agreed that some
tribunal should ascertain what the increased cost of living was upon
which to base a percentage increase in pay. The federated
trades, as I have stated, appointed one man through Mr. Gompers,
president of the American Federation of Labor; the Emergency
Fleet Corporation named one man; and the President of the United
States a third. Those three act as a board to listen to grievances,
gather data in regard to the cost of living, compare the different wage
scales, and in that way set a wage scale for the shipyard workers.
Before they started out on this work there was a firm on the Pacific
coast—and I don’t want to criticise that firm, for I live out in that
country myself—raised the wage rate considerably over that pre-
vailing in the vicinity, and boasted in the newspapers that they
were making money and could pay these high rates. Immediately
the union said: If this one firm can pay these rates of wages the
other shipbuilders in the United States can pay the same rates. So,
when the Wage Adjustment Board arrived on the Pacific coast it
found itself “up against ” that sort of thing. The wage board set a
uniform wage for the entire Pacific coast for all the leading trades in
the steel-ship yards, such as riveters, machinists, blacksmiths, and
boiler makers, of $5.25 per day of eight hours. Then a little later a
bonus of 10 per cent was added for six continuous days’ work in each
week. On February 1 that rate was made permanent, making the
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rate $5.77%, or $5.80. The board held hearings in the Delaware dis-
trict, in the New York district, and Great Lakes district, and the
entire South, and endeavored to make rates that would fit into the
various communities, taking into consideration the cost of living, and
possibly the difference in the cost of living in different communities.
But after it was all gone over there was only a slight difference in
the wages scales for the Atlantic and the Gulf coasts, including the
Delaware River. So we have one scale for the Atlantic coast and the
Gulf coast and one for the Pacific coast.

The subject given me is destructive labor recruiting. In the chip-
yards to-day there are somewhere in the neighborhood of 270,000 men
at work, and when the yards are fully completed and running full
force it will take 400,000 persons to carry out the program that is
outlined. And to us employed in this work, giving our best efforts,
humble as they may be, the building of ships is the all-important
thing and I know it is to you, for I think every manufacturer here to-
day. or his representative, is in some way (oing something to help.

Now, what do we find with regard to the stealing of each other’s
men? While the Wage Adjustment Board was sitting in 'Washing-
ton trying to make a $5 rate agreeable to the wood mechanic in
Houston, and in Beaumont, Tex., and all through that country, some
of my friends from Puget Sound were offering $7 and free trans-
portation to the “ beautiful climate of Puget Sound.” Now, you can
imagine how a $5 rate would make the men in Texas feel.

I am giving you this little explanation so that you may under-
stand why the Shipping Board was really compelled to make an ap-
parently high rate.

Again out in the West the Manufacturers’ Association—composed
of the owners of boiler shops, engine shops, and repair shops employing
from 5,000 to 100,000 men—got together the other day and gave the
molders and boiler makers a minimum rate of $6.60 and a maximum
rate of $7.25. Now, there will be no danger but what all those shops
will be fully manned. But shipyards are going-to suffer. So far
they are not suffering out there because labor has been recruited
through the Labor Department’s agency. So the high wages on the
Puacific coast were Jargely due to this one firm that I spoke of in the
beginning.

There are other firms who have increased wages by stealing the
men from one another. One division of the War Department, doing
some special work, went down into Florida and offered $3.50 a day to
the colored help, and succeeded in taking away two or three train-
loads and closing up one or two sawmills. The sawmill is a very
essential industry to the Emergency Fleet Corporation, which is, to
use a vulgar expression, “ pounding it over the back” every day for
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lumber, attempting to get iumber for Atlantic coast firms without
paying freight rates from the Pacific coast. Yet one department of
the Government will go and deliberately do that. So I say that there
is an abundance of proof that there should be one recruiting office
and that this office should distribute the labor to the essential indus-
tries to-day in America. The Labor Department has the machinery.
Mr. Clayton follows me, and will tell you all about it. They have
that machinery, they have some money, and they can get more if you
gentlemen will get behind and help them. And I want to say
the first office was established in Seattle. The reports came In
that all of the shipyards were using the office. They had plenty of
men and the turnover had decreased very considerably since the men
had all been coming through that central office. There are many
things that the central office can do, my friends. Things have been
said here to-day about the slacker. I shake hands with the man who
said it. He told the truth. We have lots of them. There ought to
be some way to make every man who works with his hand or his
brain remember that we are in war. and the worst the world ever
heard of, and that if he doesn’t do his part, no matter in what walk
of life, and do it well, I am fearful of the result. A central office will
catch the slacker.

Pardon me for speaking personally. 1 have a boy 22 years old in
the Aviation Corps. He writes his mother that his duty is flying
over Paris at night, and he tells her: “I see by the papers that Mr.
Hurley, of the Shipping Board. has a good organization. T can not
knock the block off the Kaiser. I can shoot bombs from the air; but
it depends on labor at home to win this war.” T hope you will par-
don me for mentioning that from my boy, but it is the sentiment of
all those boys in the trenches; and unless we wake up to the fact that
they must receive the proper protection, I have doubts about the re-
sult. Labor must do its duty. It must give the employer at least six
days’ work in every week, and I believe it will if the problem is put
up to it in the proper way, and if you gentlemen will get behind this
clearing house and make the clearing house meet the needs. Every
firm and every shipyard in the community in which you live should
stop its advertising. stop its own hiring of men, and put its own
agents into this clearing house, and let it be one big clearing house.

T am going to close with one or two words more. I have come to
the conclusion that the thing to do, particularly as regards the ship-
building industry, which includes all manufacturers manufacturing
essentials that go into these hulls, is to make a uniform wage rate, and
nake it high enough to meet the needs, as Dr. Meeker has stated in
regard to the increased cost of living, and let it apply to those who
are building the essentials. If they are hurt in any way by it let the
Government pay the difference between the present wage rate and
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whatever the new may be. Then say to the employees of this coun-
try, “ For a like service you will get a like pay; and we desire you to
work at least six days each week.” And say to the employer, “If
you dare raise your minimum and maximum wage rates above the
standard we will take your contract away from you and paste it on the
billboard of the country, and show that all you are doing is to give a
high rate of wages to finish your own contract regardless of all the
other builders in the United States.” My friends we must look at this
as a program covering the whole United States. So far as I am con-
cerned, so far as the rest of my colleagues in the Emergency Fleet
Corporation are concerned, we can’t look at it in any other way. We
have got our hearts set on a certain tonnage to meet the emergency,
and in that way we believe we can get the tonnage.

I am here to answer any question. I am more than pleased to have
had the privilege of saying these few words, and 1 hope and pray
that this may be a beginning in making this splendid meeting of men
and women further realize that we are in a crisis, and that this is
the plan to meet it, and meet it as Americans always meet any crisis—
in the right way.

Capt. Fisuer. It is a great pleasure to introduce Mr. Charles T.
Clayton, assistant director general of the Federal Employment
Service.
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BY CHARLES T. CLAYT()N,\ASSISTANT DIRECTOR GENERAL, UNITED STATES EMPLOY-
MENT SERVICE, WASHINGTON, D. C.

The war has brought new and strange demands upon the pro-
cucers. It has made proper many things that in peace times men
would have resisted. Upon a few things, which in ordinary tiines
we did not heed, the war has thrown a blinding flood of new under-
standing and shown us that we can no longer tolerate them.

One of the most interesting of these new revelations is our sudden
appreciation of the age-old existence of anarchy in the labor market.
It is well that we recognize the fact. Nothing so evil and so ex-
tended was ever remedied by accident. Action is called for—in-
formed action, Suppose we consider for a moment the problem as

_it is revealed by recent experience, and try by the test of examples to
learn how, why, and how much this anarchy in the labor market
affects our industrial power to wage war to-day. From our con-
clusions we may be able to infer the extent to which this anarchy
will, if permitted to continue. be a handicap upon our industrial
defense in the peace competition we must meet after we have cleaned
out the Hohenzollern rats’ nest and freed the world from the Hun.

A few weeks ago a skilled machinist came to his employer, a
manufacturer of central New York. bearing a letter written by a
Rochester manufacturer, offering the machinist a job in the Rochester
plant, on war material. The letter, in glowing terms, told of the op-
portunities of Rochester. Skillfully, it referred to the patriotic
value of the work being executed by the Rochester firm; and in con-
clusion it summoned the recipient to report to a named recruiting
agent on a certain date, under pain of being reported a slacker and
‘a traitor to our country. The machinist is a young married man,
with a little home not paid for and a couple of toddling youngsters
to cherish. He wanted to be loyal and his quandary was perplexing.
So he consulted his boss, an old schoolfellow, who sent the letter to
Washington, wrathfully demanding whether it was an order, in view
of the fact that the man was already engaged full time upon equally
important war work.

Not long ago a large corporation near Philadelphia inserted large
advertisements in Ohio newspapers offering certain classes of work-
men a little higher than the normal wage then prevalent in Ohio, and
added, “ and double time for Sundays and holidays; plenty of over-
time all the time.”
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Hundreds of men left war manufacturing jobs in central and
northern Ohio and paid their way to this plant. A very large num-
ber of them were of crafts not yet needed by the plant, although the
advertisement had called for them. These men were turned away.
They had thrown up jobs on war work. They had lost many days
and wasted considerable sums upon travel and subsistence. Many of
them were left destitute and hundreds drifted into near-by cities,
broken in spirit and embittered against the Government and our
country. For several weeks during the early spring the municipal
authorities of these cities were compelled to feed and lodge large
numbers of these broken men and there is reason to fear that
many of them have become casual workers. Those who were actually
bired found the promise of “plenty of overtime” was not kept,
while the locally impossible housing conditions and living costs soon
disgusted them and drove them out to seek more congenial, even if
nominally less well-paid, employment.

An enterprising labor agent of a Government plant in the South,
desiring to build up his organization, hired a brass band and sent
it in a motor truck to visit points frequented by Negro farm-hands
on Saturday nights. Torch lights, promises of a month’s annual
leave with pay and a little fervid oratory built up his needed force
quite rapidly. Tt also shut down about 75 square miles of farms.

A trainload of workers came from a western point to a new War
Department construction job on the seaboard. The Employment
Service brought them. The War Department paid the bills. The
job is vitally important and must be rushed to the limit. Like many
other jobs now being done by the Government the lives of many of
our men and the time when our full strength can be employed in the
War depend in part upon it. But bright and early next morning the
agent of a firm which has a Government contract and a plant a few
miles away came over, offered the men 3 cents an hour advance, and
took the whole trainload away. '

A very enterprising labor agent in Tennessee showed his apprecia-
tion of the situation by sending, with a trainload of workmen dis-
patched to a Government contractor, a special agent, with instruc-
tions to deliver the men, take the contractor’s receipt, and then bring .
them back to be shipped elsewhere for another commission.

Hundreds of other instances occur—some scandalous, some trait-
orous, and others merely humorous, like the case of the zealous but
absent-minded young labor agent at Norfolk, who not long ago sue-
ceeded, by raising their wages, in hiring two men he met on the
street, away from his own firm.

Now let us analyze these examples of “ destructive ” labor recruit-
ing. What effect do such conditions have upon our industrial power
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to wage war? And what effect may be expected upon our industrial
powers after the war?

‘We note instances of appeals to workers on patriotic grounds, with
offers of comfort and ease, with lure of higher wages and of bonuses.
All these appeals are to the workers to do a perfectly lawful thing—
quit one job and take another. All these appeals are based upon
perfectly lawful grounds. Patriotism is all right. One may pay
more wages or give premiums or vacations if he wishes. So why
is this wrong?

Because no longer can the business man consider his own interests
solely. The interest of all must be the concern of everyone. The
domain of the individualist has lost another province; there can no
longer be anarchy in the labor market because we are all working
for one customer and that customer embodies our own rights to life,
liberty, property, and the pursuit of happiness.

The wrong, then, is not a wrong per se but a wrong because of the
results it brings. What are those results?

First, a terrible and terribly increasing waste of human time.
Men lose time between jobs and lose again learning the duties and
the methods of the new job.

Second, an enormous waste in spoiled material and great reduc-
tion in output. A concern in Connecticut, engaged in a most deli-
cate piece of ordnance manufacture, makes one part costing about
$1,600 each; and the slightest error wastes the whole piece. New
men usually spoil half a dozen before they learn. Tt costs that firm
over $10,000 to hire a new man; vet another concern recently tempted
one of their men away by higher pay to do much less important, al-
though war, work.

Third, a huge waste of public funds; for at last all these wastes
find their way into the accounts and are paid for by the Government.

Fourth, a dreadful, disquieting labor unrest, a deep suspicion on
the part of the workers of the honesty and good faith and essential
loyalty of the employing contractors. This is the worst of all.
Labor waste is serious; but delay, while bad, may not necessarily
ruin us. Material and money waste is an economic crime, but not
all crimes incur capital punishment. But when the wage earncrs
of this country, because of their employers’ blind insistence on an-
archy instead of order, upon their own way, waste or not, and with-
out any regard to the national interest, lose confidence in the good
faith of the employers, our industrial power is not merely weakened,
it is destroyed.

So we have a very serious condition, not mere theories, to discuss,
And we need now, not recrimination, nor mere polite and meaning-
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less resolutions, but real counsel, sound thinking, and decision upon
a course of remedial action.

This is, perhaps, the body of men best fitted of all Americans to
understand the problem and to propose a sound solution. I intend
to offer some suggestions for your consideration. It is my earnest
hope that you will later give them very serious study and debate.

There was a day when education was only for the rich; when the
poor man’s son went untaught and even the Bible was chained to the
altar, a closed book because most men could not read. Society built
the public school and to-day the key to opportunity is free to every
American who wills to grasp and to use it aright.

There was a time when only the powerful had highways; when
transportation and communication were a prerogative and the com-
mon man was a bond-serf, bearing a brass collar and thralled to a
fixed estate. The spirit of liberty cut the gyves and threw away the
collar long ago and now our roads are public property.

It is but lately that it cost as high as two dollars to send a letter
within the boundaries of the United States, when the carriage of
mail was unorganized and we had anarchy instead of postal service.
Now the postal rate is three cents, and one cent of that is contributed
to safeguarding liberty. The difference is because society has substi-
tuted order for anarchy in the postal communication.

In like manner society has organized markets for money—our
great banking systems—and every kind of property has its well-de-
vised market, except the first property of all, a man’s right to sell
his labor. So in proposing a remedy for the present intolerable
conditions in war employment, I am also proposing a very funda-
mental and urgent reform—that society provide order instead of
anarchy in the labor market.

1. This is a war matter, and war is not waged by individuals or
by States of the Union. The Federal Government is the proper
agency to organize the Nation’s labor market, just as it conducts the
Nation’s postal service and its financing.

2. This is preparation for national unity and efﬁclency after the
War. On every account it must be treated and handled broadly and
considered in the interest of the whole country.

(a) So first we suggest that all firms engaged in war contracts
agree that, as fast as the United States Kmployment Service pre-
pares itself and advises them that it is ready to assume the responsi-
bility, they will cease individual labor recruiting and take all their
labor through the Employment Service.

(b) That common wage scales be agreed upon by competitive dis-
tricts. It is not well to have such districts too small. Areas com-
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parable to those within the employment districts, covering several
States in each, are suggested. These wage scales should be agreed to
by the employers, the workers, and the Government and be formu-
lated with regard to the changing cost of living.

(¢) There is not and will not be a shortage of man power. We
have 42,000,000 wage earners, and the transfer to war industries now
calls for about 10 per cent of that number. But there is a grave
shortage of trained man power. Every factory should commence
intensive training, first, of its leading men and foreman and then of
the rank and file. Efficiency is a much-abused word, but it deserves
application.

EMPLOYMENT MANAGER’S FUNCTIONS.

It will not be necessary to suggest to trained employment men
that turning the job of recruiting labor over to the Government serv-
ice will broaden, rather than limit, the opportunities of the employ-
ment manager. The field for your great profession lies within the
plant and among its personnel.

Recent events have forced many employment men into the réle of
labor recruiters—wasted their time, which should be employed in de-
veloping, training, satisfying the personnel. The employment man-
ager is the modern substitute for the ancient personal contact be-
tween the employer and his individual workers. To foree such a
man—the embodiment of the sympathy, the regardful wisdom, the
conscience, the human relations of industry—into a competitive game
of piracy in which every industry walks the plank is perverting the
whole aim of the profession.

THE EMPLOYMENT SERVICE.

Much is to be done before the Government Employment Service
will be efficient. It is now quite extensive and rapidly being spread.
But it is in a state of flux and of construction. Since February, over
200 offices have been opened. The country has been apportioned into
18 employment districts and administrative superintendents ap-
pointed. In the 29 cities of over 200,000.population, main offices
are being moved to central points and branch offices opened; 111
such branches are outlined and 36 actually open. An expansion of
force from less than 150 to about 1,000 in three months and of out-
put from 40,000 to 125,000 per month, can not be carried through
without some blundering. Yet the Service is making good. Its
personnel is afire with enthusiasm, and trying to keep step with the
vision of service it sees. In another 60 days there will be some 350
offices; every city of 25,000 population and nearly 100 cities of less
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than that size will have each an office. The Public Service Reserve, a
branch of the Employment Service, now has 14,000 volunteer agents
covering nearly every village in the land and ¢oupled with the
Service. Soon will begin the struggle to secure efficiency of
operation, )

May I tell you something of the Service’s plans for promotion of
efficiency? You may contrast them, if you will, against the private
employment agency of anarchic experience.

1. Knowledge of the employer’s needs is first in importance. The
employment office is not merely an assembling, it is a sifting agency.
When a wage earner is sent from a Government office to an em-
ployer the introduction card should mean that he has been examined
and has demonstrated competent knowledge of the occupation for
which there is a vacancy.

We project:

(a) A dictionary of occupational titles. This is now in course of
preparation. Each occupation is being analyzed in terms of duties,
and copies will be furnished each patron. With this in hand, cer-
titude of the employer’s wants will be easily attained.

(b) Specialization of examinations. Examiners in the offices are
now required to confine themselves to a line of trades and regularly
to visit plants to learn the duties of men in each occupation. You
may help in this phase by inviting our local men to visit your plant
and learn, first hand, both your labor needs and their own work.

(¢) Reporting of supply and demand of labor is being adjusted as
experience indicates, the purpose being that local supplies shall first
be canvassed and then successively each more distant locality until
every employer is supplied and every workman busy.

This, then, requires transportation of labor. Labor carried for the
War or Navy Department, the Emergency Fleet Corporation, or the
District of Columbia are transported upon Government transporta-
tion requisitions. Contractors doing war work must either place
the money to defray this travel cost in the hands of the Service, or
agree to see that it is refunded. Upon such an agreement being
made, a fund for advapcing transportation becomes available and
the Service’s officers will secure and bring in the workers asked for.

There is an enormous transfer of: labor shortly to be carried out.
Anarchy exists in the labor market. That is only another way of say-
ing no means of labor exchange exists, for anarchy means absence of
order. Individual efforts, praiseworthy enough from individual
standpoints, are now criminally dangerous and must be merged into
common effort because this is now a common problem,

This is a rough outline of the present need:
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Number of

workers.

War construction_ T09. 184
Army personnel, civilian : 185, 000
Shipbuilding 278, 125
Housing 30. 000
Munitions. 878, S00
Mines — 165. 916
Railways, track and shops 35, 000
Farm labor 1, 646, 931
3,928, 956

Such a demand, added to the Army and Navy displacement of
nearly two millions, totals up 14 per cent of all wage earners and
makes it evident that the Government must assume the responsibility
and risk the occasional failure to secure full supplies of personnel for
some war activities. The present turnover waste is probably 15
to 20 per cent of all productive output, maybe more. This must be
cut, and soon.

The transfer of this labor can be had only by exercise of the
Government’s full powers. Manufacturers can not longer depend
upon the lure of wage raising and other temporary expedients; and
are playing themselves to a standstill. Industries not engaged in
war production must now be called on to resign the necessary com-
plements for the general good. But only the Government may do
this. Which industries must give up, what kind of labor must be
given and in what proportions, must be ascertained; and mistake
may bring on national disaster. Guessing or biased judgment would,
with such vital interests concerned, be criminal.

The simple and practical way is first to select the industries to be
fostered and to aid them; and to discourage extension of industries
evidently not necessary to war production.

Through the organization of a priority committee, to which all
necessary information may be available, using the powers of the
War Industries Board and the Capital Issues Committee and execut-
ing its decrees through the machinery of the Employment Service,
this problem is going to be attacked and will be solved. The only
question is how soon it will commence, and how heartily the thou-
sands of manufacturers and millions of workers will cooperate in
putting this essential program through.

Every man who hears me knows the situation. No one doubts that
present conditions are intolerable and are being made worse by the
zeal of individual efforts. In this time of national peril may I not
appeal to you to sink any pride of opinion, sense of individual gain
or advantage and do what our boys in the trenches and on the sea
are doing—unite behind the Stars and Stripest
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Capt. Fisarr. I observed in Detroit, when T was advising a num-
ber of managers of industry, some of the personal methods of the
general managers, and I formulated-this as one of the rules: The
general manager speaks last. So a man who is really the official
general manager of the United States Government is going to be our
last speaker. this afternoon. Mr. Morris L. Cooke began as a scien-
tific management engineer, and became at a later time an adviser to
colleges on the efficient conduct of the university training; then be-
came director of public works at Philadelphia, where he made a re-
markable record ; and is now devoting his services to the Government.
It is a pleasure to call upon Mr. Morris L. Cooke,
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BY MORRIS L. COOKE, U. 8. SHIPPING BOARD, EMERGENCY FLEET CORPORATION, WASH-
INGTOR, D, C.

It seems a crime to prolong any program at this hour of the day.
There are two or three things, however, that it may be worth while
to pass over to you. With two months of day-to-day contact with
Government problems in Washington I am led to believe that no
amount of preparedness, as that word is ordinarily used, would ever
have prepared us for meeting the great military problem that is be-
fore us. Obviously I don’t mean to say that if we had had more
foresight we would not have larger sources for the supply of guns,
clothing, perhaps have provided ourselves with some plant facilities
that we have found necessary, such as storehouses. But given all
those things that our advocates of preparedness had in mind, we
would still be pretty much in the same position as we are to-day with
regard to this problem. We are a nation of individualists, and it is,
I suppose, largely on that account that every time a new problem
comes up in Washington we have to spend weeks, and in some in-
stances months, in getting the desired cooperation on the part of
those whose cooperation is necessary. I don’t mean the situation in
Washington is different than in any other city of the country; but
after you have the desire, you still have the problem itself to carry
out, you still have the problem to work out; and perhaps that is what
makes some of you in the provinces away from Washington feel at
times that the Government at Washington moves rather slowly.

Now, because employment management to me is a scheme of coop-
eration, it seems to me that this gathering here to-day, and the spirit
that so obviously pervades it, is an omen of a better day. We have
heard the cry for a national labor policy, both in Washington and
outside of Washington. I go so far as to say that in the absence of a
considerable number of industrial establishments having employ-
ment departments, such a national labor policy would be almost fu-
tile, because it seems to me that the employment department is about
the only medium in American industry through which anything like
an adequate national labor policy can be developed. For that reason
I am going to suggest that the time is not far distant when the
United States Chamber of Commerce, or some other agency, will list
the larger industrial establishments in this country, and ask them the
question, “ Have you an employment department?” and social pres-
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sure will be brought to bear on those that have not these departments,
because they will have become a social menace.

Now, it is not enough in this situation for an employer to get freed
from labor troubles; it seems to me his industrial house must be so
ordered that he does not “ get by ” by accident, but that he “ gets by ”
by design, by having planned for it, and applied the formula which
the most general public opinion suggests is the one that should be
used in order to prevent. labor troubles.

Now, there are two things that stand out to me as important in
this situation—one, the responsibility of the management; the other,
the responsibility of the men who toil with their hands. As for the
management, the matter of publicity with regard to the pay roll is
of prime importance. At a time when in so many branches of indus-
trial activity wages of the workers are made a matter altogether of
public concern, such as in the railroad or in Government contract,
where we have access to the wages paid, it does not seem to me that
it is inoppertune to suggest that we are pretty nearly at the point
where every pay roll is more or less a matter of public concern. And
as for preparing for it I personally urge every client of mine to
carry quarterly, semiannual, and annual pay rolls and to attempt to
get the workers in the habit of thinking in terms of income. Piece
rates are futile. What you and I are interested in is what we earn in
a given year; and the ups and downs of the work in an establishment
should not be allowed to affect that. If you will do that, if you will
get your employees to thinking in terms of income, then the fluctua-
tion in work will no# have serious effect, certainly not upon labor
troubles. It is the next step, because obviously if your actual incomes
are all right, and your people are only allowed to work two-thirds
of the time, from an economic or national standpoint the situation
is pretty much the same. And as leading up to that attitude toward
the pay roll you should make out periodically, certain not less fre-
quently than every three months, a list of those in your employ at the
several rates of pay, and that should be submitted or should be
inspected by somebody outside of your concern—the local chamber
of commerce, or some Government agency in which you have confi-
dence. But you need it; the employer needs a check; his own judg-
ment is not sufficient npon this point. There should be a line drawn
at a dangerously low rate of pay, and everybody who falls below that
should be under constant surveillance, because people, whether one
dozen or five, who are paid too low wages, are a demoralizing influ-
ence in any establishment. If, after this war is over, we have not
learned the technique of paying high wages and getting returns for
them, industrial America is doomed.

It seems to me that the great responsibility on the part of the
men is the fact that, man for man, the output of our shipyards and
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other factories working on munitions of war is still going down. I
believe the forces are started that are going to send that output
up. The fact that the output is going down is, of course, obviously
not the fault of the workmen. The management has broken down.
We must admit it. The variable supply of essentials or materials dis-
appearing overnight in certain communities is a mark against those
communities. The fact that towels for a ship are delivered before
the keel is laid is the fault of the management.

Now, I believe that organized labor is going to discover quickly
that production is labor’s responsibility, and that in a democracy,
no matter how desirable it may be to have schedule and planning and
the control of output, the leadership, in the hands of the manage-
ment, the “pep,” the force, the driving force that makes for pro-
duction, must be labor’s responsibility. Nine out of ten men who
have discussed the subject with me claim that if we introduce piece
rates or set tasks where we have none now that would answer the
problem. There is an argument to be made for both. But it seems
to me that, in this crisis, when time is so essential, publicity, the good
old tried friend of democracy, is the only thing that is going to an-
swer the problem. We must in the first place after your job analysis,
or whatever you choose to call it, have publicity with regard to the
work that is to be done by any individual or group of individuals,
and give the utmost publicity to the daily output of the individual;
and allow shop pressure, social pressure, whatever you choose to call
it, to bear in such a way that the slacker is driven out; that the man
who wants to support his Government, as the great majority of our
workers do, will realize what his stunt should be and will be aided
by the management to do it.

Now, we are fortunate in having at Washington in the War De-
partment, the Department of Labor, and the Navy Department or-
ganizations being developed that can cooperate with you; that can
cooperate with anybody who cares to carry out any part of that
program. It is going to be brought about through myriads of ex-
periments being carried on in shops located all over the land, in
many cases one group working absolutely without knowledge that
another group is at work. But if we are going to learn to support
the large and ultimately victorious Army in Europe it is absolutely
necessary for us to increase the output of our shops, and that can not
be done except as management on its part uses more intelligence in
planning; and on the other hand organized labor, labor of all kinds,
gets together and makes this matter of increasing production its re-
sponsibility. :

[Session adjourned at 4 p. m.]
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THURSDAY, MAY 9— EVENING SESSION.

CIHAITRMAN ; RALPH (. WELLS, ASSISTANT EMPLOYMENT MANAGER, E. T. DU PONT DE
NEMOURS & €0., WILMINGTON, DEL.

DISCUSSION: DESTRUCTIVE LABOR RECRUITING.

[The meeting was called to order at 8.80 p. m. by the chairman.]

[Mr. Winans, of Cleveland, representing the Committee on Printing
of Proceedings, reported that owing to the lateness of the hour and
the expense involved, the plan of getting out proceedings of the
convention day by day had been abandoned. The committee re-
ported. however, that probably some arrangements could be made
to get out the report of the proceedings within a week, financial ar-
rangements for such copies as were desired to be made by the indi-
viduals desiring them. The committee reported that the material
would probably be available to the delegates in printed form be-
tween June 7 and 15, such printed report to be published by the
United States Bureau of Labor Statistics.]

The Crarman. If there is ne further business we will proceed to
a discussion of that phase of the employment question which is
affecting all of us.

A great many people are considerably aroused over the faet that
there is a great deal of promisecuous recruiting being done in various
parts of the country; that we are suffering from constant shifting
of men from one section to another. I think that many of you feel
that if the men would work the full six days, that if we could have
every man working all of the time, instead of transferring from
one pesition to another and losing anywhere from two or three
days to ten days or two w eeks, there would be much less danger of
a scarcity of labor. Various questions have been asked on this sub-
ject, but I think that the best way to get at it will be to ask Dr,
Meeker, of the Bureau of Labor Statistics, to give us the results of
a recent investigation that he has made on the subject of turnover.

Dr. Meexer. Here are the results that came in yvesterday and the
day before and the day before that. Here they are in rather an
undigested condition. I can report, however, that to date we have
received returns from 135 plants located in Cincinnati, 16 ‘in
Rochester, 31 in Chicago, 1 in Pittsburgh, 3 in Rhode Island, 9
in Baltimore, 2 in Dayton, Ohio, and 1 in Syracuse. This inquiry
into labor turnover came about quite spontancously. Capt. Fisher
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came into my office and said he wanted me to speak on cost of
hving. T said I was interested in labor turnover. “All right,”
he said, “I appoint you chairman of the Committee on Labor Turn-
over, to report at the Rochester convention.” That was a week or
so before the conference date. I said, “ All right, I will send out
letters right away to all the employment managers’ associations.”
I did so; these are the returns. It shows pretty quick work on your
part. It shows that you are at least interested enough in this ex-
tremely important subject to keep some records. Let me repeat,
“Some records.” The more you study them the more you are in-
clined to emphasize the “some.” This was not an investigation; this
was just a tryout. The real investigation is yet to come.  Cheer up,
the worst is yet to come.”

I have here a schedule® I want to put into the melting pot. The
bureau made a study of the turnover in 1915. I always feel of a
contrite spirit when I mention this study. It was made in 1915, and
nothing has yet been published. We got a lot of most valuable in-
formation, and believe ime, the study was well worth making, even ~
if we never publish a scrap of the facts we uncovered. We went
out as missionaries in the great field of labor. I think nine out of
ten employers that we approached at that time, even the better class
of employers, the employers that were really awake to labor condi-
tions and the necessity of dealing with labor intelligently, did not
know a thing about labor turnover, and had to have it explained to
them before they knew what we were talking about. We went out
as missionaries. I don’t mean to say all the awakening of intevest
in labor turnover which has occurred since 1915 was due to the
Bureau of Labor Statistics. Other things have happened besides
what the Bureau of Labor Statistics has done; and labor shortage
due to war conditions has put the employer right up against it,
and he is obliged to take thought where in former years it was not
necessary to take thought. You would have had your attention in-
evitably called to the importance of labor turnover even if we never
had gone out and preached the gospel of keeping your records so
that you might know what is happening to your labor force. But
with all the labor shortage, through cutting off the supply, that
unlimited supply that we have drawn upon in previous years, the
foreign immigrant, in spite of all the shortage of labor, in spite
of all the preaching of the gospel of keeping records of employment,
our records of labor turnover are not satisfactory; we still are feel-
ing around as to what really is labor turnover. How shall we com-
pute the percentage of labor turnover? Shall we take into account
only the leavings or shall we take into account only the hiring; or

1 For revised sehedule see Appendix A,
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make a general average of both? Or what shall we do In computing
labor turnover?

I wish that I had enough copies of this schedule to distribute, so
that you could look over it and criticize it and advise me what kind
of schedule I should substitute for this in making a fresh study of
labor turnover. I don’t know any better way of discussing this
schedule than to refer to certain items that caused me a good deal of
puzzlement, and ask you to advise me in regard to the inquiries on
this schedule. The first one that I want to call your attention to is
No. 7 on the schedule: “ Labor Turnover, year ending May 15, 1918.”
I have determined to discard May 15 because all the employment
managers 1 have conferred with say it is much better to have the
year end with the month instead of in the middle of the month.
I am willing to end where you tell me to. I don’t want to ask you to
give me anything you haven’t got. I have frequently been required
to accomplish the impossible, and been left free as to the method
I might pursue in accomplishing the impossible. I am not going to
do anything of that kind with you. I want to get what you have
and everything you have, and get it in the most intelligible way.

Now, gentlemen, the labor problem is the big problem before the
country to-day. There is but one industry in this country to-day that
has any claim to being called a legitimate industry. There is but one
business, but one science, but one art, and that is the business, the
science, and the art of licking Germany. As I had occasion to say in
a letter to the President some months ago, the labor problem is the
heart of the whole situation. In fact the war itself is but a tangled
mess of extremely complicated labor problems. This new industry
of fighting the Germans face to face in the trenches is merely a new
industry we have undertaken—an extrahazardous industry, we will
admit. From the front line trenches back to the least of the essential
industries the most important problem for you and for our states-
men to solve is the labor problem. There is no dispute on that. Then
why not handle our labor problem in an intelligent manner? Why
not get at the labor turnover, this thing which is cutting down pro-
duction, which is injuring our industry and giving it cramps so that
it ties it up in knots.

Labor turnover is injuring the individual workman by subjecting
him to perfectly needless accident hazards, and needless illnesses,
largely because of shifting from place to place. The worker who
has to work at unusual occupations and under unusual conditions to
which he is not accustomed is thereby subjected to new hazards of
accident and new hazards of illness. Why not agree to handle the
problem in an intelligent manner? Why not keep your records of
employment on the man-hour basis? This is the basis I am insisting
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upon in accident reporting. You must compute your accident statis-
tics upon the basis of the man-hours worked by your establishment,
because it makes a great difference whether a plant works 120 days
or 365 days in the year, and whether eight hours or 12 hours consti-
tute the working day. In order to make our accident statistics com-
parable, industry by industry and plant by plant, we must get the
man-hours worked in each plant. Otherwise, the exposure to ac-
cident will not be the same for all plants and our statistics won’t
mean anything. For accident statistics it is absolutely essential to
have the man-hours worked in your establishment.” For employment
statistics you need the same man-hour basis, but I shall feel that I
have accomplished a great forward step if I can induce you to keep
your employment records on the man-day basis. The man-day basis
would be accurate enough for the present. We must agree, however,
on a standard and this is just the convention to decide what is the
proper standard upon which to compute the percentage of labor
turnover. I leave that to you to chew upon. I hope you will have
a good chew,

The next query that T want to call your attention to is “Query No.
9,” which is entitled “ Length of continuous employment of persons
on the pay roll.” That should be supplemented by a similar inquiry
as to the length of service of those who leave, because we must have
the length of life of the “ dead ones” as well as the “live ones,” so
to speak.

The schedule calls for those who have been in continuous employ-
ment 7 days and less. Is it worth while going to that degree of re-
finement? The men in the Chicago employment group seemed to
think that this was a query well worth making. Most records sent
in don’t go below one month. It seems to me you are losing the
thing you want. You want to fix the floating casual labor, don’t
you? And you are doing your level best to increase the number and
proportion of the casual laborers. You will go right on stimulating
the growth of the casual labor until you get behind the public em-
ployment office; until you put the private agencies off the map;
until you eliminate from the columns of the press these long and
most attractive “ help wanted ” ads. T have often looked them over
and wished I could lay down the burdens of my present job in order
to undertake some of the seductive jobs you picture in the Sunday
press. I would like to try it out sometime, anyhow.

I am of the opinion that we should refine as low as “seven days
and under ” in order to determine the degree to which labor turnover
is a casual labor problem. I want to make this study as useful to
you as possible. Why don’t you applaud? That is the place for
“applause.” TUnless I can do something to help you I will go back
to Washington and take up something else. Unless this study of
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labor turnover is going to be of assistance in cutting down labor turn-
over and solving yourproblem, it is not worth doing.

Of course similar queries should be answered in regard to those
who leave. We want to know the length of service of the fellows
who depart from the seductive jobs they have been induced to take
through advertisements in the Sunday papers.

The thing that interests me more than anything else in these queries
is the causes of labor turnover. That query was not included in the
original schedule, but it must be included in the schedule in order to
make this study worth while. When I speak of causes of labor turn-
over T don’t mean “drunkenness,” “unsatisfactory,” “good of the
service,” “trouble maker,” and the like. Anybody can answer the
guery in that way with his hands tied behind him, blindfolded.
That does not tell anything at all. What I want to get at is some-
thing more fundamental than that; something concerning the
policy of the establishment. Now, if we get these returns, we will
get them as the Bureau of Labor Statistics always gets everything—
under seal of confidence. We are not going to reveal the identity
of firm “A,” “B,” “(C.” We want to publish the information with-
out revealing the identity of the firm in order to do your souls good.
That is my sole object in life: To do you and do you good.

I want to know if there is something the matter with your estab-
lishment that you can lay your finger on to account for a high labor
turnover; or if you have a low labor turnover, how you have achieved
it. It is more important to explain a low labor turnover than a high
one—much more important in these days of accelerated turnover.
As a matter of fact, I think we get much more good out of holding
np the deeds of the righteous for admiration and imitation than
holding up the deeds of the unrighteous as a horrible example. I
want to hold up the optimistic side of labor turnover as much as
possible.

I want you to explain, in answer to another question, just what
you are doing about labor turnover, how you are dealing with it. I
know some establishments that seem to be working under very ad-
verse conditions, where one would naturally expect to find a large
labor turnover, which actually have a labor turnover of only 30 or
10 per cent, even in these times of high labor turnover. How do
they do it? What are they doing to hold their labor turnover down
to 40 per cent, when the average for those who keep some sort of
record is certainly above 100 per cent? Some employers keep no
records of hirings and leavings. There is a reason. Either the labor
turnover is so great that they don’t want to be comforted by the cold
tabulated statement of it, or it is so great that they have not clerical
force enough to keep tabs on it.
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Are you giving sufficient attention to the feeding of your em-
ployees, to their healthful recreation, to their housing, to the ade-
quacy of means for getting to and from the plant, to industrial
hygiene, including safeguards from accidents? All these things I
have enumerated. The core of the labor problem is industrial
hygiene, which includes everything that makes for the safe conduct
of industry or business. It is just as unhealthful to fall into a ladle
full of molten metal as it is to breathe nitrous acid fumes or get
toxic jaundice from handling trinitrotoluol. No sharp line of distine-
tion can be drawn between safety and hygiene. I should say that
the most hygienic thing you can do for your employees is to pay
them a living wage, if you can determine what a living wage is. 1
want you to search your hearts and answer frankly what you are
doing to cut labor turnover; what further policy can be inaugurated
to reduce it still more. We must reduce this waste in order to keep
product turning out of our factories, so that we may bring the war
to a successful issue. This brings you right up to the front door of
the general manager. Is the general manager behind the employ-
ment department, or is he in front of it? Is he supporting you in
your dealings with labor or is he obstructing you? What are the
relations existing between the general manager and the employment
manager? If you have no records I don’t want them; if you have, I
do want them in order to do you good. DBut as I see it, the most use-
ful thing that can be done in this new survey of labor turnover is
to select the typical, representative establishments having the best
showing as te labor turnover, all conditions taken into considera-
tion, and a few showing the largest labor turnover, and get at the
true inwardness of the situation in both instances. That means send-
ing agents to camp down in your oflices until they do get at the true
inwardness of the labor policy of your particular firm—the explana-
tion of your extraordinarily high or low turnover. Does that meet
with your approval? Ts that going to help you?

I have made my complete statement. I am not going to say an-
other word “ though the heavens fall.”

Capt. Fisuer. Does Dr. Meeker want me to answer his questions
with regard to admitting women to the courses on employment man-
agement, now ?

Dr. MEexEr. Yes.

Capt. Fisaer. The courses are open to wemen. The first course
was strictly limited to pupils sent by manufacturers on war products.
It happened the question did not come up, because no manufacturer
certified a woman employment manager. At Beoston it came up in
this way: The management committee, feeling that all of the uni-
versities cooperating had taught only men to date, gave the first six
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weeks only to men, because it was sufficiently a novelty to give a
course at all; and they did not wish to combine with that the novelty
of teaching women. Henceforth both in Boston and in Rochester
the courses are open to women on the same conditions as to men, al-
though we don’t expect that many women will have as much experi-
ence as men.

A discussion is taking place in our committee as to a special course
for women, say three months, in which we would give them some-
thing of an industrial background as well as intensive training on
employment work, but that is an exceedingly delicate question, which
shows we are giving extra consideration to the problem of women in
the courses. But be assured that women are as welcome as men if
they have had the proper industrial background. I have wanted
several promising plant women to enter this course at Rochester,
but unfortunately they had a different kind of training than the men
and were not certified by the employers,

Several successful women directors at Washington agree with me
that women must have shop contact before they can do as well as
men. No discrimination is being practiced.

EraeiBeErT STEWART, chief statistician U. S. Bureau of Labor Sta-
tistics, Washington, D. C. In the description of the course which we
had this forenoon the professor stated that the question of trade-
unions, trade organizations, and statistics had been left out of the
course as originally planned.

Now, T would like to ask this question: Isn’t it true that most of
the employment managers have that question of trade-unionism to
deal with immediately and all the time, and that it is the most puz-
zling thing which you have to handle? T think the experience of
every concern that has an employment manager or an employment
office and favors the open shop or distinctly nonunion shop is that the
friction from first to last is more or less upon the question of trade
organization and trade-unions.

In listening to the professor, when he said he had left out all
courses on trade-unions, I felt very much as I did some six weeks ago.
We employed a girl clerk to help us temporarily in our statistical
division. In an hour or so the man in charge of that division came
in and asked me to transfer her to another division. T did so think-
ing perhaps the girl would show more aptitude somewhere else. Soon
the head of that division came in and said: “ You will have to take
so-and-so into the chief clerk’s office. I can’t use her.” I said to her,
“Tt seems you can’t do our work.” She said, “ No, I can’t.” I had a
page of her work in front of me. I said, “Is there anything that we
have in our line of work that you can do? Apparently you don’t
know how to multiply.” She said, “No, I was sick the week they
learned the multiplication table.”
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Now, if I mistake not, if your students were sick the week the
trades-union situation and open-shop question were discussed they
would not get very far on an employment job. And when you leave
that subject out, aren’t you leaving out the only way that a fellow
can get a milepost?

Capt. Fisuer. I believe Mr. Noyes can explain Mr. Jacobstein’s
statement.

Hexry T. Noyes, treasurer, Art in Buttons (Inc.), Rochester, N. Y.
T am sorry that Prof. Jacobstein is not here to answer you himself,
because I judge his remarks have been misconstrued. In explanation
permit me to say this: Our courses to be given in connection with
this work were outlined with a great deal of care. They were sub-
mitted to the university for guidance. A course on statistics might
have properly taken two or three months of time. I am sure there
was enough in the outline and enough importance attached to the
points particularly to have justified that time. We felt that this was
a war emergency course and limited to six weeks. There was a course
given in industrial development; a course on the cooperative efforts
on the part of labor, going back to the guilds of the fifteenth and
sixteenth centuries. In giving the course we found it impossible to
do all that we would like to do; and of necessity, this being a war
emergency training course, we found it advisable to confine ourselves
to the practical things so far as possible, and also to point out to the
men what they might do at home. T am sure that the subject of sta-
tistics was handled in the classroom and the men that took the course
allowed for that fact. We tried to handle it from the war standpeint
and the practical standpoint. We emphasized the importance of
statistics. I am sure that if there is one thing that the men have
gained, it has been an idea of the importance of statistics in connec-
tion with labor turnover. We did not go into the different theories
of statistics to the degree we might have; but if there is one thing
the men have gained it has been to know where to look for informa-
tion. We could not give it all to them. We could not give them
everything in six weeks’ time. We have had the advantage of having
a man in the library who has been able to give the men the methods
of searching for information which they can use in the future. I
‘think by looking up the subject of statistics in the future they can
gain more than we could give them in the classroom.

The same is true of the subject of labor organization and the his-
tory of the labor movement. We discussed these questions through
all the lectures we gave, endeavoring in doing this not to take too
positive a side on one subject but to present the various sides, so these
men might use their own good judgment. I am sorry Prof. Jacob-
stein gave the wrong impression to anyone, particularly considering
the fact that it was a six weeks’ course,

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



4 DESTRUCTIVE LABOR RECRUITING.

The Cumammyman, I know that some of you will want to ask Dr.
Meeker some questions. But Dr. Meeker has one or two additional
points that he wishes to bring out.

Pr. Meexer. I want to apologize for being obliged to go back on
my word so soon. I forgot to make the main speech that I had to
make to you. I want to say that as soon as we can get through with
these returns of turnover that you have sent in and the other returns
that will come in later, I will put them in shape and print them in
the official proceedings of these meetings.

Derecate. I would like to ask the doctor a question: Is he in favor
of abolishing the private employment offices throughout the country?
Does he or the Government include in that category all the free em-
ployment offices conducted by the employers’ associations or other
organized bodies of that kind?

Dr. Meexker. I would like to abolish all private employment offices
conducted for profit. All other private employment offices would
necessarily have to be brought under very rigid governmental super-
vision. Otherwise you are not going to have a central agency to
handle employment. Great Britain entered this war with a tremen-
dous advantage, or rather, we entered the war with a terrific handi-
cap. Great Britain had a national system of employment offices.
Without that national system of employment offices it would have
been wholly impessible for Great Britain to put her army across
the British Channel in time to block the invasion of Franee. The
only thing that enabled her to command the force of men necessary
in order to move the guns, ammunition, and the other impedimenta
belonging to an army and to load the ships, was this national system
of employment offices.

The Government appealed to the national employment offices;
they drew the men from Leeds, from Sheflield, and from all points
of the United Kingdom to the peints where workmen were needed to
load the guns, munitions, and foodstuffs required by the army. It
is the only thing that saved the dav and we have got to have as
eomplete control of the Iabor market in this country if we are going
to earry this war to a successful conclusion,

Now, the employment offices that are condueted not for profit
may well be left in the business so long as they are an integral part
of the national employment office system, and only under those con-
ditions.

Mk. Erviorr, of Boston, Mass. As a matter of efliciency in conduct-
ing these courses, I am interested in arriving at a definition for labor
turnover. The Rochester course and the offices here may suggest a
definition ; the Emergency Fleet Corporation has suggested one; and
pearly every magazine that deals with industrial management or

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



PISCUSSION. 75

similar matters contains a definition for labor turnover. I move that
we appoint a committee of five to confer with Dr. Meeker and report
on Saturday morning concerning a tentative definition for labor
turnover.

’

The Cuammaxn. With the consent of those present the chair will
take it for granted that it is the pleasure of the house to do so.

[The Chairman appointed Mr. Kelly as chairman of the commit-
tee, with power to appoint the other members of the committee.}

PerEr J. Van Geyr, employment manager, Rochester, N. Y. Ifit
is not too presumptuous on my part, I would like to say one word
more in regard to what we have had in the course. It was my
good fortune to sit under Prof. Jacobstein for a year in a course.on
the study of laber problems. In substance we got as much during
this six weeks’ course on the history of the problem in England and
this eountry as I got in this whole year. Not all the details, but the
sum and substance of it. What Prof. Jacobstein meant this morning
is that he did not give us all the things he would have liked to give,
because the time was too short. I know that is true about statistics,
because we did not get as much as he wanted to give us. But we got
the information which will tell us where to go to get more informa-
tion. The same thing is true of industrial management.

F. W. Burrows, editor, National Industrial Conference Board,
Boston, Mass. One thing that Dr. Meeker said brought up an ex-
perience of a little while ago when I was in England where I had
been sent to study conditions just before the war, In Bradford and
Leeds they were attempting to do what Dr. Meeker has described.
There was a demand for 8,000 girls in those places and the govern-
mental employment agency had been asked to supply the need. They
could not do it. They had been working on it a good many weeks.
The reason was obvious: The girls would not go; would not move;
although they were nearly starving and needed every spare shilling,
they could not be induced to cross the border line between Lancashire
and Yorkshire. But the war removed all that and they were able to
accomplish their end. Teo be sure they had the machinery; they could
not have accomplished the result without the machinery; but they
had to have the spirit.

One other point: The feeling that the English had one single cen-
tral organization was quite as important in reducing the problem to
a scientific basis as any other. In fact, the problem becomes scien-
tific the instant it begins to center about one central agency, and the
moment you have a central agency handling this thing, this labor
problem, complicated as it is, difficult as it is, full of psychological
elements 'as it is, becomes a scientific problem. The problem of
human life and death became an actuarial problem the moment theres
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were combined insurance societies working on one principle to make
it an actuarial problem. The labor problem will be a complicated
one, impossible to reduce to a scientific average to-day, except as it is
reviewed from a single standpoint for a single purpose by a uniform
method. I hope that this war and the spirit from it will get into
everybody’s heart and urge him to do this in the right way and do
it now.

H. E. Parxer, employment manager Fore River plant, Bethlehem
Shipbuilding Corporation, Quincy, Mass. I would like to say a few
words, since I come from a plant that has used the employment de-
partment of the United States—both the national employment serv-
ice and the State employment service—for the past year. I will give
you a few figures to back up my statement. The Fore River Ship-
building Corporation, now the Bethlehem Co.’s Fore River plant, a
year ago last April had in its employ over 4,000 men. The manage-
ment decided that it was policy to discard all other means of recruit-
ing labor and to use the United States and the State employment
services entirely, which they did. They increased their force in one
year to 14,500 employees in one plant. They built an entirely new
plant, with an executive force in charge, and put 2,200 men in that.
All this was done in one year’s time, with the aid of the Government
cmployment service. The entire recruiting of the laborers was han-
dled through its officers. We used our representatives in its offices;
all advertising was directed from its offices, supervised from its offices,
and all applicants for employment at this plant were directed by
the advertisements to go to these offices. I merely wish to say this in
appreciation, as representing a plant which is acquainted with the
results that have been achieved by the United States Employment
Service.

The Crairman. Is there anyone here who does not believe in a
centralized system of employment offices? Would anyone like to
‘defend the continuance of the private agency? If you want discus-
sion, here is one question you can discuss. I would like to ask
whether it is the sentiment of those present that we would all be glad
to be able to have all of our wants and needs met through the United
States Employment Service? Is there anyone who dissents from
that? ‘

Duprey R. Kex~epy, industrial manager American International
Shipbuilding Corporation, Hog Island, Philadelphia, Pa. I am
coming up here on the platform to tackle the question that every-
body seems to be afraid of. I have had at least 12 people say that
they were not going to sell themselves to organized labor. Now
we are in war time. We are here to talk “brass tacks,” not theory,
and I feel that I can bring this up, because we have at Hog Island
put all our eggs in one basket with the Federal Service.
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Having justified my coming up here to bring this question before
this audience, I think we should have an expression upon it and a
definite assurance that in this erisis, whatever our private views,
this conference goes on record that if it does use the Service, it does
not use it as a medium of unionizing men or concerns who don’t
want to be unionized. These things ought to be discussed here
openly and frankly, without rancor and without prejudice; and if
they are discussed here instead of being carried away and mumbled
over at home, we will know where we stand, and know what we have
to do; and now and here when we are together is the time to
find out. Can we find out? Doctor, do you know ¢

Dr. Meexer. I would like to ask if there is any attempt being
made by the Service to unionize plants.

Mr. Ken~epy. Understand me. I am putting the question that
a lot of people have put to me, and that they are afraid to ask them-
selves; and the question ought to be answered.

Mr. Crayron. That question is a fair one. I will give you a
straight answer. The policy of the Service respecting that ques-
tion 1is this: If a closed shop employing only union labor calls upon
the United States Employment Service for labor, it will send to that
shop the kind of labor that shop is taking—union labor, and nothing
else. We have clients who have such contracts with the labor unions
and we send them the kind of labor they have contracted for, and
nobody else, because that is made by them a condition of employ-
ment. I see before me a good many men who represent open shops.
They will testify that we send them without any diserimination at
all and .without any record whatever as to union or nonunion mem-
bers the men they have asked to be supplied. That is our position
and our poliey; and that is all there is of it, so far as I can say.

Mr. Kex~epy. I brought the question up because I felt free to
do it. As Mr. Clayton knows we have turned ourselves over to the
tender mercies of his department. I believe that this department will
do exactly as we say and I believe we are in a crisis where we have
got to take a chance that they will do exactly as they say, in the
spirit and not in the letter. I know how Mr. Clayton and Mr. Dens-
more feel, how the Secretary of Labor feels, because I have per-
sonally talked with them. But I wanted you to hear it, and I was
afraid somebody would fail to ask the question.

Don’t let us make this mistake. We are in a crisis. We are doing
things we never would have dreamed of a year ago. We are build-
ing in size and with speed we would have considered impossible a
vear ago. Don’t let the desire to reduce labor turnover retard the
speed of Government work.
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Caarces B. Barxes, director, Employment Bureau of New Yeork
City. I want to give you a little history. We have had the State
employment. system in the State of New York for three years and
in that time—we now have about 11 offices—have filled over 100,000
positions, and I don’t believe we have ever had any trauble with
labor in any way in all that time. We operate under a law which
says that in case an order for employees comes from a plant in
which there is a strike we are to post a notice to that effect in
any of our oflices. We are to give warning that we accupy a per-
fectly neutral position, and we have carried that out. Three or four
times we learned after we had started work for a plamt that there
was trouble there and had to stop. But following this policy we
have obtained the confidence and respect of both interests—we are
in close touch with unions, and the fact that we have filled all these
jobs will show that the employers have had some confidence in us.

I want to speak about something that I have heard mentioned
here. There is in operation in Rochester to-day an employment
office which is carried on under a system called the “ Rochester plan.”
¥ understand that some mention was made of that plan in connee-
tion with the course earried on for six weeks. From the way it was
mentioned it occurs to me that there might be thought to be some
connection between the “ Rochester plan” and this course, and I
want to ask whether this body is in favor of the so-called “ Rochester
ptan” of having an employment office entirely financed and run by
employers?

The CrairMaN. Is there any comment on Mr. Barnes’s question?
1 think perhaps it would be well to have some one here explain the
“ Rochester plan” to us. There are several questions regarding it
here. I think then we can answer Mr. Barnes better.

Mr. Witsox. I am a little bit afraid that therve is room for misun-
derstanding as to what the question of opinion just made really
means. I would like to ask Dr. Meeker and Mr. Clayton a question in
regard to if. The concern with which I am eonnected has used very
largely the State Employment Bureau; in fact, practically all of our
recruiting is done through that office, but that does not in any sense
mean that we do not have an employment department do our work
at each place. We employ very largely applicants who appear there
of their ewn volition. I would like to have it explained to us as to
whether, when we say we are in favor of a central employment bu-
reatl, we mean to cease employing applicants at our own doors, for
instance. I would like to have that explained.

There is one other point I want to ask Dr. Meeker. We all agree
that what he is after is the right thing. ¥ have within the last month
written several letters suggesting the same thing exactly and making
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recommendations to the various State and National authorities on it.
Each reply T have had in regard to it states in one form or another
that it is a very desirable thing, but they don’t know how to do it.
That is, they do not know how to do away with the employment
agericies. There seems to be no legal way of doing away with them.
Possibly we must put them out of business by not using them. Ap-
parently there is no other way. The Government does not seem to
have a way. I took that up with Mr. H. M. Hay, Secretary Daniels’s
Expert Aid, as he is called. He said that while it was a very desir-
able thing, it could not be done; and it could not be done by a procla-
mation because he was sure such a proclamation would not be made.
If Dr. Meeker has any suggestions how to do it I would like to hear
them.

Pr. Meexer. Use the other agencies.

Mr. CrayTox. Suppose I answer the first question by telling some-
thing about what they are doiug in England. The British employ-
ment agencies are to-day used exclusively by a considerable majority
of the business concerns of England. They have a metal sign with
white letters on a blue ground, which states: “ Labor at this factory
is hired only through the Labor Exchange.” It is optional with the
manufacturer whether he uses that sign. It simply means that if he
wishes to relieve himself of tramps, of men who go from agency to
agency, and to send them all to the employment office, the employ-
ment exchange lets him have the sign and he tacks it on his wall,
The applicants go down to the employment cffice and he gets them
from there if he wants to. He does not have to do that. That is a
question for him to determine. I think it is better if you do that way.
The Deputy Minister of Munitions, a large employer of Iabor, told nie
when he was here this year that he had adopied that policy for his
own business after much experience in other means, and he did not
hire a single man, even at his gate, because he felt it better for his
business to send them away to the labor exchange and get them fromn
there when he wanted them. But he was not required to do that amnil
we would not require you to do that. I do think you would find it
much better for your business even now, as rapidly as the offices can
be equipped in your vicinities, to turn over to them all you can, as an
incentive, and take only those that come to you of themselves.

Derrcare. Do you think that would apply for a concern a consid-
erable distance from an employment center ¢

Mr. Crayron. Probably not.

Derecate: T have in mind a place in California where there arc
five or six copper smelters. Probably there would not be an em-

| ployment office in that district.
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Mr. CrayroN. That is a local condition. Conditions will vary.
I could not answer that.

Marg M. Joxges, supervisor of personnel, Thos. A. Edison Indus-
tries, Orange, N. J. It might be timely to ask Mr. Clayton as to
how the men were appointed from the employment offices.

M. Crayron. The men in charge of our offices are called “ex-
aminers in charge.” They don’t differ from the examiners in the
offices under them, though they are selected for their greater expe-
rience and are promoted from the ranks to the charge of the office.
Formerly all men in the employment offices were appointed through
civil service. Those were transferred. A few we got from the Immi-
gration Service as civil-service men. It appeared then that we must
have a large number of additional employees and we could not get
them except by waiting for an examination. We asked the President
if he would not give us the permission, through waiving the Civil
Service rules, to get additional men. He did so. Under that arrange-
ment we are not appointing men from the Civil Service. That
does not mean they get into the service without examination, but the
examination application which we make those men fill out before
appointment is a pretty complete history of them and their expe-
rience, and when they get by that I feel fairly safe that they are
competent men. I want life history and experience and references,
and I look them up. That is the best we can do just now, when we
are appointing men at the rate of 25 or 50 a2 day. Later on we will
get back onto the Civil Service examination.

DerrcaTe. I think it ought to be brought out that when Sir
Stephenson Kent came to this country he was surprised at the indus-
trial conditions here as compared with the capitalized United King-
dom. The labor of Great Britain is 90 per cent organized; in the
United States it is less than 20 per cent organized. There is con-
siderable doubt as to the fairness of the treatment which the free
employment offices, operated by the manufacturers throughout the
United States, would receive. I don’t sce that it would be dis-
loyal to permit those offices to do their bit in furnishing employees
to the firms connected with their associations. I understand that the
Government would like to have control over these offices.

The Cuamrmax. I think they merely want cooperation.

DerecaTe. There is a distinction between “ cooperation ” and “ con-
trol.”

Mr. Winaxs. I think that some of us are going to go home not
altogether satisfied upon this question of the United States Employ-
ment Service. Unless conditions are vastly different from what
they are in Cleveland, 1 think youn will find it necessary to weed out a
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large number of the men sent from the offices. We find many of the
men sent out from there entirely unsuited for the positions they are
intended to fill. I think Mr. Jones’s questions are entirely to the
point. The difficulty with regard to the Cleveland office is this: The
office is situated on the fourth floor of the Federal building; the
room is such that a good many men would not venture into it at all.
The office is not open at the hours that the average employment men
are putting in. It is often closed in the afternoon and not open at
7 o'clock in the morning. Under those conditions we are not going
to get men in that way. I think this is the time and the place to say
this.

‘We put in a requistion to the Federal and State office for men, and
50 per cent of the men that came to us were unavailable because physi-
cally unfit or inexperienced. The men had not been selected; they
had simply been sent out. I think Mr. Jones’s question and the sug-
gestion raised by Mr. Wilson are very much in point.

Mr. Crayroxn, I think that is a fair and reasonable stricture to
make, and I am glad that the objection was raised, because this is
“1in council,” and this is the place to raise the objection. I tried this
afternoon to bring home to you one request, and this gives me a
chance to repeat that request. We are organizing offices so rapidly
and appointing men so quickly that we are getting a lot of people
who can’t give us the service.” Although the officeholders are better
than in some other services, yet they are not what they ought to be.
Although the salaries are not perhaps all that they should be, I will
tell you that the men we have are fired with enthusiasm and learn-
ing their jobs very rapidly. That Cleveland office we have not taken
up yet. Just now it is exactly as it was in the old days before we
took the service over. We want you to help us and we want you to
help us help you, and here is the way we want you to help us: Wher-
ever there is an employment office, send for the man in charge of that
office to come to your plant, invite him to come himself, and teach him
and his men what you want. When you say, “ Send 10 machinists,”
they can’t tell what you want. We have machinery never known be-
fore this War. How can you expect these men to know the machines
unless they see the machines? We on our part are going to do all we
can to make these men efficient, in order to take from you the respon-
sibility of hunting up labor. When that is done, we will have sifted
the undesirable out and will bring to your gates for your examina-
t:on those who seem to us probably satisfactory. We can’t guaran-
tee that the men we send will be satisfactory. So we are going to
leave the final determination of those -nen to you. We are going to
do the sifting and bring to you as nearly as we can the men you
probably will want to have,

77920°—19—6
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Mr. L. PaLMmer, of Buffalo, N. Y. T have been much interested in
the question this evening. T had been in contact with the Federal De-
partment of Labor and their division of employment. I come here
from.a State that Gen. Wood says must furnish 40 per cent of the
vital munitions that are going to win this War. Within the last
week the governor of that State has authorized the department that
I represent to enter into an agreement with the Federal Department
of Labor on a cooperative employment basis. I don’t think there has
been enough said about cooperation among the various States that
already have employment agencies. We have in a number of States
some very effective organizations. I don’t know that our own is
just what we would like. But, working with Mr. Clayton and Mr.
Densmore, with the backing of the Secretary of Labor, and the
governor of our State, we hope to be able to handle the employment
problem of our State satisfactorily. not only to the employees but the
employers. We are a balanced organization. We are a department
of labor and a department of industry, and we maintain that we can
not serve one without serving both. We have confidence in the
organization with which we joined hands at Washington. We be-
lieve that you men who represent the employers and you who rep-
resent the employees will be well pleased when once this plan is put
mto active operation. We will have to try it out. Some have asked
what are we going to do with the men who are rejected. I don’t
doubt that when you bring your laboring men in there in the way
you are doing it now, you are rejecting as many, and perhaps more,
than those who will come to you after being surveyed by the Federal
employment agencies. I just want to bring out this point from a
State that is trying to do her part to win this War.

Dr. Meeker. Mr. Jones asked whether I wanted the Federal Gov-
ernment to take control of the employers’ employment bureaus or
departments. I don’t want it. I think that the goal we will ulti-
mately reachswas very clearly stated by Mr. Clayton in answer to
Mr. Wilson’s question. Eventually you employers will come to the
Federal-State employment oflices to get all of your help. AsT under-
stand the situation in England, it is a little bit different from that
indicated by Mr. Clayton. All of the Government establishments and
the controlled establishments get all of their labor force through the
employment service. And it practically amounts to this—and 1
have talked with Kent and Curran, and half a dozen other people
from Great Britain—that the only way that an employer can get
employees is through the national employment office. He can get
material only through the priority board, and employees from the
national employment office. It absolutely freezes out the nonessential
industries and puts the priority industry in position to get materials
and men. That is the ultimate result aimed at.
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Of course, now, neither the Federal nor State system can handle
the employment situation, and we have to make use not only of the
employers’ employment offices, but of the private employment offices.
We have to put up with the infernal nuisances. But eventually I
think the problem will solve itself. Why worry about it? Use your
employment offices with discrimination and judgment. And if there
is any complaint in Cleveland let the complainers bring the com-
plaint up to Mr. Clayton. Clayton’s business is to see that the service
in Cleveland measures up to the standard. May I repeat my remark
regarding the fright that I had in Cleveland? Mr. Fullerton boldly
suggested that for one month the employers of Cleveland stop
advertising and go straight to the employment office for help, and
I cried for “help” at once because I was scared to death. I was
afraid the employers of Cleveland would put an impossible strain
upon the offices which would not only crack them, but smash then.
And then the employers would say, “ That is the Government oflice,”
and go back to stealing and the other things that all of you do.
1 want to get Clayton interested in dealing with the Clevelan-l
situation, and I want to get him interested in every city, too, and
improve the employment service until you are obliged to use the
public offices because they give the best service available.

Drrecate. If this convention went on record as indorsing a
national employment organization as such, would that also involve
a standardization of wages to be paid to employees coming from this
organization ?

The CuamrMan. It was not the chairman’s intention to put the
convention on record here. I simply put the question whether there
were any who disagreed. I think the gentleman has brought up a
point which we may well pass to, if you gentlemen are willing to
remain. It seems to me we have a very vital problem here.

L. S. TyLEr, vice president Acme Wire Co., New Haven, Conn. 1
would like to ask Mr. Clayton if it is the intention of the Federal
bureau to give any information to the public as to the affiliation of the
managers with the local board? The charge is freely made that the
bureaus are in the hands of the union. Representing a small concern,
as I do, we are absolutely tied up to what the larger concerns do in
connection with these Federal employment bureaus. If they don’t use
it, we can’t, simply because the labor is going to large munitions con-
cerns where the high wages are being paid. If those concerns are
not using the bureau and we are, we are going to get very few and
undesirable workmen.

P. W. Kinngy, employment manager, Gleason Works, Rochester,
N. Y. We feel that we have a very easy employment problem, chiefly
due to our reputation with mechanics in the city of Rochester.
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They feel that they will get as much money as with any other firm,
and fair treatment. We have been building up that reputation for
a good many years. We have more applicants at our door than we
can take care of. We have many men come to us who are recom-
mended by their friends. We believe that they are the best appli-
cants; they make the best help. Up to the present time we have had
no necessity to call on such a bureau as the United States bureau.
If we did have such a necessity we would be glad to call on them.
But, owing to this policy that we have had for a great many years,
we feel that it would be an error to limit the employment of men
at our doors, or to limit the employment of these men who come to
us recommended by their friends.

Mr. CLayron. There are two questions. I wondered what was in
the back of somebody’s mind a while ago by a seemingly irrelevant
question having a bearing upon appointment of employees in our
gervice, whether they are appointed as labor-union men or not.
There are some labor-union men in the service, some in the offices.

DELEGATE. Are you going to let the employers know that ?

Mr. Crayron. We don’t think we should be required to give a
bond or become indorsers of the affiliations of our people. We want
people in the Service to give service. We don’t ask them whether
they belong to a union or not. Some of them do; some of them. I
presume, do not. I remember some who were sent to me by the
Bethlehem Steel Co.’s employment manager. I wanted some men of
a particular type, and he said he had some. I don’t know whether
they are union men or not. What I want to know is whether they
know their job. And they do. One came from the Brotherhood of
Carpenters, a first-class man, doing good work; I don’t know any-
thing about his union affiliation. I wanted a man who knew car-
penters, and he does; he is a first-class judge of carpenters. Whether
a man is a union man or not is not the business of the Employment
Service. The only place where that does count is where a man
has a closed shop and asks us to get union men. Then we have to
ask the question. '

We have one office at Seattle which supplies only closed shops.
T think nearly all the men in that office are also members of some
union out there. Those men are put in conjointly by the Shipping
Board and the Employment Service. The Shipping Board pays
one-half of their salary, and that office supplies all the shipyards
around Seattle. That office has.to carry out that rule, because the
yards themselves won’t hire anybody but union men.

Devrcare. Mr. Clayton has opened an office in South Chicago,
gituated in the second story, reached by a winding stairway, and at
the rear of a hallway. Nobody knows it is there. And the class of
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men sent from that office has been very inferior; we have been able
to accept less than 10 per cent.

Mzr. Craxron. I did not even know it was there.

The Cuargman. It is a pretty large job to build quickly such a
large organization in 48 States. It would appear that the thing
to do is for the employers in each locality, if their Government
employment office is not satisfactory there, to report such fact to the
employment department, in order to give an opportunity to straighten
things out.

S. P. Hawr, employment manager, Morgan Engineering Co., Alli-
ance, Ohio. I also have a complaint to make. I am very busy steal-
ing 2,000 mechanics from the rest of you. I follow the lead of any-
thing that develops in regard to getting mechanics. I started a cam-
paign in Ohio. I received three or four letters from a certain com-
pany. When I was told to cease, I did. I wrote to the Cleveland
office and my letter came back dead. I wrote to nearly every city
within 500 miles of Alliance, Ohio. I received just one answer, and
it took me a day to answer the questions. They wanted me to go
back to 1917.

Jacos LicHTNER, director employment bureau, Pennsylvania De-
partment of Labor and Industry, Harrisburg, Pa. I have been
listening with a great deal of interest all day long as to the causes
of labor turnover; how the study of statistics is going to overcome it,
and so many questions of like nature that I am afraid that you are all
going to get tired, asT am. The cause of labor turnover lies with em-
ployers. A steals from B. Do you know that there is a trust among
the paid employment agencies—a paid agency in one city, and an-
other in another, and so on all over the State? Do you know that you
are buying the same class of fellows that are passed from hand to
hand? You do? Now, how are we to overcome that? Mine was
the first experience in organizing the employment office of the State
of Pennsylvania. It was the first office organized up to that time.
No man who could get a position free thought he was anything but a
charity patient. That is what the workmen thought. I recognized
this when I went out to talk to employers about supplying them with
labor. They said,“ Mr. Lightner, it is all very well, but we don’t want
just cripples and consumptives.” I don’t blame them or you for
being skeptical; and I don’t think it is in the minds of the United
States officials to deny you the right of having your own employment
office to give to the men a second examination when the men of that
service send a square peg down to your office to fill a round hole. It
is up to you to make that peg round. You can’t make a man tell the
truth. Many men have come into my office. We have grown quite a
little, and, with the cooperation of you employers, we are going to
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grow more. And you don’t need to have one bit of fear. A man
comes into our office and tells me in answer to the question as to what
kind of a mechanic he is, “ a first-class carpenter.” We have no way
to disprove his statement. We can put that man through an ex-
amination. Suppose he is a good liar. He will say he fooled us.
The time comes when he finds he has fooled himself. It takes time
for all the people to “ get wise” to that fact and play fair with us.
And when they do come and start playing fair with us we are going
to be in a position, with the aid of the National Government, to give
you the kind of a man that your specifications call for. If it is for a
union man that is what you are going to get. If yours is an open
shop that is the kind of man you are going to get—what we can get
and the best we can get.

Now, as to how to prevent labor turnover. You are the only ones
through whom labor turnover can be stopped. Why are there so
many calls to our offices? Why, they have run up into the millions in
the whole United -States. Why is it that Jones over here is asking
for 2,000 men? It is because Bill Brown stole more than that away
from him, and the pace agent hoodwinked him. Now, quit stealing
and patronize these offices; and I will venture to say that in one year
from now not an employer of the State of Pennsylvania will be
compelled to ask for as many as he is asking for to-day. Neither will
the turnover be so high, and you will get better results, and your firm,
instead of spending five or eight or ten thousand dollars a month to
keep your plant supplied will be spending only five where it is to-day
spending a hundred dollars.

Derrcate. We have been attempting to do some business with

the employment agency at Youngstown. We asked them for boiler
makers for a month. If I had waited on the State employment
agency we would not have gotten them for a month. As far as the
Pennsylvania State employment office is concerned I have had some
experience. For your, personal benefit I will tell you what I found.
I went to Philadelphia for some bricklayers. 1 went to the employ-
ment agency in Philadelphia and told them what was required of
these men. They immediately told me my wants would be supplied
and requested me to call around at 2 o’clock. I went around at that
time and found in the first place that there were ten times as many
men as I wanted. Most of them were of the hack driver type, and
never saw a brick during the year. They were dock hands, and their
principal equipment to do this kind of work was a hatchet and a
trowel. And you men know about how much a bricklayer can do
with a hatchet and a trowel.

As to the hiring of labor through the United States Labor Depart-
ment, I would like to know if we are required to accept those men on
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their introduction from the Department of Labor. The reason T
raise the question is this: Our chief product in Youngstown is steel.
It is something like the Heinz district, there are 57 varieties, and a
man who has had experience in labor work, which is very expensive
through there, or technical work, that fellow has no idea of what is
required of a man in a steel plant. There are certain classes that fit
into certain jobs. There are certain others that won’t do on other
jobs. They are one hundred per cent efficient on some kind of jobs
and no good on others. We are making munitions, and if we are
compelled to take these laborers upon the examination of these labor
bureaus, you can see how far we are going to get with our War if we
are not allowed to pick our men. Must we accept these men, or can
we pass on them?

The Crmarrman, I am going to suggest that vou ask Mr. Clayton
personally.

Mr. Avrrep THoMPsoN, employment manager, American Brake-
Shoe & Foundry Co., Erie, Pa. A question that interests me has not
been mentioned at all to-night and that is this: I have 7,000 men to
get and T am going to get them somewhere. I have petitioned the
National bureau of labor to supply that want. They have not done
it. I have petitioned the State employment department and they
have not done it; and I am going to go out and get them anywhere
and from any firm not making munitions that I can find. The city
of Rochester wrote me a nice letter and said I was recruiting labor
here, and asked me to withdraw my men. Gen. Pierceé wrote me to
stop, and T said, “T am going to get these men if I possibly can.” T
will not hire a single man working on war work if I can help it.
Every man I put on the road has positive instructions to hire no men
working on war work. And your Symington Co. wrote me here that
I was hiring men. And I stopped. But if any one of you men will
not get back of this job the Government has given us to-day he is not
a man. My grammar may be “bum” but my heart is in the right
place.

I went to Washington in January and tendered my services. I
have been a production manager for 80 years; have had charge of
some of the best shops and put them into successful operation; and
T am a successful manufacturer, if I do have to come here and say so
myself. I am nonovice. I have hired labor for 32 years; and I know
how to get it, and I know how to take care of it, and I know how to
fire it. I have a regular man’s job. I have charge of housing and
welfare work, and everything that pertains to the care of men and of
everything that makes things pleasant for them, that goes into mak-
ing a man’s life worth while. I am sincerely interested in every man
and woman on our pay roll.
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Now, you are criticising me. I do not want to talk all night, but
1 want to tell you gentlemen that I am not a fit subject for criticism—
not the way you are doing it. Up at Erie we know that we are in
war. And we are going to “ knock the block off ” the Kaiser, and we
are only going to do that when every man gets back of this game in
the proper American way. I sent my boy to France, and he is in
the trenches working there; and I am going to work 24 hours a day
to make it possible for him to do the job he went over there to do.
If any of you manufacturers in'the city of Rochester have got a man
on your pay roll that is not working on war work send him to me;
1 will use him; I will give him better wages than you. I want you
to believe that what I say is true—that we will not hire a man who
is on war work. And we feel that we have the privilege of hiring
everyone who is not on war work.

Mr. Crayron. If my friend from Erie were not so hot I would say
he made me think of a fresh cool breeze. I like the spirit, even if
he has got it wrong, and he is wrong. He has one thing: Every man
in the United States ought to be on war work. if he is not already
there. Let me say that the American Brake-Shoe & Foundry Co.
does not need to feel that it can’t call on the Xmployment Service and
get real employment service. The United States Employment Serv-
ice does not expect to send men to employers and require them to take
them. We send them to you and you hire them; and we want you
to keep that up. I am going back to Washington and I will be there.
or somewhere where I can be reached. When anything goes wrong
with the Employment Service let me hear about it. We will get busy.
‘We are in the business to organize the labor market for the United
States of America, and we are going to do it. We have got to have
a real organization to take care of labor, and we are going to “ put
that across.” But you must get behind this service, and that is
what we want you to do.

[Session adjourned at 10.30 p. m.]
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FRIDAY, MAY 10—MORNING SESSION.

CHAIRMAN | EARL. DEAN HOWARD, DIRECTOR OF LABOR, HART, SCHAFFNER & MARX,
CHICAGO, ILL.

DILUTION AND SPECIAL TRAINING.

[The meeting was called to order at 9.30 a. m., Mr. Ralph G. Wells,
temporary chairman.] '

Mr. WerLs. I was going to suggest in regard to the continuance
of the discussion last night that there are a number of other phases
of that question which I think we should take up. I should think
that instead of stating specific instances where firms have been doing
destructive recruiting, or where firms have been securing the co-
operation wanted, we should confine our discussion this afternoon to
the question of general policy. I think we can more rapidly arrive
at a conclusion which will be constructive by making our discussion
deal with the general question of how we should handle advertising,
the regulation of rates, and other similar questions which have an
important bearing upon this recruiting of labor during this present
war.

It gives me great pleasure to introduce as chairman of this session
Earl Dean Howard, of Hart, Schaffner & Marx, Chicago.

Mr. Howarp. I have to apologize for being late in arriving in the
city on account of my train being late. 'Therefore, I am quite as
much in the dark as to what is going to happen this morning as
anyone here. I am told, however, that the first speaker is Miss
Helen Bacon, executive secretary of the mayor’s Americanization
committee of Cleveland, whose topic will be “ The management of
foreign-born workmen.”

MANAGEMENT OF FOREIGN-BORN WORKMEN.

BY HELEN BACON, EXECUTIVE SECRETARY, MAYOR'S AMERICANIZATION COMMITTEE,
OF CILEVELAND, OHIO.

I had prepared what I thought would be the best sort of talk to
give you this morning, but after listening to the very excellent ad-
dresses yesterday, I decided to change it and fit it more closely into
the rest of the program. I noticed yesterday that even though the
program was for employment managers, there was no attention
paid to the foreign workman as a special problem. I feel that the
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things-that will apply to the American workman are noi as effective
with the foreign workman ; that he needs special attention, now that
so many of our American boys are leaving for the War. It is going
to leave in our industry a shocking proportion of men who are for-
eign born. It is up to us to make these men just as American as
we can.

Some one said to me yesterday, “ Don’t you think that now that
there is no immigration we can catch up during this period?” 1
wonder how, after 20 years of comparative neglect, of letting the for-
eign born go their own way, we can expect them all of a sudden to
change their point of view, and to react in a minute’s time to the in-
terest given them. It is impossible. There has been no apparent
need for them up to the present time to learn the English language;
they have had their own community. I wonder how many of you
have made it a condition of employment that a man should learn to
speak English. Now, we must convince them that we are sincere in
our demand that they must understand and speak English if they
are to become real Americans.

The average foreigner does not know our America. We have taken
no pains to bring him into American social life, or even to acquaint
him with ordinary American institutions. We have left him to his
kind and practically excluded him from our society. There is a fine
Polish lawyer in Cleveland. Instead of calling him an American
citizen of Polish birth we say “ A Polish lawyer ”; and have set him
apart from our American institutions. He is far superior, in his cul-
ture and ideas, to a good many Americans. I was interested in talk-
ing to a man who was a member of a league formed by the Commit-
tee on Public Information at Washington who has got many of these
foreigners interested in America, and got them to take out their
papers, and got them to consider America as a permanent place to
live in. He said that foreigners have felt this attitude of aloofness
on the part of Americans toward them so much that they have gone
back into their settlement. As far as the mutual benefit societies, for
instance, are concerned, instead of bringing the foreign born into the
central organization they start a foreign branch; and the foreigner
is kept with his own people from the time he leaves his country. I
think we are to blame.

It would seem, as a matter of fact, that the factory is the only im-
personal institution at the present time which has a natural contact
with the foreigner in America. You often object to the foreign
clergymen being all-powerful among his own people. But, with a
few exceptions, these clergymen are the only people who have inter-
ested themselves in their people. We have only ourselves to blame
for the fact that we do not mean any more to the foreigner than we
do. Of course, there are exceptions. There is the occasional man
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who, after he has finished his day’s work, will go out and find a night
school, but he is all American in spirit and will get along without
our interest. :

I wonder if any of you, in looking over the foreign people in your
plant, have taken into consideration whether there are any divisions
among them. Do you realize that the only people in the Central
Powers who really have any voice at the present time are the Aus-
trians, the Hungarians and the Germans? All the rest are as antago-

. nistic to the Government of Germany and Austria as we are. Those
oppressed people in Europe have been fighting that Government for
centuries. If they understood our attitude, if they understood that
they were making munitions in your plant to fight the power that
they have been fighting all the centuries, what a response might be
gotten from them. An experiment was tried at the Chillicothe, Ohio,
camp for drafted men, where a third are foreigners, many unable
to speak the English language. At the time our country declared
war on Austria-Hungary these men, men of the subject races of Aus-
tria-Hungary, were declared alien enemies. At that time there were
at that camp about 1,500 men who came from the different subject
races of Austria-Hungary. Of that 1,500 there were 800 who had not
taken out their papers. Men who knew the languages of these people
told them the purposes and aims af this War. After the conference
was over, 90 per cent of the 800 enlisted as volunteers in the Army,
and most of the 10 per cent who did not have dependents and had
not known that they could claim exemption on that score. I want to .
read a little selection from a letter. The letter was written in
Slovenian by a man—just an ordinary laborer-—who was drafted and
sent down there. When the order was given that all of these men
were to be relieved from service his brother sent him a suit of clothes
to return to Cleveland in. This is a part of the letter which he wrote:

I received the civil clothes sent me from Cleveland, and at the same time
a thought occurred to me, which never left me—that I should feel ashamed to
leave the Army and go back to civil life. I am a Slovene nyself and my
father and grandfather never had any opportunities to fight for liberty. Indeed
they fought for hundreds of years under the command of the Hapsburgs to
continue slavery and tyranny. Dear brother, the suit of clothes you sent me
T sold to-day to & man for $30 who thinks less than I do.

I think that that is indicative of what we could get from our for-
eign-born people if we put ourselves out to get it.

We wanted to know, in our study of the Amerieanization prob-
lem in Cleveland, what other people were doing. Of course, many
of the draft camps have foreign workmen in them who speak very
little English. We sent to these camps letters asking them what
they were doing along this line. Nearly all were teaching English,
but only in the most perfunctory way. They were teaching the com-
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mands of the officers. They should take up the explanation of the
causes of our war, in foreign languages, if necessary. Absolutely
everybody ought to know why we in America are at war. But you
must remember that these people have not the sources of information
we have, and that they do not know. A great many of these men did
not know that conseription was something from which they could
claim exemption. They assumed that it was the same as that-in
Furope. In many cases we have had to recall men because they
had left their families, which made a bigger burden on the State -
than if the men were at home and somebody else had to take their
places in the Army. It is said to be true that the Italian failure was
due to the fact that Italian soldiers had not been informed by their
Government what they were fighting for; and propaganda was given
them by the Austrians through Italian papers. That destroyed their
morale.

In some cases—bringing the subject back again to your factory—
the placing of certain nationalities together might make a big compli-
cation in a department. If you have an Austrian as foreman over a
gang of Slovenians, you are continuing the same feeling of antago-
nism which has existed for centuries. If you put a Slovenian over an
Austrian, I venture to say that developments would be just as bad.
I don’t mean to say that you should know everything about all the
different nationalities, but there are certain elemental things about
each one that vou should know if you want your shop to be a place
of contentment for these people. Unless these things are taken into
consideration. you are only considering our side of the problem and
not theirs. That has been the trouble with most of the Americaniza-
tion work throughout the country. We have said, “ They must do
things exactly as we do.” But many of them have as good things to
offer us as we have to offer them. Unless we show them that they
can give equally with us, they are not going to be American. They
are not going to take a real interest in our Government. Many of
them are a little disillusioned. They have not gotten to know what
America is. Hundreds of them now are preparing to leave. A lot
of them have their transportation. Some of them are going to get
back their holdings of land; some of them are going to find their
relatives; some are going because they think if their country is freed
it is going to be a paradise. They don’t know the circumstances
under which they will live. That is our responsibility. We have got
to show them that this place is superior to that country, if we need
them.

There is another element in the situation which you may not
know. How many of you have men working for you as laborers
who might be used in something much better if they understood our
language? One of the inspectors in a Cleveland company had taken
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an interest in a certain laborer and found that this man could read
Horace in the original, and was perfectly marvelous in his enthusiasm
for the classics. I don’t mean to say that just because that man could
read the classics and was a university graduate there was necessarily
a place for him in that plant where he could use these advantages,
but it seems to me that his knowledge of his people and his interpre-
tation of and to the men of his nation in that company would be
very valuable. I don’t know anything of greater value to the men
than an interpretation of what the industry was accomplishing. How
many of you have possibilities like that?

There is another question—the question of advice. The foreigner
has the same military and legal problems that you have, only inten-
sified. If he gets into any legal difficulty he must usually depend
upon a stranger, often upon a shyster. He is left entirely to their
mercy, and develops a bitter feeling toward our country. There is
one of the biggest fields for the employment department—to give
these men accurate information on the draft and other war meas-
ures. Many of you have a company attorney who might do it.
Others might be sent to a legal-aid bureau. There is some sort of
place where each one can get a legal answer to his question. It is the
doing of something definite for them, some definite thing for them
outside of their factory life that wins these people. Rest assured
that any information given will spread around your shop.

You can’t expect these people with untrained minds—because most
of them or a great many of them are illiterate—all of a sudden to
acquire enough English to think in it, but you can teach them the
conversation of your shop. the names of tools, and the names of the
operations; you can teach them the conversation they will hear on
the streets; how to get to certain places around the town. The gen-
eral superintendent of one of our large industries in Cleveland said
the greatest trouble he had had was when he had a rush order from
one of the departments. They had to rush men into that department
from the others. The men did not know what to do when given in-
structions, because they did not understand English, and they were
blamed for their poor work. Those are things which come up very
often, but which can be done away with by the teaching of English.

The men who will work all day long and go home and get
dressed and find a night school do not have to be looked after. It
is the men who do not have that ambition at the end of the day—
#nd such men compose the vast majority of the people in your shop—
who must be looked after. You must make it possible for them to
get a knowledge of English. Organize a class in your factory and
have them go in as they are. A lot of the men are diffident about
going to school and sitting in the same seats that their children sat
in during the day. .There are all sorts of psychological reasons for
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their not going to night school. You can make it a possible thing
by having the school in the daytime. Most of the places in Cleveland
have it at the end of the day, anywhere from 3 to 6 o’clock, twice a
week. An hour is about as long as the men can be kept interested.

The question of incentive to make these people join the class is
one that must be considered to get them interested, in the first place.
There is one factory in Cleveland that makes it a condition of em-
ployment for the men who do not know English to learn enough to
aet along in the shop. A few of the factories supply the facilities,
but the man stays over on his own time. There are a few plants
which pay for the whole hour. But the most successful way seems to
be a part-time arrangement; the factory pays for the first half hour
and the man stays the other half on his own time. You can argue
about the ethics of paying a man for learning English, but it is a
practical measure you will have to consider, at least the work we
have done indicates that you must provide some sort of an incentive
until the man is convinced of its value. .

One of the things that is quite necessary is to have teachers who are
trained for this work. The ordinary teacher who teaches children
during the daytime will not do. She must have some sort of special
training. These people she is going to instruct are not children
and can not be reached with childish things; their minds are adult,
but their language is simple, and the teacher must be able to hold
their interest.

There are some things that can supplement the teaching of Eng-
lish, and one of them is a good library, a plant library not run by
a telephone operator, but taken care of by a person who under-
stands the situation, who is interested in the people and can give
them advice on books that will help them—books in their own
language. There is no other thing that will draw them closer than
to feel that you are sharing their hopes and aspirations. These
people have slaved for centuries, they have fought to maintain their
own nationality. They come over here because it is the one place
where they can do it. Eventually America will assimilate them, but
meanwhile the quickest way you can get to them is to have some ap-
preciation for their struggle. It is marvelous what can be done if you
speak their langnage. Their faces light up; there is a bond estab-
lished that you don’t get ordinarily.

Another thing that will help them is to get them interested in being
in places where English is naturally spoken. See if you can’t get
them to go to an art museum. A lot of them know more about art
than we do. They are perfectly able to enjoy the things they can find
in such a place, if they can be made to realize that it is public, and
that they can go to it. In this way they naturally are going to be-
come acquainted with the eustoms of Americans. You can’t expect
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them to acquire the habit of speaking English merely by attending
a class in English twice a week if they never hear it spoken during the
week.

Yesterday afternoon Mr. (voke made the remark that labor’s
responsibility was production especially during the War, but that
production was falling off. I firmly believe that if these people could
be made to understand very definitely what this production means,
you would get their cooperation. It would do away with a great deal
of friction, a deal of misunderstanding that exists at the present time.
It seems to me it is up to us to consider whether that is not necessary
now, and whether we still want them to stay with us after the War.
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The CramMmAN. As employment managers and directors of labor
departments, I am sure we have all realized long since that what we
need and what we want, what we must be looking out for at all times,
is opportunity for contact with the workmen over whom we are
placed, and the excellent paper of Miss Bacon has, I am sure, given
us some ideas along that line. I might give a bit of our own expe-
rience in that direction, suggested by her statement. We have found
that the liberty loan offers a splendid opportunity. We stumbled
upon it. We really did not realize it at the time. We found our
people lukewarm about the first liberty loan. We wanted to get sub-
scriptions from our factory, but the response was not good at all.
The people were indifferent. We did not know exactly what the rea-
son was. e knew that a great number of them were inclined toward
socialistic ideas, and at that time the socialists’ idea was very much
against war. But it was an interesting thing for us to study that,
because, after all, that idea was something which interfered with con-
trol. There was not the proper understanding between the compuny
and the people. The first thing we did was to try to discover some
plan to get in subscriptions that might be more appealing than the
ordinary plan offered. It is perhaps worth while to consider the
question a moment, because we will have more liberty loans, and we
have used our plan with success. It is an inexpensive scheme and we
have already felt it has more than repaid us for any expense we have
incurred. We gave them not only a long term in which to pay for
the bond—50 weeks at a dollar a week for a $50 bond-—but also the
privilege of borrowing against their subscriptions to the extent they
had paid. Ours being a seasonal industry, that was necessary for a
good many of them. We also offered them another advantage. That
was, if any of the subscribers died before the bond was paid, we would
turn over the bond fully paid to their representatives. It proved to
be exceedingly popular, and I think it was one of the things which
started the movement in the right direction. Then we hit upon this
little device: We made addresses to small groups of our employees
upon the virtues of thrift and the advantage of saving and pointed
out the significance that a subscription to the loan would have. The
main thing was that every bit of the transaction, whether it was for
the postponed payment or cancellation of subscription or anything
of the sort, had to go through the employment manager. This gave
a contact with the people, and we found that from that time on the
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interest was greater. In this last loan, in quite a number of shops,
among several hundred people who were formerly against the war,
there was a 100 per cent subscription. The contact which this plan
has given us with these people and the chance to explain the war
and what it means have been a great opportunity for us. And those
things help in this American movement.

The remarks that Miss Bacon made will be discussed very briefly
by Dr. Winthrop Talbpt.

Dr. Wintiror Tarsor, adviser in alien education, New York State
Bureau of Industries and Immigration. Representing, as I do, the
Bureau of Immigration of the State Industrial Commission, I wish to
express the appreciation that must be felt not only by those who have
to deal with the immigrant worker but by every citizen of New York
State, of what has happened here in Rochester in the graduation of
this class yesterday. Surely it means much to the citizens of this
State and of all the States that those who have to deal with the em-
ployment of immigrants coming into this and other States shall be-
trained men. Allow me also to express my personal appreciation of
what Miss Bacon has been saying.

We have in this country 60,000 manufacturing concerns, employ-
ing approximately 2,000,000 people of whom 1,600,000 are foreign
born. Eight hundred thousand can not speak English, and 400,000
can not speak or write in their own language. I could take you to
factories within 80 minutes’ walk from Broadway, which employ
1,000 people, of whom 800 can not speak English and 600 can not
read or write. I know a girl, 22 years old, born in a town on Long
Island, who has never been to school ; she can not read or write in any
language; she does not know one word of English; and she has never
ridden on a trolley car, A typical case is an Italian man, for 18 years
employed in a factory carrying cans. If you ask him how many cans
he is carrying he will tell you 4. He may be carrying 14 or 2, but he
always says 4. He wants to assure you that he knows how to count.
He can speak no English. It is very difficult to get an idea over te
him in Italian. Such men can not read danger signs. They are them-
selves a source of danger to others. It has cost the city of Bayonne
many thousands of dollars, and has cost the refineries of Bayonne
nearly three-quarters of a million of dollars because they neglected
their illiterate aliens,

It is vitally important to get hold of a means of sharing thought;
this 1s fundamental to every one of the problems which you gentle-
men have to deal with. For the past 10 years it has been my business
to establish service departments in many large organizations, and I
know some of the difficulties you gentlemen are up against, because
I have been up against them myself,
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One of the main difficulties, I think you will agree, is the difficulty
of getting an idea over to somebody else, whether it be your general
manager or whether it be an alien workman. You have a better
chance, perhaps, with the general manager than you have with the
alien workman, but I can assure you that it is no‘small job in either
case.

If you have not a common language, as is the case with alien
workmen, you are in a dangerous condition. Out of the 13,000,000
aliens, who have come to this country from 1900 to 1914, we have
over 3,000,000 who can not read or write; 75,000 in the State of
Connecticut; 500,000 in the State of New York; between 350,000
and 450,000 in Pennsylvania. If you will send to the Superintendent
of Documents at Washington, D. C., for Bulletin No. 35, 1918, of the
Bureau of Education, you will find the data with regard to adult
illiteracy and the prevention of it.

The first thing to do is to devise ways and means of getting the
American language over to the illiterates. If you will send for Bul-
letin 39 of the Bureau of Iducation, series of 1917, you will find
listed some 400 good text books for teaching the American language
to aliens.

Now comes the question of getting down to actual methods. You
will find that in the progressive establishments—and they are increas-
ing very rapidly—they are having the largest success in teaching the
English language to non-English speaking people, on the factory’s
time.

The evening school does not reach the adult. In New York City,
in 1914, therc were some 10,000 adults registered in evening schools,
Less than 5 per cent were illiterate aliens. In other words, we were
reaching at that time only one-third of 1 per cent of all the illiterates
in New York through the evening schools.

There ave practical methods of reaching the illiterate such as can
be carried out in your factories effectively. Non-English speaking
illiterates can be taught to understand, speak, read, and write 500
American words and phrases in 10 weeks by 1 hour’s instruction,
5 days a week, on factory time, at a cost not exceeding 20 cents
an hour per pupil. This is not a welfare proposition. It is plain
dollars and cents. In this State we are paying nearly $40,000 a day
for accidents which have occurred to illiterates. In New York State
877,000 persons applied for compensation for accidents in 1917. Of
these 70 per cent required the services of an interpreter. Is it the
illiteracy that causes accidents? I can only say it seems reasonable to
suppose that if a man can not read a danger sign he is in more
danger than a person who can read a danger sign. It is a purely
economical proposition, in my judgment. We can not look at it in
any other way. We have worked this out for the last four years. We
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know what we are talking about. We have worked out the methods,
and if you gentlemen are interested in the details I shall be de-
lighted to meet with anyone at the close of this meeting to give you
any details that lie in my power.

In closing I want to say that it seems to me, as an American and as
one deeply interested in that sharing of thought which is absolutely
fundamental to democracy, that we must have a common speech.
You can bring about unity in the Nation through teaching the Ameri-
can language to your workers. You can lend your assistance to unify
the Nation. TIsit not your patriotic duty to take an interest in getting
hold of the means to do it?

The Cuairdran. The proposal of Dr. Talbot to meet with anvone
who is particularly interested in the ideas which he has given raises
a suggestion which may be of some value. I have not consulted with
the officers of this conventign, but I venture to say that they will
agree with me, and I presume that most of the speakers will agree
with me, when I say that those speakers who have presented some
concrete ideas which are of interest to any particular group here
might be glad to organize a little round-table discussion, of an in-
formal character, with the speaker who has first discussed the sub-
ject as chairman.

As you all know, conventions are valuable to those who attend
quite as much, perhaps more, on account of the informal contacts
they get with those in the same occupation and having the same prob-
lems and interests, as on account of the formal meetings; and, inas-
much as this convention is so large and well attended, it has a disad-
vantage in that the discussion during the meeting must necessarily
be more formal. We can compensate for that by having small groups
informally organized, and those who are interested in a particular
subject can apply to the speaker who has presented that subject, and
I am sure the speakers will all be very glad to organize these dis-
cussions.

Mr. WeLLs. I want to announce the committee that was appointed
as the result of the motion last night; that is, the committee to study
and report upon some methods of computing turnover:

Chairman, Roy W. Kelly, of Harvard University, Cambridge, Mass.

IE. H. Fish, of the Norton Co., Worcester, Mass.

Wilson C. Maston, of the Eastman Kodak Co., Rochester, N. Y.

W. R, Kitson, of the Solvay Process Co., Detroit, Mich.

Hugh Fullerton, of H. Black & Co., Cleveland, Ohio.

S. R. Rectanus, of the American Rolling Mill Co., Middletown, Olio.

Roy S. Hubbell, of the Bowman Hotel Corporation, New York City.

Hon. Royal Meeker, United States Commissioner of Labor Statistics.

The Crnamrmaxn. In order not to break the continuity of the sub-
ject too abruptly we will interject hiere another talk along the lines
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of the last two papers. This talk will have a special reference to the
Negro in industry. I present Mr. Eugene Kinkle Jones, who is
national secretary of the National League on Urban Conditions
Among Negroes.

Capt. Fisuer. I feel it is a little unfair to Mr. Jones to drag him
from the train, after coming here on a sudden telegraphic call, to
address a convention he had not heard of, following speakers he has
not heard, and not knowing who are to follow him; and with your
permission I will make an address to the speaker, instead of to the
audience, for two minutes.

This, Mr. Jones, is a convention of the employment managers of

_the country. They have to do with the management of labor in
factories. The national committee of Employment Managers’ Asso-
ciation, representing delegates from a number of local groups, have
called this convention, the second national conference on the prob-
lem of the employment manager in industry. We have had discus-
sions so far upon destructive labor recruiting and similar topiecs.
The question now is man power for the war. You, as secretary of
the National League on Urban Conditions Among Negroes, know as
well as we do that we have robbed the farms of the South of Negro
labor and have introduced hundreds of thousands of southern
Negroes into our factory organization for work hitherto unfamiliar
to them. They are meeting conditions to which they were not ac-
customed, and are working under bosses not acquainted with their
psychology. So when the delegates of these local groups met to-
gether in Philadelphia some time ago it was decided that we should
have some one tell us something about the psychology of the southern
Negro worker whom we have put into our factories in the North.
Mr. Winans, of Cleveland, said that he had found that not precisely
the same methods which he had ‘been using in dealing with hired
labor could be applied to the southern Negro not accustomed to
factory work. Some of his foremen wished to use force, and he was
reluctant to permit that; and yet he did not know how to get the
maximum production and steady attendance in the factory and the
proper spirit between the white and Negro workers without some
such method. And he said if we could get some one at that conven-
tion who could tell us how to resort to Negro labor without resorting
to driving methods it would be a great favor to all who have occasion
to hire Negro labor. I made several attempts to get such a speaker.
I attempted to get the supervisor of the Negro schools of Virginia,
and Mr. Scott, Negro adviser of the War Department; I attempted
to get Prof. Haines, the colored man who is advising the Labor De-
partment; and at the last moment Prof. Tyson, of Pittsburgh, tele-
graphed for you. It is a great favor that you have done us in
coming at such a call to make an extemporaneous statement.
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BY EUGENE KINCKLE JOXNES, EXECUTIVE SECRETARY THE NATIONAL LEAGUE ON
TRBAN CONDITIONS AMONG NEGROES, NEW YORK CITY.

I consider this opportunity a privilege, inasmuch as the problem
of getting the greatest man power to become most efficient at this
particular time in the world’s emergency, and in our Nation’s emer-
gency, is one which is as close to the heart of the Negroes of America-—
for they are good, full-blooded Americans just as you are—as it is to
you. Speaking of the migration of the Negro prompts me to say
a word about the point brought out by Capt. Fisher relative to the
farms in the South that have been robbed of Negro labor. You know
that some economists say that labor is a commodity, and the supply
and demand of labor is what determines its course. Now, Negro
psychology is the same as white psychology. Give them better school
facilities, so that their children can be better educated and trained,
and help all you can to reduce the lynchings and burning and tor-
turing of Negroes that has been allowed to go on without proper
judicial action for years, and you will find them respond as the white
race responds. Some of these things I speak of have crept into some
sections of the North or where southern influence has had its effect,
but mostly they are in the South.

In regard to holding these men after you get them. Let us assume
that you have obtained competent, efficient men for unskilled labor.
How are you going to hold them? How are you going to make them
more efficient? 1 read an article in a newspaper the other day—the
Evening Journal of New York—in which it was said that the com-
petition by employers of labor in the marvket for skilled labor can
be greatly reduced if opportunities for advancement in each plant
can be assured the men through the establishment of a school or train-
ing center in each large establishment, where unskilled men can be-
come skilled workers, rather than bidding for the skilled labor in an-
other plant, and thus raising wages and increasing labor turnover for
each plant. In the past the only way that colored men were assured
advancement along their particular trade was to become cfficient as
skilled workmen. They then centered their minds upon certain plants
scattered throughout the country where Negroes have been given
special opportunities for becoming skilled, and then they left the
plant where they had been employed and went where they could be
employed as skilled workmen. Every employer who anticipates em-
ploying Negroes ought to make it a part of his program to give these
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Negroes the opportunity to become skilled workmen if they are com-
petent.

Let me explain some of the vices that Negroes are supposed to
be addicted to. One statement is made that the Negro works until
he makes enough to live for a while, and then quits until he is out
of money. He works three days and quits for the other four days
of the week. You know as well as I do that if you increase a man’s
wants lhis standards of living will rise; and if you take married men
with families and see that they are provided with decent houses,
which you can arrange, or if the community gives them an oppor-
tunity for decent housing, you will find that they will need more
than they usually earn in three days to keep them. Select your men
through an expert who knows human beings—not Negro psvchology;
because the psychology of the Negro is the same as the psychology of
other human beings. If a Negro has had no opportunity for educa-
tion or training; if he is illiterate, if he has been kept down, his
psychology is the same as the psychology of some of the South Euro-
pean races. If he has the same opportunity he will behave in ex-
actly the same way, unless we enlarge his opportunity. No psy-
chologist can tell you what to do for him, because there is nothing
that can be done for him unless he is given an opportunity and train-
ing and instruction. Every job that has been assigned the Negro in
which he has been given an opportunity in this country has been
filled properly and efficiently by him. If some of you were asked the
question whether you would trust yourself on a train operated by a
Negro engineer you would hesitate to reply. Yet it is more difficult
to drive a motor car than an engine, because an engine will stay on
the track if you give it half a chance. And yet Negroes are not
given a chance to become engincers but are employed very generally
as chauffeurs. I was in Detroit the other day, and I tell you the
first time I rode on a trolley car operated by a Negro motorman I
hesitated myself, simply because I never saw a Negro motorman on
a trolley car before. And when the eonductor came to ask me for
my fare I did not know- whether to give it to him or not. I was
afraid I would have to pay a second fare. I know that 75 years ago
the discussion was not whether or not the Negro could acquire a col-
lege education or not; it was whether he could acquire any knowledge
at all. And if you had asked some one in 1830 whether a Negro could
become a college graduate the reply would have been “ No.”

A lot of colored people in the South don’t believe Negroes have
any capacity at all, simply because this thought has been drilled into
them. I might tell a story that used to be told by Booker T. Wash-
ington. Four boys, English, German, French, and Negro were telling
what they were going to be. The English boy said, “ I am going to be
a statesman. My father was a brilliant man and I shall be a states-
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man.” The German boy said, “I am going to be a great soldier.”
The French boy said, “I am going to be a scientist.” When the
Negro boy was asked what he was going to be he said, “1 am going
to be nuthin’” “ Why is that?” “Well, my father he is nuthin’.
He only works one or two days a week. And mother is always saying
to him, ‘ You ain’t never going to be nuthin’,’ and that is what I am
going to be.” So it is with the Negro in this country. If you tell the
Negro he is going to be unskilled and incompetent, that there is no
opportunity to go higher, because he can’t be a skilled working man,
he is going to believe that himself.

We often say the Negro is not dependable; that we can’t count
on him; that he will not stick to his job, and will come late; that
he will leave early if he gets the chance, and will draw full pay.
How can we say a person is not dependable when we have not put
our trust in him? The Negro does not think he has the confidence
of the white people; they don’t believe in him. The Negro, on the
other hand, believes he is being robbed at every point. I am not say-
ing that this is the proper spirit for the Negro to have. The proper
spirit is the spirit taught by our Father in Heaven. DBut, unfor-
tunately, human beings in large numbers do not have that kind of
“psychology,” and the Negroes feel as though they are being under-
paid, overworked, and that they are not being dealt with fairly.
The Negro has a very sunny disposition. He is happy at his
work; he sings at his work. Some of our white bosses do not like
people to sing while they are working. They say they get less
work done. I don’t believe it. I think Negroes are trying to get rid
of some of their jovial spirit in an innocent way.

Y had an experience down at the Bush Terminal in Brooklyn,
where we had a colored labor adviser appointed to try to reduce
the labor turnover of the colored people working there. There
were some cars to be loaded. They allowed 15 minutes to load a
car, and they allowed four or five men for each car. The cars came
up, were loaded, and passed on to be made up into trains. Before
this man went there the foreman could discharge a colored man on
the spot. All he had to do was to say, “ You are discharged.” And
he had to leave. There were numerous such occasions, I assure you.
But when this colored man came to take charge of the work, one of
the first provisions was that no colored man should be discharged
until he, the adviser, was consulted. A few days after he had come
on the job a foreman camc up to him and said, * Six or seven of
your men are around the corner there, laughing and playing craps,
or something., I am going to discharge them, but I want you to
know it.” Collins, the labor adviser, saw the existing state of
affairs, and at first he said to himself, “ I had better say ¢all right;
I give up. You had better discharge them.’” But he took second
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thought. “ Men,” he said to them, “ why do you throw me down like
this? T am here to help you, and you are loafing and stealing away
the time that you are paid for. You ought to be working, not
fooling away this time.” The men started to laugh. He saw there
was something that he did not understand. “ Here comes the car,”
they said, “ we will show you.” They all grabbed their picks and
shovels and filled a car in half the time allowed for the job, and
then they started skylarking again for the seven or eight minutes
‘they had left. At once Collins saw the situation. Those men had
not been given the proper supervision. The time was reduced one
half, or the number of men reduced one half, and from that time on
Collins had no more trouble in dealing with that kind of question.

To sum up in a few words, let me say this. First, in handling
Negro labor be sure that you select the proper type of men. Second,
be sure that the men are given an opportunity for advancement.
Let them feel they have a chance, and I am willing to trust the
future to Providence. In the third place, let your attitude toward
these men be as fair as that of the American Federation of Labor
and other unions that are entreating Negroes to join them. Fourth,
remember that Negroes are American citizens, who have contributed
their part to the stuccess of every war we have fought since the
Revolutionary War, men who are contributing their all to-day and
will continue to do so, and that they deserve a man’s chance in a
country which is taking its part in the great conflict to establish
democracy throughout the world.

The Cuairmax. I am sure we all realize the appropriatencss of
Capt. Fisher’s introduction to the last speaker, and we have all en-
joyed Mr. Jones’s excellent statement of his case. We must all of us
as employment managers be interested in any man or movement
which will help us to elevate standards, and help men to become ad-
justed to the environment, and the movement which Mr. Jones repre-
sents is distinetly and peculiarly one of that kind.

Capt. Frsmer. I have just met with the delegates from the different
cmployment managers’ associations, who formed the national com-
mittee of Employment Managers’ Association. We told you yester-
day that nothing was ¢ cooked up.” DBut something is now “ cook-
ine,” and you may sample the mess this afternoon at 3 o’clock. Last
yvear we decided against the formation of a National Employment
Managers’ Association with individual membership, because the time
did not seem ripe. The national committee will place before you
this afternoon at 8 o’clock the question as to whether the time is now
ripe. There were certain advantages in the continuance of a national
association as at present—not organized, with the local groups man-
aging the affairs. Then there are advantages in an individual mem-
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bership organization, which gets the man in a small town who can't
belong to an association. I would not have you rush to conclusions
until you have heard the arguments on both sides as to what should
be done. But if the Employment Managers’ Assoctation, or whatever
we like to call ourselves, wishes to get behind the National Govern-
ment, the Department of Labor and the War Department in the con-
duct of labor problems, we need to formulate something definite;
and we are not going to permit this large body of intelligent people
who have primary contact with the labor problem to disperse without
giving them some chance to express their point of view. Washington
and the people who have the programs for labor in charge will listen
to us if we put our point of view up to them properly. And if we
can sift the various points of view of you men here and get a sound
basis upon which our association may stand, we will get something
across to Washington that will count. Let us try to get our meeting
this afternoon at 1.30 started promptly so that without cutting our
speakers short we will get through our speaking session at 3 o’clock
and then get to business.

The Crairman. We have with us to-day a representative of the
very successful and harmonious application of the idea of close con-
tact with employees, Mr. Hugh Fullerton, of H. Black & Co., of
Cleveland, who has been engaged in this work for five years and who
has approached the problem of employment management from that
standpoint.
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BY HUGH ¥FULLERTON, SERVICE DIRECTOR, H. BLACK & CO., CLEVELAND, OIfTI0.

We may well begin any discussion of the subject assigned to me,
“ Standards for woman employces,” by asking the question, “ What
is the fuss about?” Why are we worried? Aren’t we talking of
equality? Aren’t we talking of equal suffrage? Aren’t women in
increasing number entering industry on a plane equal with men?
Why is there any talk of different standards for women? Why is it
necessary to have a different standard? Is it a return of the much
over-worked age of chivalry, or is it because industry is changing? I
am going to pat you and myself on the back for a moment. You and
I are bringing to industry a new social conscience. We are beginning
to understand that industry has two fundamental jobs: The first is
to make the product, whether it be reapers, tires, or clothing, or au-
tomobiles, with the best labor possible, as cheaply as possible, and
give as good value for the merchandise as possible; but there is a
secondary function of industry and industry is getting the vision.
We are incidentally making citizens. Women have a larger social
valie to the community than men; and I can be perfeetly frank with
this audience and say that a woman who is weakened by industry, a
woman who 1s a potential or perhaps a prospective mother, is a
larger social menace than a man so weakened. And so we are begin-
ning to sec that we must throw around women in industry some un-
usual precaution, in order that the race and the community may be
benefited. Tt is industry’s contribution to the welfare of the Nation.

I have attempted to divide the standards for women into four divi-
sions: Standards of employment, standards of work, standards of
health and sanitation, and standard of wages. It sounds like a long
list, but it will not take me long.

First, let me discuss standards of employment. I want to stand
sponsor for the statement, and I want to emphasize it, that the man
having a large number of women in his plant needs the assistance
of a woman interviewer. We talked a little bit yesterday about
getting the right personality, and that is a big point. In the em-
ployment department the woman who interviews the women there
should be made to measure to this standard of personality: She
should be a woman who could casily get married, but somehow hasn’t.
She is the kind of woman who has the sympathy and the tact with a
group of women who come to her and so impress those women with
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her sincerity of purpose as to get from them the kind of information
that is of value; and a man can not ask a woman questions that are
necessary for an employment manager and a production foreman to
know. Especially do these woman employees need some kind of a
medical investigation. We must be particularly anxious not to put
women on jobs they can not do. We put upon our nurse the respon-
sibility of seeing every woman who comes into our shop within the
week, to see if there is any reason why she should not fill the position
she is filling. That ought to be done certainly by a woman nurse.

Another point I want to emphasize is our opinion, and I am giving
the organization’s opinion, that no. woman under 18 should enter
industry. I think that is the public opinion as well, because prac-
tically all of the State laws throw certain limitations around the
work of women under 18, and the public seemns to express that senti-
ment through its laws. Until a woman passes through certain physi-
cal changes, entrance into industry is a dangerous experiment. One
thing, a technical matter of employment that counts a lot with a
woman, is introduction to the job. Do you men remember the first
job you ever had? At 15 I went into a tool shop as a tool boy. I was
employed by the timekeeper, who took me into the middle of the
shop; then went out and left me to be introduced to my job, and
the men looked me over as a curlosity-—the new kid. I don’t know
whether T am particularly affected by the unfriendliness of people,
but we have found it valuable never to do that sort of thing, but to
take that girl from the employment office, introduce her to the
superintendent and foreman, and as you walk with her through the
shop explain to her some of the unusual things happening in any
shop, unusual noises, and just a bit of the type of work she is to do.
Introduce her to the girl next to her. Then appoint as a sort of
monitor some one in the section in which that girl is to work to take
her out to the lunch room, show her the wash room, and the coat and
hat rack; in short, to make that girl feel that she is a part of the or-
ganization from the minnte she arrives. We have felt that the suc-
_cess or the failure and happiness which a person has in any job comes
very largely from the first hour’s experience.

I want to talk a little bit about the standards of work. Take the
important question whether women should be supervised by foremen
or forewomen. There are points for both. Our experience does not
indicate that foremen are more efficient in that work. I don’t sup-
pose there is an employment manager here who has not had the most
distressing experience of hearing some story about the relations
between a foreman and a girl in his section. Sometimes those stories
are true; sometimes they are not. But it points out a tremendous
danger in permitting foremen to supervise women,
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The advantage that the foreman can take, if he be so minded, is
great; and it seems to me that if it is possible to select from your
women the type of woman that can successfully manage women, it is
safety itself that a woman be put in charge of women. If I were
putting a group of women into a shop where men had been employed,
I would not scatter the women throughout the shop among the meun.
1 would decide in my own mind what operations of the shop and
what parts of the work women could do, and then I would segregate
and separate that operation, if possible, in a separate room, and T
would put the women there all together without the men. It seems
to me that if you scatter women among men in a shop that you bring
on them the displeasure of the men, who immediately believe that
-women are taking their places; and the women themselves are un-
comfortable. Put them in separate departments, and, if possible, in
separate workrooms.

Now, with regard to the question of hours for women. There are
no standard hour laws. State laws are in chaos. Perhaps 48 hours
is a sufficient work time. I am going to tell you of an experiment
that T thought I would not tell about, until it was sufficiently tried,
but I find my speech does not have enough point, so I am going to tell
you what we are going to do in our shop. You folks are talking about
the labor market, wondering where you are going to get additional
help. There is one field of search that we have not yet touched, and
that is the half-day woman, the woman who is either just married
or who has very few home duties, who does not care to take all day
to go to a shop and work, but can go to a mechanical job for a half
day. We are putting half-time women on machine operation where
one woman takes up the work of another woman and follows it
through. The first shift is from 7 until 12.15. At 12 o’clock another
shift comes on, and the new worker stands behind the chair of the
old worker to get familiar with the immediate job, and then sits
down at 12.15 and works unttl 5 o’clock. We are going to get 10-hour
runs on our machines with 5-hour help.

We must allow for the woman not being able to do extra heavy.
work. A woman should not be required to lift more than 25 pounds.
That is the thing you and I must watch in our shops. We must
watch also that only women of particular types have standing
jobs. Whenever you find out what kind of work women can do, be
sure to find out whether it is a sitting job. If it is a standing
job be sure that the women you- pick are carefully supervised by
your woman nurse, to see that the standing strain on a woman is not
more than she can bear. Certain jobs in our factory are standing jobs
filled by women, but they are supervised by our nurse to see that no
injury is done. I am talking a little bit about standards of health
and sanitation. Of course, we need separate toilet and wash rooms;
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we don’t need to talk about that. We need the kind of health service
in a factory employing women that will take care of minor ailments.
T want to have you carry away some figures in your head. Fifty-six
per cent, roughly one-half, of the folks in our factory are women. Of
the people we treat in our clinic 76 per cent are women, showing that
women need the care of a nurse more frequently than men. The
nurse in our factory is not merely binding up the wounded and
broken, because our industry has little hazard. She is in charge of
our health education department, and she talks to every woman as a
woman can talk to a woman. She is doing a tremendous work in
health education. Women seem to suffer fatigue from the monoto-
nous operations more acutely than do men. In the early spring we
started an established rest period in the morning. We were not just
sure how it would take; so we began it by degrees. Between 9 and
9.30 our women may leave their machines and go to the lunchroom.
Lunch will be served; coffee, milk, and crackers. Fifty per cent of
the factory employees take advantage of the opportunity; of these
80 per cent are women. It is going lo result in our establishing a
15-minute rest period in the morning and afternoon. We find that
the girls who go to the lunch room come back to their job more effi-
cient for the remaining hours of the morning. The labor laws of
England now in force as a result of the conditions there, show
that women should not be exposed to excessive heat or cold; that the
temperature must be an average, and must be maintained, if women
are to be employed successfully without injury to their health., We
must raise the question of exposure in our shops. I am not going to
expect much mercy when I talk about the style question; the women
are wearing shoes that are not fitted for work. Some of them are
made out of paper, and on a particularly rainy morning a girl will
come with shoes not in repair and her feet will be wet. We have a
supply of dry shoes and stockings, and we are sure that in this way
many colds are prevented, and it is good business. Although we are
not doing this in a business spirit, it is good business to keep your
help on the job. The lunch room is necessary especially for women,
a place where they may sit in pleasant surroundings; and it should
be in the building.

With regard to the standard of wages I must consider that subject
briefly. The cry to-day is “equal wages for equal work.” I am
not going to deny publicly that women are worth as much in industry
as men; I am going to question some things, and hand them out to
you to mull over. If you establish a piece rate in your shop, make
1t the same for women as for men. But consider a minute the value
of a woman on a straight week wage, taking the place of a man.
There are some drawbacks to the same week wages for women. TFirst,
is the length of service. We find that 48 per cent of the men in our
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shop have been with us five years and over. We find that 24 per cent
of the women, just half of the proportion among the men, have been
there five years and over. A woman, particularly a young woman,
takes the job as an interlude until she may be exposed to matrimony.
That is, the accumulated value that that woman has to the employer
is lessened because of the knowledge that the woman has necessarily
a shorter life at work than a man, The average life of women in in-
dustry is less than five years. Talce the social significance of it. Aver-
age up your women and men, and you will find that the men have a
larger financial responsibility. Without arguing the point, the ma-
jority of the men are married and have financial responsibilities. Of
course, we have widows, but that is the unusual case. Men need a
larger financial return than do women in the majority of cases. If a
man be inclined to employ women under 18 or women at all, he is nec-
essarily restricted by law to shorter hours. In case of a pealk Joad in
any department it is easier to work that department overtime if men
are employed in the department than if women alone are employed,
and it does upset the arrangement of the factory, especially if over-
time is to be taken into consideration. As much as possible we must
struggle along without working overtime; but it is sometimes neces-
sary for certain departments to work overtime, and if that can’t be
done by women, their value to the employer is somewhat lessened on
that account. A curious thing, we find—I am interested to know if
this experience is borne out elsewhere—that the absence record among
women is double that among men. It is hard to tabulate figures on
reasons for absence; but we find women stay home to keep house—
for no other cause apparently; they simply do not want to come to
worl. We do not find that so much among men. We find that women
are less adaptable than men. Tlere are only a limited number of jobs
we ought to put them on. Women get a sort of an affection for the
chair in which they sit, or the girl next to them; and when you trans-
fer them from one department to another, they weep. But to a man
all we have to say is, “ Bill, we are stuck. Can you help us out?”
But you must argue the whole case with a woman and tell her she is
coming back tomorrow to sit next to Mary. I am telling these things
to suggest to you, not to deny that women are worth as much as men,
but to suggest to you that women may not be so valuable on a week-
wage principle as men. As I mulled over this speech last night, I
said T must work up to some flight of oratory as I finish. A man
ought to do that in giving a speech. I want to say just this, as a
mere man, as a man who for two years was a common laborer in the
lumber mills of Colorado, and apprentice in a tool shop, janitor of
a public museum, that as to standards of workrooms and standards of
work what I have given you applics, for the greater part, to men as
well as to women. You know we heard a lot yesterday about the
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slacker, about the fellow that works one day, and then goes for an-
other jeb; in Cleveland we call him the “industrial tourist.” We
heard a 1ot about that fellow, but let me say to you that industry is
responsible for the industrial slacker. I defy any of you successfully
to find, as a principle of anthropology, that man is a migratory ani-
mal by nature. We have fostered that spirit and that sort of thing,
and you and I are going to judge the efficiency of our work by the
reduction of the “industrial tourists.” We are expecting something
from workmen we don’t give ourselves. How many of you men and
women from the organizations represented here give a month's
notice or a day’s notice to your employeecs when you fire them? Yet
we stand and kick because a man leaves without giving notice and
goes somewhere else, when we ourselves don’t give him any notice.
We ought never to fire a man without three days’ notice, and we
ought to pay him the wages for the time of the notice. We must
emphasize that when we employ him. A girl called me up not
long ago and said, “ I have been offcred a job to which I want to go;
but you have been so decent over there, and you emphasized the fact
that you would not fire me without three days’ notice. But I am
afraid that if I don’t get to my new work on Monday I will lose that
job.” She appreciated the good will of H. Black & Co. Quit your
foolish advertising. Don’t care whether you are alone in the city or
not. Quit it, because you are bidding against one another, and you are
taking men from the east end of the town to the west, because of your
adroitly worded advertisement. Put your emphasis on your employ-
ment standard. Don’t say to me or to anybody else that you have not
been able to convinee your general maunager that standards in vour
shop are wise. That is your job, and when we say that it is difficult,
it is true, but that hard-headed president or general manager can sce
the good business of keeping people and cutting down labor turnover.
I wish somebody would say again and again, “ Keep the help vou
have got; you would have less turnover.” Establish certain stand-
ards of Jabor; standards that we are beginning to establish, standards
for women that we should have; and standards for men. Sell that
idea. That is your job and mine. Five years from now we will not
be talking about the “industrial tourist.” We will begin to talk
about human efficiency, in terms of incentive to good health, and in-
centive for clean living; and the “industrial tourist” and turnover
of labor will be greatly reduced.

The Cramraax. We have been fortunate this morning in our pro-
gram. In fact, we have not time to finish it. Miss Obenauer, of the
Industrial Service Section of the Signal Corps, and Mr. Carpenter,
of the Recording and Computing Machine Co., of Dayton, Ohio, have
been obliged to decline the invitation to come here,

[Session adjourned at 12 noon.]
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FRIDAY, MAY 10—-AFTERNOON SESSION.

CHAIRMAN ! CAPT. BOYD FISHER, ORD. R. C., SUPERVISOR, GOYERNMENT COURSES,
WASHINGTON, D. C.

SELECTING WORKMEN.

[The session was called to order at 1.30 p. m. by the chairman.]

The Cuairsax. We will come to order, please, gentlemen. Mr.
XKelly has not appeared upon the scene yet, so I think we better get
under way, and I will be glad to turn the meeting over to him on
his arrival. 'We will start the afternoon program by listening to Mr.
Mark M. Jones, of the Thos. A. Edison Industries, on “ Classification-
of personnel in the Army.”

CLASSIFICATION OF PERSONNEL IN THE ARMY.

BY MARK M. JONES, SUPERVISOR OF PERSONNEL, THOMAS A. EDISON INDUSTRIES,
ORANGE, N. J.

In the absence of Dr. Scott, the gentleman who was to have ap-

peared before you in this connection, I want to tell you something
about the largest single job in history in the selection and placing of
men. .
The advance of national standardization has been very much ac-
celerated by the War. War standardization has been heard of a
great deal. While as a Nation we have frowned upon great concen-
tration of capital and great concentration of power, it now seems
clear that as any one thing increases so the methods for controlling
it increase at the same time.

The relations between functions in industry must be very carefully
analyzed, standardized, and made available; that is, the concentrated
results must be made available in some form that is recorded
for the benefit of all individuals in the organization. There is a
areat deal of knowledge in the world; that is, there are a few new
things. There 1s, however, a tremendous amount of information
that has not yet been reduced to paper, especially information with
regard to the selection of workers.

I started out by referring to the magnitude of the job of the Com-
mittee on Classification of Personnel in the Army. That committee
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was a civilian organization appointed last summer by the Secretary
of War to consider the formulation and adoption of a plan for select-
ing officers for the Army. They developed a system the fundamentals
of which were devised by Prof. Walter Dill Scott, who was made the
director of the committee. The duties of the committee increased so
rapidly that it ultimately expanded into a tremendous organization.

Congress declared the policy of the Nation to be selective service;
in other words, every man should be given an opportunity to use his
own individual talents to the best advantage, not only in civil life
but in the Army. As soon as the selective-service act became effective
the problem of carrying into effect the policy of Congress faced the
Administration, and this committee was designated by The Adjutant
General to solve that problem for the Army. The committee consisted
of 11 members; I believe a number of the members were professors in
colleges and universities, and several were employment managers or
personnel executives in large institutions. The committee faced not
quite such a serious problem as we have here because it did not have to
go out and “dig up ” the men from whom to select; fortunately that
was not a consideration entering into the work. It was simply a mat-
ter of sifting those who came to the Army, sifting them by various
methods until they finally were put into the right place. Selection
after all is a matter of sifting, and you may use various instrumen-
talities for that purpose to assist you in fitting the right sort of a
scheme to your own organization.

Before the members of the committee could start sifting they had
to have an inventory of qualifications of the men who came to them;
they therefore used the idea of an application blank for mili-
tary purposes and developed a classification card for the Army. The
classification card provides space for the man’s name; his occupa-
tion; just what the man did—for instance, a man might say that he
was a machinist, but you would find upon further questioning that
he had simply operated some little machine on a production opera-
tion and that he was no more a machinist than he was an administra-
tive specialist; how good he was at his job, i. e., expert, journeyman,
or apprentice; the name of the firm; that of the department or
branch; the address of the firm; the man’s vocational assignment
with the Army; his military education; the record of trade tests;
whether or mot the man is married; his race, age, height, and
weight; and a list of important occupations, those in which he has
had some experience being marked with a single check, those in
which he is an expert with a double check. The reverse side of the
eard shows the man’s education, language spoken, military experi-
ence, place of birth, citizenship, the local board from which he came,
his signature, and provides a space for records. A number is placed
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opposite each occupation and across the top of the card. That num-
ber is also recorded. Tabs of different color are used to indicate
different degrees of expertness—a green tab originally meant an
expert and an orange tab a novice. A black tab covers the man
who speaks French and German or who has had previous military
experience, or has other important qualifications you would want to
know if you were selecting men. Thus, by the use of these devices
you can definitely link up the whole file with the qualifications of
the man represented by the card. In other words, you look down the
file and over 22 you find the tabs covering chauffeurs, and of course
it is apparent to any of you that that expedites picking out a man,

This may be an old story to some of you, but.if your company is
after men, these facts apply to your business and these are your
problems, notwithstanding the difference in size between your com-
pany and the Army.

Since it soon became apparent that this was a war of specialists, it
becaine necessary not only to make this machinery effective but to
make it reach the highest possible degree of efficiency. When the
system was started it was used in connectign with the men who were
drawn under the selective-service gct, later it was extended to cover
the National Guard and Regular Army, and now all the military
forces of the Nation are covered—not only the enlisted men but the
officers also.

At the time the system was started T represented the committee at
Camp Upton, Long Island. We conducted what I think was one
of the largest employment offices ever known; we had 372 people in
the employment office alone, and handled 3,000 men a day, assigning
them to the right branch of the Army and getting them on the pay
roll. Our problem was simply that of bringing the job and the man
together, and the handicap was determining the value of the man.
The man would state that he was an expert and you simply had to
take his word for it. Of course, the weekly earnings that he received
in his previous position gave you some index to his skill. There was
not sufficient time to take that matter up or get in touch with the pre-
vious employers; but it was apparent that something further must be
done, and we saw we had to have a national job analysis, so far as the
Army was concerned. We then had to formulate the standard trade
specifications and occupational index of the Army. I find that it is
an idea that will probably be carried out still further by the Depart-
ment of Labor as it was referred to by their representative in his
remarks.

The trade specifications are simiply military specifications. They
represent the ideas of those men in the Army who are responsible for
results, as to just what qualifications their men should have. It is
nothing more or less than a job analysis that covers a wide expanse
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of territory; it sets up a common language throughout the Army; it
puts the same name on the same job everywhere in the Army, and
presents an opportunity for requisitioning men on a catalogue basis.
The specifications have been drawn up to carry out that idea. We
have a book arranged so that the occupation is stated on the side and
the symbol number appears over it, and the code number to the right.
Each paragraph also has a number. The book shows the duties,
qualifications, and substitute occupations, and is just as brief a de-
seription as is possible of the military needs in that connection. I do
not think it is ideal or that the descriptions are all that they will
ultimately be, but I think it represents an important step forward.
This work has, I believe, been taken up by the Department of Labor
and will be extended on an industrial basis. What the Army has
done is not new; it has just been done in a different way and for a
different purpose from anything done before.

Some one asks, “ Can a copy of that book be obtained?” T do not
think so, but the idea will be useful to you. So far as individual
concerns are concerned, I think the value of this would rest in the
outline of a method which they may work out in a similar way in
their business. Not everything in it would interest the average em-
ployméent man. A great many of you have a job analysis, and if you
do not have it, you ought to.

As soon as you have the job analysis you have the first working
tool of the interviews; if you know what job you have to fill, then you
can start out and find the man to fill it. The size of the requisition has
some bearing. You are fortunate in not being in the position of the
Army, because officers receive requisitions from 1 to 10,000 men.
That requires pretty fine sifting, and you then appreciate the great
value of a tab system.

When you come to fitting the man to the job you run into a rather
unknown quantity, because we have been depending upon the general
experience of men who as interviewers concentrated their previous
mechanical experience at that point in the interest of the organiza-
tion. You usually only cover four general needs: (1) The personal
desire of the man, (2) his personality, (3) his trade knowledge, and
(4) his skill. Of course, the importance of each will depend en-
tirely upon the job; they will have to be balanced to get the result
vou are seeking. To work that out on a uniform basis it is necessary
to have a measuring instrument of some kind. The judgment of the
interviewer has been the measuring instrument. In the Army it was
found that experienced interviewers were not available, so it was
found necessary to devise a system that could be used by men of ordi-
nary training. Naturally, you will not go in your own plant as far
as the Army has had to go, but some of these measuring instruments
may be applied in a particularly useful way during these times when
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experienced interviewers are not available. You can put a tool of
this sort in the hands of a man of higher intelligence and, of course,
get much better results than if you left him without any other tool
than his own judgment.

For military purposes a small handbook entitled “Aids to Inter-
viewers” was developed. It contains a set of questions covering 120
occupations of first importance-to the Army. The questions are de-
signed to show in which of three general groups—apprentice,
journeyman, and journeyman expert—a man should be placed. The
questions are not yet perfect. They represent, however, a distinct
advance over the methods used by interviewers prior to this time,
and I think the presentation of the Army experience in this con-
nection will be helpful to you. The questions will be useful at the
start particularly. When you put a new interviewer on the job he
will have a reinforcement that will do much to improve the results,
and after awhile he will not need to refer to the questions, because
he will hire men only for a limited number of jobs. They are most
useful, because you have to put new men on and you may have to
have a substitute do the interviewing in the absence of the man in
charge.

The important consideration in formulating material of this sort
is the manner of stating the question. It seems, for instance, that
a man should not be asked the question, “ Can you operate both a
hand-screw machine and an antomatic-serew machine?” Is it not
far better to state the question thus: “ What kind of machines have
you operated?” In other words, do not state a question that gives
the candidate the answer. Personality depends upon the position
and is something we might not attempt to measure from a trade
standpoint. We have proceeded further on the question of checking
trade knowledge and at the present time are working on a system
of combining oral questions and photographs as a step further than
this. The idea is to have photographs of all the tools of the trade
and on a separate sheet a number for each tool and a statement of
what the tool is and how it is used. Foremen who have used this
method claim to be able to check about 90 per cent as to the candi-
date’s ability when he appears for examination. The photograph
method should, of course, be used in connection with the oral ques-
tions and the two will work in together excellently.

If I were in the average industry and thought something like this
would be helpful T would get trade catalogues of a number of con-
cerns, cut out pictures of tools and machines, mount them on cards,
and place them in the hands of the men in the employment. office.
They would thus have something that will often serve them in a
most useful way.
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The problem of the interviewer is to measure the applicant’s fitness
for the job, and the more nearly the tests in the employment office
can be made to conform to requirements of the job the more success-
ful the examination will be. I show you a photograph of the tools
of the sheet-metal worker. Here are the tools of a blacksmith. Here
are the tools of a wire-rope splicer or lineman. Here we have the
lathe, the various tools around it, numbered for identification by
the man who says he is a machinist. We have an automatic-screw
machine with cutting tools fitting it. You can vary that and put
a number of machines in one photograph. You may go a step
further and have in your employment office a photograph of a man
working on a machine, and if your job is located a great distance
from the office you might find it helpful to take the job to the office
instead of taking the applicant to the job; it will save time and you
can get excellent results. Photographs can be supplemented still
further by blue prints. You can have a wiring diagram in your
employment office, or you can have a pipe layout; and you can carry
the idea just as far as the needs of the situation may demand.

When an interviewer gets through with the question of trade
knowledge the sole remaining question is that of skill; that is, as to
how expert the man is who knows all these things about a job, and
whether he has been primed by some one and is there simply answer-
ing, parrot like, questions that he has already been informed on.
The only way finally to check that is by measuring his skill, and, of
course, in the average industry that is determined by the performance
test the man is given on the first day or first week or first month. In
the Army we go just as far as possible definitely to determine the
ability of a man so that he may not be sent out to do something he can
not do. It is more important in the Army than in an industry to have
this knowledge. The ultimate scheme for measuring skill in the
Army seems to be to have, at various points where large military
forces ave concentrated, testing laboratories, equipped with the ma-
chinery and tools with which to give the tests that will determine the
man’s skill. Just how far one should go naturally depends upon the
predominating occupations in the territory from which that point
draws its men, .

How these tests can be adapted to the average industry is a ques-
tion. Some of you have tools in your offices now, and the man has
to demonstrate what that tool is and how to use it. It is very seldom
we go further than that, but it is possible to carry it further any
time when you are warranted in sifting fine. In these days it is a
pretty-hard job to find the men to sift at all.

The line of development of “Aids to Interviewers” will depend
upon the class of positions to be filled. This work for the Army
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simply indicates that the problem in setting up machinery for selec-
tion is to make available to the interviewer the information you
already have. As I see it, the idea of “Aids to Interviewers” can be
developed on a pretty broad basis. These “aids” will help in setting
the standards for trade education in occupations that have been
covered.

If you can use any of these ideas, I place them before you for
whatever they are worth.

The Cramryan, We will be glad to hear from Mr. Miles of the
Council of National Defense.
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WOMEN IN INDUSTRY.

BY H. E. MILES, CHAIRMAN, SECTION ON INDUSTRIAL TRAINING FOR THE WAR
EMERGENCY, COUNCIL OF NATIONAL DEFENSE, WASHINGTON, D. c.t

I am asked to speak on “Women in industry.”

This is a very interesting subject at this time, but a year hence it
will be almost commonplace.

My real interest is in intensified war production, in saving the
lives of allies at the front, and advancing the day of victory by the
more perfect use of our factories.

This larger view and the study of foreign experience justifies the
statement that fundamentally production in the machine trades is
not a matter of sex, but only of skill and numbers. That we have
thought in terms of sex betrays our passing ignorance.

This does not mean that we are to hurry women into our factories.
On the contrary, the cares of civilization have been divided between
the sexes. Men, by common judgment, have been the fighters and
the economic producers, and will continue so. But we must regard
womankind with a new appreciation, with a thorough-going reali-
zation that women are able to do almost anything that men are now
doing in our factories except where brute strength is required.

Says Mr. Kellaway, Secretary to the British Ministry of Muni-
tions: '

No limit exists to-day to the capacity of women in the engineering [i. e,
mechanical] and chemical industries, and the adaptability of the manufac-
turers seems to be equally great,

Says Mr. Ben H. Morgan, specialist in industrial training, of the
British Ministry of Munitions:

By the process of dilution, we have been able to place in munition works
about 950,000 womten to do work from the heaviest laboring unskilled operation
to the highest grade of toolroom nonrepetition work. * * * After a few
months’ workshop experience, women are to-day building the greater part of
one of the best high-speed engines in the country, each woman setting her own
tools and work, and able to machine any piece of work that the tool she is on
will take. * * * Turning and finishing test piece in various metals to a
five thousandth; making tools and gauges of all kinds to fine limits; all
varieties of bench fitting to drawings and marking-off work of every descrip-
tion. # * * Women are doing magnificent work both as regards accuracy
and output.

1 Since this address was made the Government has cstablished at Washington, D. C,,
{he Training and Dilution Service, with Mr. Chas. ‘T, Clayton as director and Mr. Miley
as chief of training. X
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Why are women doing these things in England, France, and Italy?
Not because naturally desirous, but because—

Had the women of Britain been unable or unwilling to step into the vacant
places, the war, first lost in the workshop, would have been finally lost in the
field.

In her hour of greatest need, Britain has called to her daughters. She has
not called in vain. By their industry, their efforts, and their heroic sacrifices
the women of Britain [and France and Italy] have saved their country and
have saved the world,

There is ample assurance that these women will withdraw from
the factories as happily as the soldiers will withdraw from the
trenches with the coming victory. Many women will be almost as
unwilling to continue their factory work—many of them are deli-
cately reared—as the men to continue in their present occupation of
killing.

Meantime, the factories of England and France are operated
mostly by men past the draft age, by the physically unfit, and, in
very great measure, by women. Of these three classes, if any excel
in accomplishment, it is the women, not in the least because they are
wonien, but because they are young, strong, open-minded, and desper-
ately in earnest.

'The wonder is that production is not less but far greater per
operative than in peace times.

Sex has no more to do with mechanics than eating has,

This being so, are not those employment managers who do not
know this and do not have this in mind in case of necessity, a
possible hurt to their companies and to the cause of victory, because
they are unprepared, upon occasion, to use exhaustless forces imme-
diately at hand?

Such manifest qualifications of these general statements as that
of the greater muscular strength of men and the finer touch and
sensitiveness of women’s hands, etc., T leave you to make.

Let no one assume from the facts stated, however, that women
may properly be rushed into our factories.

Our situation as yet only remotely compares with England’s.
England had to use women,

We must prove the need as we go along; and no man not now in
essential war work may shirk a factory job on the ground that
“some woman can do it.”

Women are to supplement men, not to supplant them.

The section on Industrial Training, of which the speaker is chair-
man, is composed of equal numbers of representatives of organized
labor, of leading employers, and of experts in industrial training.

It is the judgment of each of these groups and the pronouncement
of the section that our first duty is to train every unemployed wage
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earner for an essential trade and preferably for a job of correspond-
ing value to the one he leaves, and to give preference to the men now
in the factories before bringing in either men or women from out-
side industry.

Also, the representatives of labor and employers must go hand
in hand in this work. Said a great member of an English labor com-
mission, “ You can not go faster than labor can sce the way.”

We are all fighting as brothers in this war. Every employer owes

" it to the cause and to himself, not only to deal fairly with labor and
not to use the present situation for temporary advantage, but to
make his position so clear in this respect that none can misunder-
stand him.

Few realize the strain that is coming upon industry in the next
few months. We should seriously consider an army of 5,000,000 men
as probable by 1919. After debate, Congress struck even that number
out as a limit.

After the additional millions have joined the colors, we must pro-
duce not less but very much more in our factories than now.

Authorities who should know say there is a shortage now of 250,
000 common laborers and as much more of skilled laborers,

It is estimated that from 600,000 to 800,000 must be brought into
our factories by January 1, and taught te perform skilled opera-
tions. This is an estimate only, but it is by authorities who can
judge as well as any.

You, as employment managers, have the task of getting them.
You can not continue to gamble on faces at the employment gate;
you can not continue to advertise promiscuously; to “scout;” to
spend from $20 to $50, as some of you do, for each new person of
whatever ability, whom you get upon your pay rolls.

The old order has passed away. We must develop now methods
as scientific and intensive as we have ever developed in other fields
of production, and by these new methods we must make the skill that
will make the product. We must ac¢t upon the proven experience of
nations that have been longer in the war and accept that experience
at full value, with only such modifications as may become necessary.

The foreign experience is a written book. England and France
first “ mussed along” as we have done. Then they resorted to their
trade schools and found, as we will, that these schools had to be re-
equipped and the school instructors replaced almost entirely by
factory foremen and factory mechanics with production experience
and minds free from the burden of “related instruction,” and all
else not necessary to instant accomplishmesit.

England is using 60 trade schools to decided advantage in this
way, but they give her only 1,700 new workers per month, and most
of those for the simpler operations.
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She has also five instructional factories that accommodate 800 per-
sons in courses of about six weeks,

We already have in the United States a few schools doing war
work of the highest order and examples of what-dozens of schools
should be that are now as dead to industrial service as if they were
in China.

Instances of these splendid schools are the Worcester Trade School,
which will cooperate with a group of Worcester factories through the
summer; Pratt Institute, of Brooklyn, which is training for high
factory service two or more shifts daily of men from the nonessential
trades and others; the State Trade School, of Bridgeport, which
is training men to be high-grade machinists on special operations;
the Boardman Apprentice School, of New Haven, and the Cass
Technical School, of Detroit. The director of the lust-named school,
Mr. Allen, says:

We have taken high-grade machinists in Detroit who have been in the shops
for a couple of years and were familiar with the use of drawings, decimal
equivalents, etc., and made tool-room machine operators doing work of con-
siderable variety, each on a single type machine, almost immediately. In
three or four months, by continuing to watch and instruct such a man, he has
been able to run almost any machine and do on it almost any work laid out
by the toolmaker.

Great as is the service of the schools in England, and great as it
will sometime be in the United States, it is necessarily slight as com-
pared with the total need.

Remember that there were only 488,000 mechanics in the United
States in 1910 according to the census of that year, and that many of
these must be in France for maintenance and repair work; then re-
member that 600,000 more than we now have must be brought into
the factories by about January 1 and made skilled.

It was such a situation as this that caused the employers of France
and England to see a new obligation resting upon themselves, collat-
eral with the contract obligation to deliver the product contracted
for. The necessary skilled help was not in existence. The schools
were inadequate. Each factory had to train the skilled operatives to
make the product.

Training rooms were established in many factories and the success
exceeded expectations.

Soon the British Government made the establishment of these
training rooms a part of the contract obligation.

The French Ministry of Munitions appointed a commission to
investigate and recommend, and upon the findings of this commis-
sion required every factory in France employing 300 workers or
more to establish a training room, preferably near the tool room,
for its employees.
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Tt wis no excuse for a factory to say that it had plenty of skilled
help. In that case, much of its help would be taken away to other
factories that were in need. Smaller factories were excused from
training, as they should be in this country, only in case they ar-
ranged with a public school for the training of their help.

So many great factories in America are now putting in these
training rooms as to make it no longer experimental. It is already
a moral obligation upon every employer and we need not be surprised
if it is soon required here as abroad.

One hundred and fifty factories in this country will spend many
millions in training their workers. These are only some of the first
to begin. One is spending at the rate of $457,000 annually. Another
includes in its annual budget $730,000 for training departments in
two of its plants. Several will equal these: Others will meet their
requirements most moderately.

This outlay seems large but it is virtually no expense at all, because
the training rooms are production departments, as later explained.

Contrast this expense incurred for a good return in production
and the stoppage of labor turnover with that cf a factory which has
spent $750,000 in the last six months in getting 15,000 new workers
on its books, two-thirds of whom have since quit, leaving many ma-
chines still idle and not a few broken, and with no adequate repair
force to put them in order.

The instructors in these training rooms src simply skilled men
taken from the operating force—not foremen, who can ill be spared.
Often an operator can teach better than a foreman. The instructor
must have the teacher’s instinet, he must be able to tell what he knows
and be patient and sympathetic. Ie must be of excellent character
and able to deal with women when they are to be trained.

It has been surprisingly ecasy to find and develop instructors in
our plants. We have found, working at machines, men from techni-
cal secondary schools and colleges and men who have been teachers.
Any man selected should be watched carefully until proven fit. He
should immediately visit successful training rooms and begin by
using their experience.

A training room may well be called a “ human tool room” where
the human instruments of production are made especially fit and
happy at their tasks.

Among the principal functions of a training room are these:

1. The “upgrading ” of present workers. It is an industrial and
social blunder to go outside habitually for new workers for superior
places. In some of our factories the whole spirit has been strength-
ened, the output increased, and the wastage diminished by a policy
of promoting wherever possible and using the training room as a
means of advancement from any place to the next higher.
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We need high-grade mechanics. Says an able president of a
machinists’ union in a great city:

I used to fasten engine cylinders to the floor and rig up apparatus overhead
with which I rebored the cylinders, measuring them with ordinary calipers,
and I did a good job. Men of this sort can be trained for high-grade tool-
room work in short order.

So, men are being upgraded through training rooms by intensive,
scientific instruction in production on the job they are to fill. The
results are 1n happy contrast to the old way of simply pushing a
man from one machine to another.

To illustrate: A man hired as an all-round toolmaker was set
to boring a 75-mm. cannon. He called to the job boss, “ Come and
give me some pointers.” Said the boss, “ Weren’t you hired as an
all-round toolmaker?” “Yes.” “Then, d you, bore that or get
out.” He got out, and later explained that he is an all-round tool-
malker, but had never seen a modern cannon and did not propose to
spoil the first one. He could have been trained in a single day or
less, without cost to continued high production. As it was, the com-
pany lost a good and conscientious worker, and also $50 spent in
securing him.

Five years ago one of our expert directors of training visiting
the Krupp works in Essen was told that that company let no new
man go directly into the shop. It tried him out in the tralnlnv
room and then phced him just right.

2. Men from nonessential industries, the new “work or fight™”
men, and others are being trained with such dispatch and success as
surprises the factories that have these “ vestibule” schools. I have
given you some instances. They can be multiplied indefinitely. A
butcher was quickly trained to be a good bench hand and is now an
instructor at the age of 55. A masseur from a Turkish bath quickly
mastered a No. 83 Cincinnati horizontal milling machine. A carpen-
ter, aged 61, took a longer time, but acquired very general ability.
A laundry shirt ironer after three days operated a screw machine
and produced 25 per cent more than had been estimated by the
makers of the machine. At the end of a week, he took the machine
to pieces to get acquainted with its entire mechanism. A plumber
quickly became a milling-machine operator. Also, a wagon driver
at the end of a week could read the blueprints of his work, and oper-
ate a milling machine.

Women—As regards women, the training room is almost a nec-
essity.

We are treating women like children. We are giving them tasks
that boys could do, and * fool-proof” jobs. But their intelligence
is naturally as good as men’s and we must not forget that an un-
usually high class of women are offering their services, women corre-
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sponding to the venturesome, courageous, far-seeing men -who first
volunteered.

Mr. J. J. Pierson, dilution officer of the British Ministry of Muni-
tions, London district, says:

You can train a woman for the tool room in three weeks. If you can’t do
it in three weeks, you can’t do it at all. You have simply gotten the wrong
woman. Pick out a long-fingered, sensitive, intelligent woman, who is doing
especially well on a simpler task and upgrade her in this way.

Do not misunderstand him. He is a great production man and
knows from extensive experience. He also knows that it takes many
years to make an all-round toolmaker. In England, however, it is
not permitted to use such a toolmaker except on work that only he
can do. All the simpler processes in the tool room are segregated
and given to newly trained operators, each operator is quickly taught
to operate a single machine with precision and accuracy. Thus
quantity of production is secured equal to that of the all-round man
because the latter is relieved of simple work that would take him as
long a time as the new trainee.

Some shops are disorganized with poor spirit and confusion. In
some there is opposition and prejudice regarding women. Many
women will not go directly into factories. Many tell us that they
came because there was special provision for training. When the
time comes for women, begin with the ages 20 to 35, and preferably
with women having relatives at the front or recommended by your
best men. Insist upon a war spirit; require production from the
first, averaging up with the factory, with 100 per cent accuraey, no
wastage. Women, by the way, refuse to waste anything. Boys are

.careless. Keep these three daily checks on the training room:

(@) Number of trainees passed into the shop daily. If this were
the only check, they would be sent in too rapidly and not sufliciently
trained.

(&) Cost of training per operative. If this were the only check,
good workers would be kept too long in the training room.

(¢) One hundred per cent Government inspection. No wastage.

Follow up the trainees in the factory for two or three weeks to
make sure that each feels at home and is doing as well as expected.

Objections to the training room.—Some employers say their
tactories are so crowded they have no space for a training room.
This is impossible. The machines take the same space in the training
rcom that they would take in the factory. Some say they can not
spare the machines from production, but they produce as much in
.the training room as they average in the factory and soon greatly
Jncrease production throughout the factory except in rare instances
where factories are still perfectly organized with the best prewar
rate of production and accuracy. In one factory, eight weeks after
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the training room was started, 10,000 old operatives speeded up
materially, Where the factory morale is low, the training room
seems almost necessary for the development of a war spirit.

It was probably with the latter condition in mind that Mr. Pierson
said that an increase of 25 per cent in production could be depended
upon. We know of much greater increases, and we know of no
increases in a few cases under exceptionally successful managements.

Cost—One factory is spending at the rate of $30,000 annually in
its training room, but this is only $3 per trainee. As its entire force
of 10,000 workers speeded up in consequence and as each trainee
is above the average shop worker in production, and as the new
workers must be trained somchow, in any event, I leave you to figure
the cost.

In one factory about 3,000 persons are employed monthly, and half
that number quit. In this factory less than 4 per cent of all who have
entered through its four months old training room have since quit.
Figure the cost. ‘

In another factory I would estimate the gross daily cost of train-
ing at from $50 to $100, and the reduction in wastage at nearer $5,000.

Consider your own expense as employment managers, your inability
to man your shops adequately, the old “ hire-and-fire ” estimate of $50
to $150 cost per man for “breaking him in,” and against these ex-
penses put from $3 to $10 as a probable cost, net, per trainee.

Wages~—Pay good wages in the training room. It makes little
difference to you how much, for the period is short. Of course, you
will pay women according to their production and service, the same
as men. That is now everywhere agreed.

Welfare work.~—This is now understood. Women especially must
be amply provided for. Woman is the more delicate instrument and,
like the Kentucky thoroughbred, if I may make the comparison, she
needs grooming; and good care pays.

T he sew problem.—There is none if you are wise. TFrom the first
instant provide against it. Let “ Mind your business” be the order
to every operative. I like best a Philadelphia factory where many
women of a splendid type are under the supervision of one chosen
from themselves as assistant to the superintendent. This assistant
knows what it is to work at a machine all day ; she knows factory life.
She is high minded, quiet, and well balanced. Under her direction
no woman recognizes any man except the one in charge. The men
like this. There are no implications and no complications, no glances,
no smirking. Not even does a passing clerk or friend stop to gossip.

Half our troubles in this matter come from suspicion and curiosity.
Kill these, set the highest standard, and the shop tone is better for:
the presence of women. Trifle or neglect and you will get your due,
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Not a panacea.—The traming room is not a miracle worker, neither
is it needed for instruction on the simplest processes. As heretofore,
the ordinary drill press, the turning of a shell, and many fool-proof
operations of great accuracy can be taught on the machine in a prop-
erly organized factory. Every factory, however, needs operatives
for the finer processes, and the higher the process the more the need.
For all but the simpler processes the training room is necessary in
this crisis. Those who have these training rooms already see that,
like their tool rooms, they have come to stay.

I have shown you, as I have talked, many pictures in substantia-
tion of my statements. You have seen women rather quickly taught
to do things that in peace times we thought that only a few men could
do. You have seen how and why England is winning the War in her
factories. Will you win it in ours?

You have seen men from the nonessential trades performing the
highest sort of service in war production. Will you help them per-
form such service in your own communities?

Training must be made a community matter as it is in Worcester,
Buffalo, and Detroit, and is coming to be elsewhere. Factories must
de differently in different communities, and each must plan with tho
others in the common interest.

Above everything labor men must be consulted, for they are making
great concessions here as in England, and they must know, as trustees
of a great interest, what is proposed and what is done.

I am asked to answer the following questions:

1. What adjustments are made necessary by the introduction of
women into employment ?

Answer. (¢) A woman assistant to the superintendent or “shop
mother,” with no power to give orders, but with full power to con-
sult, hear troubles, and advise, and mighty keen to detect and prevent
sex influence.

() Bloomerette costumes (khaki) and low-heeled shoes; rest
rooms; doctor or nurse, etc. The doctor will be called upon less than
you expect if the welfare conditions are right, for a great many
women thrive on factory work of the right sort.

(¢) Good, hot, midday lunch at cost; 10 minutes’ rest mid morn-
ing and mid afternoon, and either an eight-hour day, or nine hours’
maximum, with Saturday afternoon off. We are speaking now not
of the basiec day, but of the actual limitations in hours of physical
exertion under any conditions.

(d) -Seats with backs to use occasionally or usually.

(¢) Ages, preferably 20 to 35, serious minded, recommended by
the best men employees, preferably ¢ with relatives at the front "—u
war spirit.
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2. What steps should an employment manager take in getting the
employer to use women in his plant?

Answer. (a) Before taking any steps, make certain that male
wage earners can not reasonably be secured and that this is evident
to the working people and others. Then get the literature of the
Section on Industrial Training for the employer, including weekly
bulletins on new developments.

(6) Pry the employer’s mind loose from tradition and inertia—
some job. Turn him from the inclination to cry for assistance and
to the determination to help himself as far as he can—to try, even if
not cocksure.

(¢) Get him, or a constructive, determined, production man from
the factory, to visit two or three of the present best training rooms,
particularly one in a shop very like his own.

(d) Make a joint and community matter of all this. Some shops
should not use women at all, because the work is unusually dirty, or
excessively heavy, etc.; others in the community can, and must in
some cities, as the situation becomes acute, both for their own produc-
tion and as a relief to those who can not.

3. To what extent do the principles involved in training women
apply to the training of unskilled men to do skilled work?

Answer: Forget sex. Training is training, for man or woman—
brains and hands in either case, and woman’s hands commonly the
more subtle.

4. Won’t industry be flooded after the war by the great numbers
trained for temporary war production?

Angwer: From a deep religious sense or otherwise I dislike con-
sidering conditions after the war. I am absolutely confident that the
man or nation who submits to the highest known obligation will be
protected somehow in his lesser interests. There is but one supreme
obligation now—racial salvation through the winning of the war.
Those who are able to win the war will be able at its conclusion to
settle other matters.

I would train women, so far as it is fair, on war specialties, like
time fuses, light shells, rifles, and other things never to be made
again, at least in our generation.

To that extent, these new workers would then be taught only to
make war materials, and the only utterly nonessential occupation in
the world a short time hence will be the making of munitions.

The English labor unions prefer that women rather than boys
shall be brought into the factories, because boys will stay and women
not. The wage-earning period of a working woman’s life averages
5} years.

Furthermore, there will be millions less of able-bodied men at the
end of the War than at its beginning. There will be an untold
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amount of reconstruction in the devastated countries and of re-
plenishment everywhere else, for all the people in all the warring
countries are doing without many things, are wearing out old uten-
silg, clothes, ete. 1f, therefore, some of the newly taught people stay
in the factories we need not expect an oversupply of workers. We
have only to continue in the present spirit to get better wages, better
working conditions, and a general betterment applied in all present
endeavors in the field of industry.

This is certain: For the first time woman is put where she belongs,
in terms of her indivdual aptitude, not limited by the mere conven-
tions and traditions of sex. Nothing can be better for the race, and
we need not trouble now over details of adjustment.

In conclusion and to repeat, don’t train women or men from out-
side industry if there are wage-earning men idle who can be trained
to do the work. One heretofore idle should never be allowed to
crowd out a deserving worker, possibly one on whose income others
than himself depend.

77920°—19——9

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



JOB ANALYSIS.

BY H. 6. KOBICK, SUPERINTENDENT OF EMPLOYMENT, COMMONWEALTH EDISON CO.,
CHICAGO, ILL.

Yesterday Mr. Stearns, of the Westinghouse Electric & Manufac-
turing Co., of East Pittsburgh, spoke extensively on job analysis with
respect especially to machinery and lathes. Ile told us what the
Pittsburgh company had done in the matter of organizing their shop
help into classes A, B, C., etc. The company I am with in Chicago
felt the need, more particularly, of classifying its various occupa-
tions. We felt that our work was more or less specialized, though
we have a large number of trades and occupations that are in some
ways very common. In the organization we have approximately
5,000 employees. Several years ago we started out to find out accu-
rately what every man was doing, so we sent a form, a written form,
to every man in the organization. We asked him to tell us just what
he did and to what foreman or subforeman or head of department
he reported. These various forms were all assembled and classified,
and like occupations were then assembled. We found we had about
450 different occupations.

When we got these blanks together we found that there was a con-
giderable amount of correspondence. We then took these various
classifications and got them in shape. I have a number of them, and
will read them to show what our people really do. You can see that
the job of finishing of poles is that of an ordinary day laborer. We
have a number of employees doing this kind of work and felt they
comprised a specific class. The duties of another class involved re-
sponsibility, some familiarity with special conditions, and some pre-
vious experience, but did not involve the exercise of systematic judg-
ment. I could go on and specify 50 or 60 cases like these. We classi-
fied the positions in each department. They were given to the head
of each department so that he would know what he had in his depaxrt-
ment. We then found that the job was only 50 per cent completed,
and we are now “hooking up ” the kind of man who is best fitted for
that job. This is a big task, because there is great difficulty in ob-
taining definite information as to what occupation a man will fit.
We are getting along fairly well and hope later to have the entire
shop classified, so as to know what is what in each department. The
system classifies every man in the organization in the specific depart-
ment, and as changes in the organization come along we have a form
prepared. Then the employment department renews such record
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and if we think it is proper we change our records and establish a
new job in our shop. Almost always it is possible for us to go right
to the man on the job. I say to him, “I want you to tell me just
what you do every day.” T ask him to keep this form with him for
two or three days and tell him I will be back in a week or two and
want that he should make a card record of what he is doing. Then
I collect the records. That is our system. I have treated it fron
the point of view of its practical application in our company.

The Cuairman. The general subject of job analysis will also be
discussed by Mr. P, J. Nilsen, of Arthur Young & Co., Chicago, Il
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JOB ANALYSIS.
BY P. J. NILSEN, OF ARTHUR YOUNG & CO., CHICAGO, TLL.

Whenever I think of job analysis I am reminded of the expression
“square pegs in round holes.” You are all familiar with this ex-
pression. One of the speakers last night used it and it is a favorite
with writers on vocational guidance. Of course, the holes referred
to are the different positions that go to make an organization. If the
organization is represented by a chart, these holes might be rep-
resented by circles or rectangles of various dimensions depending
upon the importance or the kind of position. The pegs, then, are
the incumbents of these positions, or the persons all the way down
the line from president to messenger boy, who fill, or try to fill, these
holes. Now the number and kind of pogitions, or holes if you please,
are authorized and provided by the management and are fixed unless
changed by the management in a more or less formal and definite
way. These holes exist whether they are filled or vacant. But the
number and kind of pegs to go into these holes vary considerably
and depend upon conditions not easily controlled. It is the func-
tion of the employment department to keep these holes filled with
pegs that fit and that will stay “put” a reasonable length of time.

But you say, “ What has this got to do with job analysis*? Simply
this: If the employment department is going to select pegs that fig
and will stay put (perhaps by the use of the trade tests that Mr.
Jones has told us about) it must know the dimensions and other char-
acteristics of the holes that are to be filled, that is the employment de-
partment must know the duties, the responsibilities, the compensation,
and the posibilities for each of the positions in the organization be-
fore it can set up its specifications for the kind of persons that should
be secured to fill them. In other words, job analysis is the first step
in preparing specifications for hiring.

There are several scurces from which the information for job
analysis may be secured and each source should be fully utilized, even
though this may in cases mean some duplication of information.

First and foremost there is the original plan or intention of the
management that assigns certain responsibilities and duties to the
position. Then there is the established procedure or schedule of
operations (if the concern is far enough along to have established
its procedure). This may often be found in the form of rules,
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regulations, standards, and other routine guides. Finally there is the
information that may be collected through actual examination into
the work being performed by the incumbent of the position. In
securing information from employees to be checked by their superiors
and to be matched against the data independently secured by the
management we have used what we call a duty sheet.

These duty sheets, or questionnaires as they might be called, con-
tain a series of questions on the duties of the positions analyzed and
are sent to the incumbent of each position. It will be found that the
usefulness of the answers received will depend upon the thought and
care taken in selecting the questions. If the jobs analyzed occur in
a machine shop, the questions should be so framed that they may be
answered by “ Yes” or “ No,” by entering a check mark or by insert-
ing a few figures or words. If, onthe other hand, a clerical position
is being analyzed more latitude may be allowed, for clerks, as a
rule, are more able to put their thoughts on paper than are mechanics,

There are many benefits, both direct and indirect, which should
result from a thorough-going job analysis. I will mention only a
few which to my mind are the most important.

1. The employment department secures a systematic and accurate
record of the dutles, responsibilities, compensation, and possibilities
for each position.

2. Lines of authority and duties, which before were perhaps vague
and uncertain, are definitely established.

3. Wage and salary schedules are more completely standardized.

4. Blind-alley jobs ave discovered and regular lines of promotion
are established.

5. The preparation of the duty sheets forces the employees to think
seriously about their jobs and this leads to intelligent interest on the
part of the workers.

Perhaps an illustration of the job analysis and the job specifications
might be of interest. I have chosen for my illustration a job about
which we all know a little rather than one about which a few of us
might know a great deal. The job is that of meter tester with an
electric company. These testers come into our houses to test the
meters and no doubt you have watched them at work. A job analysis
sheet for this position would be about as follows:

JOB ANALYSIS,

Ofticial classification title:

Departmental division:

Duties of the position:

IIan in line of authority:

Position of the next higher grade in the established line of promotion:
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Standard schedule of compensation:
Starting rate.
Next advance.-
Maximum rate.

The job specifications based on this analysis and used by the em-
ployment department would be something like this: .

JoB SPECIFICATIONS.

Official title:
Departmental division:
Duties of the position:
Place in line of authority:
Position of the next higher grade in the established line of promotion:
Limited schedule of compensation:
A. Personal data:
1. Physical characteristics:

Preferred age_._______ , Height , Weight , Nationality
______________ , Appearance. , Bearing o,
Hands___..____ , Eyesight__._______,

2, General character:
Honesty, integrity, responsibility, ete, loyalty.
3. Mental characteristics:
B. Training and experience:
1. Education (academic training).
2. Experience (practical training).
C. Knowledge and skill:
1. Knowledge of elecirical circuits.
2. Knowledge of measuring instruments and meters.
3. Manual of skill and dexterity in using small tools and in repairing
meters.

In closing let me say a word about the use of these job specifica-
tions. They really form the basis for the examination to which we
put the candidate. But we must admit that we are not very far
advanced in this work of examining employees. In the civil service
and other Government employment and in many public bodies the
technique of mental examinations and practical tests have been
brought to a high state of perfection.

The civil service commission in Chicago has a motto containing
words spoken by Fire Marshal Horden shortly before his death in
the stockyards fire:

“We spend large sums of money selecting horses, why not spend
some on selecting men?”

The Crarrman. T will now ask Mr. James T. Hutchings, of this
city, to tell us about the Rochester plan.
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THE ROCHESTER PLAN,
BY JAMES T. HUTCHINGS, OF ROCHESTER, N. Y.

I think many of you have heard or read about the Rochester plan
in a great many places. It has been outlined in a number of maga-
zines. I gave a short account of it before the National Chamber of
Commerce in Chicago. Since then I was asked to describe it in a
general way before the shipbuilders in New York. There is nothing
new in our so-called Rochester plan. All there is to it is a question
of cooperation among the various manufacturers, having in mind at
this time the winning of the war. The problem was put up to us
last August by Maj. (now Col.) James, of the Ordnance Department.
Guns were to be built and two shell plants were to be equipped in
Rochester. Since August they have added a shell and a fuse plant
to manufacture fuses for the two shell plants. He put it up to us to
see that when these plants were occupied no time should be lost in
supplying the tools and that the guns should be produced in the
least possible time and the shells made as fast as possible. It was to
carry out this idea that a number of the Rochester manufacturers
associated themselves together to do what they could to carry out
that program. They thought that if the workers were to be paid and
the work was to be done and done systematically, it would require
an organization and there would be expenses. To meet these ex-
penses it was decided to assess each manufaeturer in proportion to
the number of men in his working force, and since the greatest de-
mand would be for skilled labor, to make the assessment on the basis
of the number of skilled workmen in the employ of each manu-
facturer. In connection with this proposition a central employment
department was organized primarily to take care of the help in these
war industries. As the buildings progressed tools were brought in.
Up to about the first of March we were able to obtain the employees
required by the manufacturers without drawing from our other fac-
tories to any extent. The first move was to get from the various
manufacturers of the association a list of the applications they had
from men desiring positions, with the qualifications of the men.
These applications were classified. 'The various employment man-
agers were asked to send to the central bureau any men they did not
need in their work. We also advertised in the surrounding cities and
brought in a considerable number from the neighborhood. T under-
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136 SELECTING WOREKEMEN.

stand there has been considerable discussion about this. We felt that
the taking of help from one city to another is a mistake. I think
that the Government is trying to place the work with the men in-
stead of moving the men to the work. That is going to be true, except
in the assembling of ships. They must be assembled at the water
front. The problem is to use to the best advantage the available
kelp in our committees.

We can not expect to win this War—and that is the only thing we
think about to-day, and that is why this meeting is as full as it is,
1 believe, because we are here to win this War—iwe can not expect
to win this War, having everything we had before the War started.
We can not expect to have every comfort, we can not expect to have
every luxury. We can not expect to have every necessity or what
we thought was a necessity prior to the starting of this War and our
going into it. It can not be said that we were not lazy in this coun-
try prior to the War. What were we doing? We were manufacturing
and producing the things that we all wanted and could pay for.
We were not equipped to send away a million and a half men. Now
they are taking off 5,000,000 men. To do that and to plan for a
million and a half or 5,000,000 men we must forego some of those
things. It is going to be necessary for us to see to it that the men
are well fed and clothed if we want to win as quickly as we can. I
feel very strongly that we have got to bring that about, and if we do
bring it about it is going to be by cooperation on the part of em-
ployers and employees in the placing of men where they are needed.
If that has been effected thus far, let us do every other thing that
can possibly be done. Let us carry on business as usual and turn over
to the Government everything that we caa get that can make it
possible to win this War. We have arrived at the point of greatest
difficulty in handling our local situation. I want to say right now
that a Rochester plan or a Syracuse plan or a Buffalo plan will not
necessarily work in Harrisburg or Pittsburgh or Philadelphia.

Up to July I had no cooperation with my employees. You can
not adopt a plan in any one place by making it similar to that in
any other place. You can adopt this plan of cooperation. We
brought in from the outside about 5,000 people and put them into
these industries. We now have between five and seven thousand, and
they will have to be taken care of when the situation becomes nor-
mal again. A large part of these are not highly skilled men. They
are skilled in a particular process, but not in any particular line,
Our problem is very similar to the shipbuilders. They have been
severely criticized for not having brought out more ships and we
have spent a tremendous amount of money, but when you recognize
that we are building 30 ships where we formerly built 1 and when
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THE ROCHESTER PLAN-—JAMES T. HUTCHINGS. 187

vou recognize that that means 29 to 1 in cvery skilled position.
While there were plenty of hands there were only 1 to every 30 that
were needed to do this work. This has been done through teaching
and training men for these various skilled occupations. They have
had to use this one man to teach 29 more. That is the problem we
are up against now—to take those men who are not organized to
bring the War to a successful issue and show them how to do it.
It is a question of cooperation, of getting the most work out of what
help we have. If we can only stay in the War 10 years, I think we
can win the War by producing material.
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DISCUSSION.

Devecate. What steps are taken to control floating labor?

Mr. Hutcnines. It is a very hard matter to control fleating labor
when advertisements are appearing for 400,000 men required by the
shipbuilders, and in all these advertisements which we see in the
newspapers every day young men who cover their families when
they put on their hats are going to move whenever the spirit moves
them. I do not know of any way, and haven’t heard of any, to hold
them. That is the ultimate problem we have—-to control the men in
that situation. This question is a hard one and it always was a ques-
tion. Men like to see the country. We must catch a man as soon as
he comes to our country and get him to work as soon as we can. I
think our statistics show there are very few men that are not working,
except when on the road.

DzrecaTe. How do you prevent competition between plants, pre-
vent men going from one plant to another?

Mr. Hurcaines. That is a question of cooperation.

DerLEcaTE. I would like to ask if the Rochester plan is merely the
organization of the employers and employees, and if the forming
of a central bureau was not a duplication of method, and why you did
not choose the Federal or State bureau to work with?

Mr. Hurcinixes. We have used the very steps advocated by the
Federal and States Employment Bureau, but we have gone some-
what farther than that. I do not know that the Federal bureau
takes np the question of employers not entering into competition with
the Government in getting these workers. We have used the State
Employment Bureau in many instances to great advantage.

DEerecaTe. You said there was an expense in forming a central
bureau. Why go to that expense?

Mr. HurcuiNags. Each of the factories has its own employment
organization. They will not take an applicant until they have gone
through their list, in many cases because they do not want to
bother. We are in a situation to fill the jobs. .

Mr. Wixaxs. The reporter advised us that copies of the proceed-
ings in mimeograph form will be available within the week with
R. C. Bovit, Chamber of Commerce Building. If you will leave your
orders with him, they will be mailed at $3 a copy. A summary of
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the proceedings will be printed in the Monthly Review of the Burcaun
of Labor Statistics in the June issue, probably between June 7
and June 15.* A special bulletin of the Bureau of Labor Statistics
containing the details will be issued during the summer. This is the
best arrangement the committee has been able to make under the
circumstances.

Mr. Barxes. I want to speak of the Rochester plan, because I feel
how easily it could be applied in other cities. We were talking just
now about machinery and about cooperation. The Rochester plan
simply means the central organization of manufacturers and the
recruitment of labor under one head to effect maximum output of
war supplies. We all listened to the address last night and I belicve
we are all in favor of building up a central employment system.
Whether you believe it or not it has got to come; we have got to

~ have some sort of system through which we can work the country’s
labor supply as a whole. Therefore, if we are going to go into the
War and produce the best advantage by the help of employces, both
men and women, then we must have a country-wide employment
system. At the present time we have what I believe is considered to
be a fairly successful system considering the amount of moncy
allowed by our legislature—that is, considering what our product is.

If we have the Rochester plan, we have each city sitting by itsclf
and saying we will keep cur men in our city and take whatever we
can from other places. You are talking about competition and how
inadvisable it is and how wrong. You all realize that any say that
within the city Innits it is possible to steal. To my mind the Roches-
ter plan simply opens an opportunity to steal from another citv.
We are willing to turn over all our machinery for the benefit of this
city and every other city in the State of New York. If they had used
the same money and put it into the machinery of the State systein,
they would have had more effective work done. They say they have
used us. That is true. They have. We have been willing and
anxious to be used and would have been willing to have them place as
many people as they have employed in their so-called central bureau
and to give them full power, provided they knew the difference be-
tween a lathe hand and a farmer. That is what ought to be done. 1
am going to speak frankly. In maintaining this Rochester plan, they
have rented a building right alongside of what we built up to save the
farmer., We need farmers. I believe that although you represent
factories you realize that unless we get seed into the ground now we
will Hooverize next winter because nature requiresit. IFor that reason
I have, through the Food Commission, got the power to call for 30
men to appoint food specialists, people who might be used in farm

1 8ee Monthly Review for June, pp. 168-177.
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140 SELECTING WORKMEN.

work. I am also doing some work to help in the shipyards. I know
how necessary it is that all the shipyards get the proper number of
men. This season we consider it is better for men to go on the farm.
‘What I do want to say is that if we are going to get results, we must
have one piece of machinery. The best thing would be to have s sin-
gle system that will cover the whole country. The State systems are
going to do that. In order to do that they are not to cover such little
places as are considered in the Rochester plan.

DzerecaTe. For three and one-half years I was the labor commis-
sioner of the State of Ohio, conducting the public employment offices
in that State. Besides that I had the supervision of about 143 pri-
vate employment offices in the State of Ohio. I am to-day connected
with a motor company, of Cleveland, in welfare and employment work.
As such, I have been in the employment offices in the city of Cleve-
land and plcked the men to go to work. I am not the only one who
has been looking for recruits. There are others from Cleveland doing
Jikewise. We have in various locations as many as 200 men employed
in the public employment office in Cleveland. The point I intend to
make 1s this: You may establish as many employment-offices as you
like, but that does not put the men to work. That is my experience.
The public employment offices in England were held up last night to
show how successful they were. In England they are 15 years ahead
of us in America. It is only five minutes since a speaker said that
the Legislature of New York had not seen the necessity of aiding
the employment office of the State. So it is with the funds that have
been allowed the National Employment Office, I believe. The arch-
enemy we are fighting to-day is Germany. Germany has prepared
for the War and has skilled men and women between 18 and 55. If
the work in a factory is not productive, they compel John Schmidt
to go to a factory that is productive or go to jail. By conscripting
everyone that will not work you will eliminate all these troubles.

A. K. Doucer, employment manager, Laclede-Christy Clay Prod-
ucts Co., St. Louis, Mo. I want to talk about the Rochester plan.
The advantage of the Rochester plan as now managed is this: YWhen
you get a man into your employ you do not classify him once, but
five, six, seven, or eight times. When you want a man, or 10 or
20 men, you can go to the files and get them. I had occasion to try
this out and found this to be so. As to the State employment bu-
reaus, they are as good in New York State as anywhere. From St.
Louis in 10 months they shipped out 5,000 men. Mere is an employ-
ment office that confines its work to gettmg men and keeping them in
Rochester. I think if you men will' think over this plan, you will
go home and think it is the best possible plan.

Derecate. I would like to ask Mr. Barnes what plan he has to
keep the men in one place?
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Mr. Barxes. The plan we have for stabilizing them is that we ask
that no advertising be done in the particular city in which the office
is located. We refuse to send out of town any workers of the kind
for which we know there are orders in that city. That is the only
method of stabilizing you can have. For instance, we kept Syracuse
from having any orders until Syracuse lost over 8,000 men. That
was only about four months ago. We let some of those men go out,
but we advised with the plants whether or not we should send out
certain men. As soon as trained men began to be assembled in
Syracuse, we began to let the orders go, and our office is letting any
orders go to any other cities. I am saying that if you have any sort
of a plan that you call the Rochester plan it is better to have one
plan than two. I only ask that you work it under one management,
We are trying to get the best way of dealing with labor, No dis-
tinctions are drawn.

Mr. WerLs. The committee having the matter under consideration
recommends that a national association of employment managers be
organized at this convention. You have heard the recommendation
of the committee. The question is open for discussion. The com-
mittec would like to know whether you will authorize it to proceed
and prepare a definite plan for the organization of such an associa-
tion and report at the meeting to-morrow morning. That question
is mow open for discussion,

Herperr E. Hzrrop, president. Mahoning Valley Employers’
Association, Youngstown, Ohlo. May the committee formulate a
plan of admitting both employment managers and individual em-
ployment managers where no central association exists? It seems
to me from experience that it is necessary in order to obtain the
greatest good from an organization of this kind. I have watched
with a ‘great deal of interest the growth of sentiment and whether or
not we can agree with all that has been done here; it is a method by
which an expression of the sentiment from all over the country can
be heard. I think the committee should design such a plan or a
composite plan.

The CrarraiaN. The committee submitted this plan in order that
it might be recognized.

Capt. Frsuer. There is no doubt about the need of a National asso-
ciation. We recognized such a need last year. As the development
in employment work up to that time had mainly dealt with local
troubles, it was considered advisable to make a start at a National
association. I should like to see such an association formed for sev-
eral reasons. I should like to see the employment manager able to
receive help from the employment office, in order that what action he
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takes may be authentic and authorized by employment managers. As
other departments of the Government aro assigning men, I should
like the employment managers’ association, if one exists, to assign a
man to work with the committee when that committee brings in a
plan before the convention. Then, if it is necessary to cooperate with
the Federal Government, the association ought to be able to as-
sign some person representing our point of view to work in conjunc-
tion with the Federal bureau. T think it is necessary that men who
are on the job should have their opinion heard in the National Gov-
ernment, that an association be organized for that purpose. 1
should like to ask if the committee has formulated any plan of
representation in this proposed organization. Isit going to be a mat-
ter of representation as we have it here? Is it going to be open to
everybody who may happen to be an employment agent or a repre-
sentative of a State employment association such as we have in a
number of States? I think the committee must tell us something of
what their plan is going to be, rather than ask us to organize an
association without much consideration.

"The Cramaan. I might say that the committee considered this
plan and prefer to hear the discussion on the floor. It is proposed
that we have a National association composed entirely of managers of
firms. I think the committee agreed that it should be composed of
individual employment managers and also of managers who might
attend this convention. One plan was that there should be a National
association composed of membership by firms. Another plan was
that the present membership by local associations should be continued °
and that there should be added to that membership all firms who
would contribute certain sums of mony. There was a slight difference
of opinion as to whether after the association was formed the mem-
bership should be by firms or by local organizations.

It is moved that we accept the report of the committee and pro-
ceed to election.

Drrecate. Before we adopt this I would like to hear some one
ask the right to direet any gigantic movement of this kind. I have
not heard, and I do not think any delegate has or any of the mem-
bers have heard, anybody say who has the authentic right. I want
it recommended by some one close to the Secretary of Labor.

DzrecaTe. Has anyone more right than one of the managers them-
selves? I represent one of the managers of Pittsburgh. We are
trying to start a movement, if it meets with the approval of the
people here present. If it does, we propose to get the managers
representing the various associations of the country together and
present a report to-morrow morning. Personally, I think it does
meet with your approval.
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- The Cusiraan. It has been moved and seconded that we proceed
to the formation of a national association of employment managers.
The Chair will state that when that motion is carried definite in-
structions will be given to the committee or to some other com-
mittee to formulate a plan.

{The ayes have it. Motion carried.]

Dr. Tarror. In 1910 I had the pleasure of establishing a great
many service departments. At that time we were interested in wel-
fare, and the service department I had was new. I wigl follow the
history of that move since that time. Firm after firm has become
convinced of the advantage of that service. In 1912 I published a
list of 200 firms that had service departments. Since that time the
number has been steadily growing and I venture to say that we now
have in this country 20,000 firms that have service departments, and
this is no small matter. It has been a matter of State education
since 1910. This meeting augurs to me the widest and biggest move-
ment toward industrial democracy in this country and real de-
mocracy, American democracy, of any that has been organized. I
would suggest that we make our membership just as democratic as
possible, and, in view of the fact that the matter has been gone into
in the utmost details in the experience of the National Safety Coun-
cil, T think it would be well for the committee to take into consid-
eration the organization of the National Safety Council, which Mr.
Palmer will recall was started in a emall way. At the second meet-
ing in Pittsburgh there was only a group of men around a table.
If this organization is going to do a large amount of detailed work,
there must be money to do it with. We have to have a large mem-
bership, and that the dues may not be so excessive as to keep out
members that organization should have perhaps fifty or a hundred
thousand. Therefore, I would recommend procuring sufficient funds,
as the National Safety Council has done.

Drigcate. I make the motion that the national committee of
employment managers be authorized to take into consideration the,
membership of local employment associations and of members of the
State association.

[Motion seconded by Mr. Gowin, of New York. Motion carried.]

The Cuamryax. I think there should be a discussion as to whether
or not opportunity should be given for members in localities not
having any association. It has been moved that the individual em-
ployment managers comprise the membership of the national asso-
ciation,

~ [There was no second to the motion.]
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Derecate. The term “ firm ” has come up so frequently, that T want
to ask if the managers are going to fall back on the firms for funds?

The Cramraran. It means that if the individual changes his posi-
tion or is promoted he is a member of the association, because it is
making him more valuable for the work of the concern. T believe the
majority of the concerns have no hesitation in taking the costs of the
membership as part of the legitimate expenses.

Derecare. Do you gentlemen who represent firms want to repre-
sent your firms or by members individually ?

The Caarrmaw. T will take the liberty of saying that the national
committee would like to meet immediately after the banquet.

The suggestion has been made that the membership be made up of
managers, and then that it would be a question of accepting indi-
viduals, whether members or not.

Mever BrooyMrierp, head of Industrial Service Department, Emer-
gency Fleet Corporation, Washington, D. C. I want to say one or two
words which may be of some use in the plan of the national associa-
tion. It is certainly very gratifying that a great many visitors here
present ave delegates who do not happen to be members of local
organizations. There is not the slightest doubt that they are as wel-
come as the members of associations, because, as the meetings are con-
ducted, I suppose everybody stands on the same footing.

I would like to point out how a national association may vastly
promote the growth of local associations and strengthen the already
existing association. I urge upon you gentlemen to consider very
seriously one of two lines of policy because what you decide to-day or
to-morrow will determine the fate of the local association. In my
judgment the great value of a National Association is in its rep-
resenting the force and the strength of the existing and new labor
associations. If it becomes something else to the detriment, to the
weakness, or to the obliteration of the labor associations within a

‘vear or two, we shall have the following situation: The National As-
sociation, so called, will be fighting for its existence as a National
body with its own system of plants and its own internal affairs, and
local associations will have to decide ultimately to abolish their iden-
tity or to be replaced by a new local body or plan some countermove
to keep themselves alive. I think the ultimate determination will be
the extermination of the local associations for this reason. We have
a new situation with a new version of the labor problem which must
be solved locally. The local association is on the job all the time.
The National Association will have one annual meeting and jubilee
and the directors leave here appeinting a committee. Many of the
members of the employment managers’ association will come from a
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widely scattered area. The largest contribution will come from the
assoclations on the job. Also, as to those who have no opportunity
to belong to associations, I would suggest that the committee that is
planning this work make provision to include the membership of
those who are too far away from existing societies. We want their
brains and counsel. If there are gentlemen who will be in sympathy
with it, we want them to join the association, to change this if they
do not like it. It is their duty to join those associations, The Na-
tional Association should represent chiefly the combination member-
ship of those associations with the additional strength of individuals,
T want to caution you against adopting any resolution that will
weaken or undermine the strength of the existing societies, and I
might say the National Safety Council offered its services to the
Government a year ago, which services were accepted. I suggest
that the committee will find it of value to get in conference with
the chairman of the National Safety Council.

Dr. Tausor. T would like to call to the attention of Mr. Bloom-
field the experience of the American Medical Association, the cxist-
ence of its own membership and its representing the growth of local
associations.

[Session adjourned.]
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FRIDAY, MAY 10—EVENING SESSION—BANQUET.

CHAIRMAN : HEXRY T, NOYES, TREASURER, ART IN BUTTONS (INC.), ROCHESTER, N. Y,

A NATIONAL LABOR POLICY.

The Cuarrmax. This day is a day memorable to you who are inter-
ested in employment management. It is a day memorable in his-
tory from the standpoint of several nations which are now engaged
in the greatest conflict of all times. On May 10, years since Charles
the First signed the act that created a perpetual Parliament for
England; on May 10, in the early history of our own country,
Ethan Allen captured Fort Ticonderoga and struck one of the blows
which laid the foundation for this democracy in which we live; on
this day the Franco-Prussian War in 1871 came to an end by impos-
ing upon Erance an indemnity of one billion dollars and taking from
that country—for a while—the Provinces of Alsace and Lorraine.

This has been in many ways a remarkable convention. T feel that
all of you who have been here have been impressed with the spirit,
the earnestness of purpose, and the character of those who have
taken part in these meetings. The attefidance at the convention has
impressed not one, but all of you, with the fact that we who are
here realize these are war times and that we are in earnest in our
desire to serve and do what we are told to do. This convention has
significance from two standpoints; and I want to emphasize them to
you. It is of significance not merely from the standpoint of war
service but of the future. Out of this tremendous world upheaval
in which we as a nation are now taking part, what is to come?

T question whether any of us really grasps the significance and the
import of the forces that are at work. One of the oldest and most
experienced and ablest of the statesmen of Japan, who is viewing this
world conflict from the other side of the globe, says that this con-
flict marks the death of European civilization. Is it true? What is
before us? This is sure. We are not going back to the time and
conditions of the past. We are going to meet at best new orders
and new conditions. It is wise indeed that we here firmly resolve
to devote ourselves and our best energy to winning the war, to dedi-
cate ourselves in the presence of each other to that end and to pledge
ourselves, ere this convention draws to an end, that we will stand
united till the day of victory.
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Nevertheless, in the particular actions that we may be called upon
to perform in order to win this war it will be necessary that we be
governed by policy that looks far into the future and that we con-
sider all the lessons, the struggles, the suffering, the successes, and
the failures of the past. To guide us wisely now it is essential that
we have the highest talents of statesmanship. We who are particu-
larly interested in the problems of labor are met to-night to con-
sider a national labor policy and to consider the various phases that
weave themselves about that policy.

Many of you lost a very warm friend in the death of Robert Val-
entine, one of the most noble of gentlemen and one of the highest of
idealists. We are privileged to have with us his associate, a man
who not only belongs to the firm of which Mr. Valentine was a mem-
ber, but who has rendered service in other lines as a professor on
employment in Columbia University, and as one of the editors of
the New Republic. T take great pleasure in introducing to you to-
night Prof. Ordway Tead, who will outline to you some thoughts
that he has on the subject of a national labor policy at the present
time.
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OUTLINE OF A NATIONAL LABOR POLICY.

BY OBDWAY TEAD, RUREAU OF INDUSTRIAL RESEARCH, WASHINGTON, D. C.

There has been in vogue in New York this winter the parlor game
of “Telling the Government how to run the war.” The chief
qualification for playing that game at after-dinner parties has been
a complete ignorance as to what the Government is doing in the war.
With us who are administering the Government labor policy in par-
ticular factories, this is no after-dinner proposition. 1t seems to me
that if we are going to discuss the elements of a prospective labor
policy for the country we can do no better than familiarize our-
selves with the situation as it stands at the moment, because I think
most of us who have been at Washington since we entered the War
and who have been watching developments constantly feel somewhat
reassured that a national labor policy of some clearness and definite-
ness and of some effectiveness has alveady been formulated; I would
like to take a moment to trace the way in which and the success with
which we have met the situation to date.

Tt is astonishing to realize the extent to which the Federal Gov-
ernment has been able either directly or indirectly to come to work-
ing agreements with the trades-unions of our country. I wonder i
you realize the extent to which that has already taken place. The
cantonments were all built on a basis of a memorandum between Sec-
retary Baker and Mr. Gompers which called for the preservation of
union standards at that work. The longshoremen who load the
ships for Europe and the seamen who sail the ships are operating
under collective agreements with the Government. The ships are
all being built under an agreement between eight of the Interna-
tional unions and the Federal Government. All the leather work of
the Government is being done under a collective agreement. The
fuel for our industries and ships is being mined under similar agree-
ments. The major part of the railroad employees are organized and
operating under collective agreements. Since the investigative
work in the West done by the commission so notably headed by our
chief guest of the evening, the President’s Mediation Cominission,
there have been set up agreements in Arizona, St. Paul in the North-
west, and in California. The victory of the workers that took place
in the packing industry was accomplished through an investigation,
the machinery for which was set in motion by Secretary Wilson’s
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commission, and now the great packing industry of the country is
operating under virtually union standards.

And finally we have had a bringing together of all the threads, a
national embodiment of our whole policy, the creation of the so-
called Taft-Walsh board, equally representative of the employers
and the organized labor of the country. It is the task of the board
to decide the merits of all disputes for the handling and adjustment
of which there is no other provision made. How many workers
these agreements represent it is hard to say, but it is wide of the
mark to think that the Government in respect to the basic industries
has not mapped out and is not operating under a policy upon which
it intended to proceed.

The several items upon which there has been a certain agreement
running through these several documents and negotiations are worthy
of note. Inthe first place,they all embody the principle that all griev-
ances—all matters upon which there is a difference of opinion be-
tween workers and the management—shall be considered by joint
bodies representing both workers and management. Almost all of
them have embodied the important prineciple that minimum wages
should be pald in some correct relation to fluctuation in prices and
the cost of living. Almost without exception-—there are-some ex-
ceptions—the important industries are operating under a basic eight-
hour day. The right to organize has been recognized, and the other
principles, drawn up under direction of the Taft-Walsh board, the
details of which have been so recently in the papers, are already
familiar to you.

The significant fact about the Government labor policy, so far as
I have outlined it, is that in these industries, with two or three com-
paratively insignificant exceptions, there have been no cessations of
work since the undertaking of these joint arrangements. Instances
will come to your mind at once, instances where there have been such
cessations—Norfolk, Bethlehem, Bridgeport. In all of the cases
which you will call to mind I think it will be found that they are
cases in which the several policies that I have been noting are not
and have not been enforced. There had not been in those cases
a contract for joint negotiations. Unfortunately—and those who are
close to affairs in Washington will agree with me—unfortunately
within the War Department itself it has not seemed advisable as yet to
set up complete joint representative machinery for the settlement of
grievances, similar to that machinery which there has been formed
inrespect to the longshoremen, the sailors, and the shipbuilders. So
that these three instances—and others might be mentioned of work
that is being done for the War Department-—are cessations which
have taken place because the Government labor policy has not yet
become operative.
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So important, however, has been this shipbuilding agresment
which 1 have mentioned, that it is not amiss to understand what
gains have already been made in the adjustments made under it.
This has an interest quite outside simply shipbuilding circles. You
realize, of course, that to-day there arve over 240,000 workers in the
shipyards, which are scattered geographically, so that working stand-
ards set in these yards have their effect in communities adjoining.
After all, when we consider the lubor standards and policy pursued in
the shipyards, we are considering not simply shipyard work, but the
standards which the Government has set, and which by virtue of its
example, are having to be adopted in other industries in near-by
localities.

What has the Shipbuilding Labor Adjustment Board done? It
has now adjusted and given out awards respecting the conditions of
labor in all the shipyard districts of the country, so that we can pass
in review the policies which these awards represent. The most im-
portant and the most far-reaching of these policies is this: There
are now in the shipyards of the country only two wage scales, one
on the Pacific coast, and the other applying in the Atlantic, Gulf,
and Great Lakes districts. An astonishing degree of uniformity of
gcales has.been set in force; and for reasons of reducing incentive
for any movement of labor between shipyards. These wage stand-
ards have been set on the basis of the cost of living. Just now the
rest of us—those of us who are interested not only in shipbuilding but
in the War Department contracts, in the Quartermaster’s Division,
Ordnance Department, and Aircraft, and those who are interested in
the Navy Yard—are interested to understand how all these Govern-
ment departments feel that they are going to hold the help that they
have without that uniformity and equality of scale which the ship-
yards have established. We know that the rates set up in the ship-
yards are in many instances higher than rates already being paid in
certain of the other contract shops. That is one of the matters upon
which our policy has not yet come to a complete clarity. We have
not completely sized up the situation. But the shipyards have the
men and are offering inducements to them. The only question is
the work incentive and some sort of uniform scale for the other de-
partments. Shipyard agreements have all said that a maximum of 60
hours a week with not more than 12 hours a day is a desirable stand-
ard of working hours, the idea being to keep efficiency as high as
possible. Each one of the shipyard awards has specified a careful
procedure under which grievances are to be carried through commijt-
tees, coming, if necessary, to the board itself. The awards have set
minimum requirements of physical working conditions and sanitary
equipment that must be provided. And finally they have done one
important thing, they have said that in those yards where piece rates
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are in vogue there shall be no cutting of the piece rate during the
War; and have required that a notice to that effect shall be posted
in a convenient and accessible place in all yards.

All this is a very remarkable achievement. It is a remarkable
achievement to have accomplished a definition of the policy upon so
many important questions. Whether we all agree that these are
desirable policies is another guestion, but the fact remains they have
been adopted and those standards are operating for some 250,000
men, which number will have increased to nearly 500,000 men by
the end of the summer; so that this is not to be ignored. These
labor standards are something that you and I have to reckon with
whether we agree with them or not.

In the carrying out of these awards there have been certain dis-
crepancies noted which it is not amiss to consider, because it seems
to me that they point in the direction of the problems we have
been considering at this convention, and they point to those features
upon which there has not yet come complete clarity in our national
policy. One of the burning questions brought up at the adjustment
board’s hearings has been the question: Who is to determine and
how is it to be determined who the skilled men are among those
applying for employment? So far as craftsmen are concerned there
have been two classifications made—that is, calling them first and
second class mechanics. When a man applies to the yard, who is to
determine whether he is first class, second class, or a helper, or a
laborer? That is one of the questions which the board has not yet
answered. Who is to decide—who is to make the effort of getting the
union men and the men with whom the unions are in touch, who are
admittedly skilled, from the nonessential industries in the Middle
West into the war industries? Who is to see to getting these men
into essential industries near the coast? The Department of Labor
has told me officially that, in the past, refusals of employment have
sometimes confronted such men when they have been brought to the
coast. What is going to be done to effect the most proper and the
most rapid transfer of skilled men to the right places in essential
industries in the East?

Another problem which will require the consideration not only of
ourselves, but of union officials, and upon which the board will have
to pass soon, I believe, is the question of the differentials in the
rates of crafts. The Shipbuilding Labor Adjustment Board took
the position that in cities where, for example, for various reasons,
the building trades were strong and had high rates in comparison
with the rates paid in the metal trade, it would preserve the exist-
ing differentials. It now develops that some of the less-favored
unions are coming to the board and asking for increases that will
make their rates the equivalent of the higher rates in their districts.
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The situation where the machinists, the boiler makers, and the
plumbers get different wage scales will, I believe, eventually call
for definite action and agreements on a national scale between the
employers, the Government, and the union officials as to differentials,
that will preserve on a national scale the proper relation between
the rates at the different trades. For example, boiler maker in rela-
tion to machinist, and toolmaker in relation to coppersmith.

A further question that we in this convention have already con-
sidered, upon which it is going to be important for the board
to make a decision is this: At what rate and on what conditions are
the men in training going to be introduced into factories and yards?
It may be that we will partially train so many men that after the
War we will have an extraordinary supply of semiskilled and skilled
mechanics for whom there will be no place. What is to be our policy
for those so trained after the War? How will we safeguard the
opportunities for employment for skilled people both now and after
the War?

And a final problem that has not been met in the shipbuilding
situation, and certainly, therefore, has not been met in less organized
industries, is the securing of the active, positive, constructive in-
terest of the unions in shipbuilding efficiency as such. The fact is
that we have not yet called a national conference largely representa-
tive of organized labor to draw out the utmost interest and skill,
in order to pool that interest and skill and to learn the best possible
working methods and tricks of each trade from the people in each
yard who have them for use in every shipyard. We have not yet
called in the national labor leaders in the shipyard unions and said,
“ You have expressed your willingness to help in securing a supply
of gkilled men and have been showing what is the right way. How
is production being hampered; are methods or ways affecting rout-
ing of work and various other questions of practice and policy being
introduced that will get results? What help can you give in the
criticism of production methods? And then what help can you give
us in assuring that your men are living up to the promises we have
had with regard to a full day’s work, more apprentices, etc.?”

Because, after all, we are not going to get interest, we are not going
to get cooperation, we are not going to get maximum utilization of
energy until we get some sense of responsibility in the minds of the
people whom until now we have called in in a half-hearted way,
called in and asked to help in the shipbuilding program without
realizing how that help is to be best secured.

The thing we need is not to go back on our policy; the thing we
need is to go ahead with our policy. We have a national labor
policy, a policy of joint representation, a policy of conference on
these problems, and the only trouble with the policy is that we have
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not applied it enough. The basis of our policy, and the basis of a
successful future policy, is the inviting into and the requiring of joint
conference and joint consideration and joint decision of workers and
management alike on our problems of selection, on our problems of
training, on the problems which will come up for consideration after
the War, the problems of getting our crippled men back into indus-
try, the problems of getting the maximum of efficiency out of our
equipment and out of our workers. Upon all these questions the
only way in which the maximum of interest is to come is by that
joint participation in control.

Now, I am confident, and am sorry, that some of you are probably
feeling that this development will not be in the direction of wisdom;
that it will be a policy of knuckling under, of simply accepting the
inevitable. T assure you it is not that at all. The situation and the
demand for a new policy are dictated not by any demand to knuckle
under to anybody, Our policy is dictated by a far more fundamental
demand, the universal demand of human nature to express itself with
maximum effect and to the best advantage. To-day if we know any-
thing we know this, that human nature does not express itself with
maximum effect and to the best advantage uunless it concentrates its
energies under conditions where it is asked to assume responsibility
and where it has some guaranty that in so doing it is not endangering
its whole position,

It seems to me, therefore, that the basis of a successful national
policy is to continue as we have been going, and to secure as rapidly
as possible its extension into other fields. And so I say that our
national labor policy is one that requires consideration by workers
and management alike of the question of training, of the question of
selection of workers, of the question of defiritions of skill, of the
question of uniformity of wage rates, one that brings them into com-
mon council and decides them on a common basis; because after all we
have not only to consider the practical question of best mechanical
methods but the equally practical question of the way in which human
nature works best.

But we are pursuing this policy also for another reason equally
far-reaching, equally fundamental to consider at this hour. We are
doing it because it is thus that we foster responsibility, arouse intel-
ligent interest, and create the sense of participation in control,
which is the very essence of democracy. If we are fighting for de-
mocracy in Germany we are fighting for democracy in industry no
less. 'We have had a strange notion all these years that democracy
was confined in its expression to the ballot. That is not so. De-
mocracy, 1f it means anything, in its application not only to industry
but to all human activity, means two things: A spiritual change and
an institutional change. It means that we are going to treat people
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as an end in themselves, something to be worked for, and something
to develop as individuals, as personalities. And it means that our
institutions in politics and industry must be adjusted and reorganized
to make possible that participation of individuals in affairs, which
constitutes real democratic government, which makes real develop-
ment of personality possible.

The only way to go on and fight our War in a big way, in a way
that meets the demands of the future, is to fight it on the basis of this
representative control in industry.

And, finally, the point to be remembered about our democratic
government and our democratic future is this: Democratic govern-
ment and democratic control are not to be exerted by people who are
dumped into the middle of industrial controi all at once. Respon-
sibility is to be learned, acquired, and inteliigently used only by
people who have had the chance to exercise responsibility. People
do not have that chance in industry until they secure it; and they do
not secure it until there is representation of the workers in the local
and national government of industry.

Our policy 1s in the right direction. Let us go on with it. Let us
carry it through to the end, and we will win the War all along the
line, from the outermost trench from the frontiers of freedom to the
humblest workbench, on this basis of assuring the worker that he is
going to be actually a partner in industry, not only a partner in it
during the War, but in that era of democratic expansion which is
inevitably coming after the War.

The Crairyax. This convention is of deep significance to the men
who are here, in that it has tended to stimulate the recognition as a
profession of the task and work of an employment manager. This
convention marks the completion of the first course in employment
management given in our university. Most of the people present
are here in the capacity of employment or service managers. Their
standing is being recognized more and more and the hope and aim
and aspiration of those engaged in that work is that they may come
in time to be considered as essential a part of industry as the me-
chanical engineer or the chemist, or the highly technical men who
are called in to advise and assist in the direction of industry. These
employment managers are to become the industrial counselors, the
industrial engineers of industry. That fact, of course, means a great
deal to all of you who are here in this convention. It is with particu-
lar pleasure that we have with us to-night a man who foresaw this,
a man who has contributed much to the end we are now attaining.
Tonight you have heard groups from various cities expressing them-
selves in one way and another. A great many of those organizations
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came Into being in the last six or seven years as the result of the
activities of the man I am about to introduce to you.

From the industrial standpoint one fact has impressed me more
since the War began than any other, and that was the recent launch-
ing of the steel vessel of 5,700 tons, the Tuckahoe, which was launched
from a New Jersey shipyard 27 days after her keel was laid, that
vessel which they promised to deliver in 15 days from the date of her
launching. We have come to realize the necessity of ships and that
we will have to bridge the Atlantic with a line of ships to win the
War. We have been long in getting under way ; but that fact brought
home to us a knowledge and pride in the fact that we were beginning
to adjust our industrial condition to the accomplishment of this end.
And in the bringing about of those conditions which have made pos-
sible such an achievement as the building of that ship, Mr. Meyer
Bloomfield has had an important part. Mr. Bloomfield is the head of
the industrial service section of the Emergency Fleet Corporation,
and it is with great pride and pleasure that I introduce him to you to-
night.
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BY MEYER BLOOMFIELD, HEAD OF INDUSTRIAL SERVICE DEPARTMENT, EMERGENCY
FLEET.CORPORATION, WASHINGTON, D, C.

The past 24 hours have been eventful in the history of employ-
ment management. A new profession has come into being. The
inspiring graduation exercise of yesterday and the spirit of this con-
vention have sealed the fact. The American people especially owe a
debt of gratitude to Mr. Noyes, to the Rochester Chamber of Com-
merce, and to the University of Rochester, if for no other contribu-
tion than that of turning out nine men among the number to go back
to the shipyards as employment managers. We shall soon have 18
men who have finished these courses at Rochester and at Harvard.
They will have work enough to do. In 1916 there were something
like 36 shipyards with less than 65,000 workers. Last October when
we began to keep the shipyard records there were something like
100 shipyards with 100,000 employees. There are to-day 132 ship-
yards with 280,000 employces, and by next September we shall prob-
ably have 400,000 workers.

Now, this is “ some” problem’in human management. The rapid
inflow of so many men, with the effect of necessarily lower efficiency
and necessarily large labor turnover, means—if we are to have the
bridge of ships across the Atlantic, 1f we are to maintain that thin
line from here to the western front, if we are to supply this vital
need, a need which touches the very life of our war program—
that we must have more employment managers who are trained. So
Rochester has made a very significant contribution to the most neces-
sary part of America’s war program just now.

It is well, while we take satisfaction in the birth of a new profes-
sion, to pause for a few moments for some rather sobering reflection.
If this be a new profession indeed, as we believe it is and must be,
because men who work in the twentieth century will demand as a
right that they shall be supervised and aided by trained minds and
humane spirit, if we have a new profession it follows as a matter of
course that this new profession will repeat the history of the ups
and downs of the old professions. And what is that history? It is
one of gradually increasing standards of performance on the part of
the practitioner. It isthe history of divisions into schools of thought
and practice; and finally it is a history of gradual subjection to
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public and social scrutiny, if not control. Now, that is what you
must look forward to in your profession as employment managers.
As much as any existing profession, and perhaps more than any
profession, the handling of men is, in legal phraseology, “ affected
-with” a public interest. The employment of men, the supervision
of the industrial bargain, has become a matter for legislation, for
social supervision. This convention, and all that it symbolizes, rep-
resents infinite advance over conditions 10 years ago, when there were
no employment managers’ association, no employment managers’
convention, no modern handling of men, and no public pronounce-
nent, so far as T am aware, of the fact that selecting a man to do a
piece of work called for high moral and mental qualities.

Now, it is a long step in advance that men from important places
of employment should gather to demonstrate the fact that we have
here a serious business calling for straight thinking and high pur-
pose. If 10 years have done this what will vou be thinking of, and
what will others be thinking of in this field 10 years from now?
For this reason I want to propound two or three questions. I
won’t attempt to answer them; I don’t think I know how to answer
them. I do know that these questions are going to confront you,
and that you will have to take a position with respect to answers
to them. This profession will not stand still during the years
that you will be busy perfecting your technique, your apparatus,
your relationship to the management and to the men. The fact
that you stand in a unique mediating capacity, in the capacity
of interpreter between management and men will pledge you to
make the effort to find an answer to questions such as these. If you
are a common denominator between management and men will it
always be the case that the management alone shall pay your salary?
1 am not pretending that I know the answer, but I do know that if

there is any life, any dynamic spark in this profession, some such
question will arise in the upward development of your practice. If

your service is of as great importance and value to the masses of
workers as it is to the management, is it too fanciful an idea to sug-
gest that perhaps the workers themselves through some form or an-
other may choose to look upon you or some representative of your
profession as one of their allies and associates quite as they have
looked upon the lawyer or the physician or any other specialist whose
s services are open to all who seek that service?

If employment is a semipublic or public function essentially, what
is to be the public’s and the Government’s ultimate relation with the
men who follow the principles and the technique of this very vital
and industrial service?

Now, these are just a few of the problems which will face the
growing movement. They will call for insight, for vision, for a
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freedom from prejudice and tradition quite as much as these quali-
ties have been called for in your establishment of a new profession.
The capacity for your growth, and of the growth of this movement
will be fostered by the response, the absence of resistance to funda-
mental tendencies, and by the ready and cheerful openness of mind
to face the utmost challenge of your position and of your philosophy
at any moment.

These are some of the problems. I had no thought of any solution.
But they are to be thought of by men who are growing in a grow-
ing profession. With that growth of the spirit of progress kept
alive, whatever the ultimate challenge, whatever the ultimate de-
mand, if you are true to the vision, you will make the contribution
which this movement is making more and more to industrial peace,
to industrial prosperity, and to industrial justice. It is my feeling
that to-night, that for the past 10 years, we have laid only the
corner stone of a great industrial structure, the final aspect of which
the future alone will disclose. We need to pray only that the spirit
of workmanship and the spirit of progress may guide us in laying
the other stones and rearing the structure to come.

The Cramrmax. T had hoped that to-night we could clearly see the
tremendous significance to us, individually and as a nation, of the
decisions that we are making at this time in connection with our
labor and industrial policies. Not only do we have to make these
decisions in order to win this War, but in the very making of them at
this time we are determining our future and, perhaps, the future of
all countries. e are going to face either the death of civilization
or the creation of a new social order, and the acts of this moment are
those that are going to determine that future. Are we to come
through with a social and political reconstruction, or otherwise? Is
it true that society is to be reconstructed as a result of our efforts
through this War, and the necessary efforts that we have to make in
order that industry may be devoted to winning the War?

We were told early in the conflict that victory would rest with the
nations that had the greatest industrial resources. That fact has not-
yet come home to us in America, as it will during the coming 12
months. The conditions of the past, when we might have an army
in the field and yet carry on “ business as usual,” can not prevail in
this War. The essential of this War is that nations ghall be organized
to the last unit for the purpose of the War; that everyone, man and
woman, shall be organized to devote 100 per cent of their efforts to
the common purpose. This is not a War merely involving the use of
troops. It is a questien of guns, of munitions, of airplanes, and of
ships; and, more than that, it is a War of the morale of the troops.
scarcely less important than the morale of those who are assembled in
industry. Last fall, following the disaster, the temporary disaster,
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to the troops of Italy along the line of the Osonzo, what was the
danger to Kurope? Was it that we questioned the morale of the
troops of France or of England or of the other countries of the
allies? No. In spite of the insidious propaganda of the Hun there
was no question as to the morale of those who were at home. The
morale of the working people and of the nations at home is every
whit as vital as the morale of the troops in the field, and that is what
we are concerned with, what we are facing, what we are compelled to
determine. We can feel to-day that many of the steps necessary to
the winning of the War have been undertaken. We have no question
as to our supplies of munitions. They will be abundant. We feel
now that the gun program is well under way, and it is no longer a
question of worry. The shipbuilding program is a matter of almost
certain accomplishment. The next news will be that the airplane
program is in force beyond any question of doubt. But we are
coming to one, the biggest question of all, to determine the labor
machinery and policy necessary to carry on all these activities and
to support life and existence at the same time. That is what we are
facing. And to-day the Department of Labor and the ministers of
labor are the men on whom we must place a great deal of responsi-
bility, and the men who will determine a great deal for us all. TLook
back in the history of the War for a moment. The significance of the
Department of Labor to this country may be emphasized when we
think of Lloyd George’s work in the Asquith ministry, because, in a
sense, Lloyd George, through those days, was the minister of labor
for England.

We are very fortunate in having to-day with us the Secretary of
Labor of these United States of America. He is with us at a time
when our national policies regarding labor are whipping themselves
into final shape; when we are bringing about the final union of all
the resources of this country that will mean victory for the Allies
beyond question of doubt; and he is here with us to-night to tell us
of the program of the Department of Labor.

I take great pleasure in introducing to you the Secretary of Labor,
the Hon. William B. Wilson,
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LABOR PROGRAM OF THE DEPARTMENT OF LABOR.

BY HON. WILLIAM B, WILSON, SECRETARY, UNITED STATES DEPABTMENT OF LABOR,
WASHINGTON, D, C.

When the Continental Congress adopted the Declaration of Inde-
pendence a new principle of Government was proclaimed to the
world. It said, “ We hold these truths to be self-evident, that all
men are created equal, that they are endowed by their Creator with
certain inalienable rights, that among these are life, liberty, and
the pursuit of happiness. That to secure these rights, governments
are instituted among men, deriving their just power from the con-
sent of the governed.” Out of that declaration has grown the most
perfect democracy that has ever existed on the face of the earth. It
is not absolutely perfect, no one has ever claimed absolute perfection
for it. It is a human institution and partakes of human imperfec-
tions. But for the first time in the history of the world a govern-
ment was instituted that gave to the great mass of the people the
opportunity of working out their own destiny in their own way.
That government has been threatened from abroad. The institutions
built up under it have been menaced by an autocrat, and if I were
to confine to a single sentence my conception of the greatest need of
our country at the present time, I would say that our greatest need
is the spirit of self-sacrifice for the common good—sacrifice of our
pride, sacrifice of our prejudices, sacrifice of our physical comforts,
sacrifice of our lives, if need be—in order that the institutions handed
down to us from our fathers, through which we have been working
out our destiny in our way, may be handed down to our children to
enable them to work out their destiny in their way, unhampered by
the mailed fist of the German autocrat or any other tyrant on earth.
We have entered this War for the purpose of maintaining those in-
stitutions, and there can be no other issue than the winning of the
War; and we must not allow ourselves to be carried away by our pre-
conceived notions or our prejudices into a position that will in any
manner interfere with our winning the War.

In all of the great conflicts that have occurred in the past the
methods of conducting war have been such that it was frequently
possible, in fact generally possible, for an invading army to main-
tain itself upon the country through which it was fighting, drawing
only upon the energies of a comparatively small number of people
at home for the purpose of supplying them with munition. That
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condition of warfare has been entirely changed and to-day it is esti-
mated that it requires the mental and physical energy of from
6 to 10 people at home to maintain one soldier at the front. And
because of the great necessity for mental and physical energy at
home in the production of material a labor program has become
an absolute necessity for the coordination of our activities in pro-
duction. The Government has been devoting its energies toward the
building up of a labor program. There have been those who have
been impatient because progress has not been made more rapidly
than has yet been demonstrated. Those who take that position fail
to realize that we have not been fighting under an autocracy; we
have been fighting under a democracy. And you can not take the
mind of the American employer or the mind of the American
workingman and mold it as freely and easily as the artist molds
his clay. They think for themselves, and to me it is one of the
gratifying things, one of the things that has demonstrated that we
have been making progress in the yvears gone by, that no single
individual has been able to take the American mind and mold it to
suit his own fancies. Our Americans think for themselves, and it
has required negotiation, it has required the presentation of the needs
of the country, it has required the presentation of facts in logical
sequence, to convince the American employver and the American
workingman, when previously they have felt their interests diverged.
But in this great crisis, no matter what their individual interests
may be, no matter what their individual influence may be, the in-
terest of the country at large is paramount to the individual opinion
or the individual prejudice.

When we entered the War the first thing that became necessary
for us to do was to convince the American wageworkers of the
oreat interest they had in the issues of the War. Subtly all over
our country there had been conveyed the idea, there had been pro-
mulgated the thought that this was a capitalists’ war, entered into
for the purpose of enabling the capitalists of our country to exploit
the workers to a greater extent than they had ever been able to
before. You heard that in this community, and in every commu-
nity in the United States it was persistently presented, thrust upon
the minds of the workers. We organized in the Department of
Labor a systematic campaign against that and some of the other
propaganda that was being put forth by our enemy. We pointed out
to the workers that if the purpose of the Government had been to
advance the interests of capitalists of our country and enable them
to gain greater profit, we never would have engaged in the War.
Prior to our entrance into the conflict we were supplying vast
amotmts of material of every kind and character to the belligerents

¥7920°—19- —11

Digitized for FRASER
http://fraser.stlouisfed.org/
Federal Reserve Bank of St. Louis



162 A NATIONAL LABOR POLICY.

of Europe. Our manufacturers were sccuring the highest possible
price for materials they were supplying, and there was no disposi-
tion, and would have been no disposition on the part of the Govern-
ment or on the part of any considerable portion of our people, to
interfere with the profits that were secured out of the nceds of other
Governnients with which we were not at that time allied. But the
moment we engaged in the conflict ourselves the situation changed.
One of the first powers placed in the hands of the President of the
United States after the declaration of war was the power to regulate
prices of certain commodities, and that power is being extended. In
every measure considered for the regulation of prices there was
carefully excluded from them any reference to the establishment of a
maximum rate for laborers. And that was not all. If the purpose
had been to enable capitalists to profiteer then there would have been
no increases in the tax on profits, nor on incomes, upon those having
great earnings, nor would there have been an excess-profit tax, The
Department of Labor has been carrying that message to the workers
froni one end of the country to the other, and demonstrating to them
that this is not a capitalists’ war, but that this is a war of the
people of the United States for the preservation of their institutions
against the aggressions of autocrats in Europe.

Among the other subtle things represented through certain organi-
zations that were in close totich with the Bolshevik element in Russia
was the idea that every man is entitled to the full social value that
his labor produces; and if they had ended with that kind of a decla-
ration we might all very well have subscribed to it. I don’t know of
anyone that I have come in contact with who talkes exeception to the
declaration that every man is entitled to the full sociai value of
what his labor produces. We may differ as to how we are going
to determine what the full social value is, but the opinion is almost
universal that every man is entitled to the full social value of what
his labor produces. But having laid that down as the basis of their
statement, then they carried their reasoning further, and they said,
“The only way by which you can secure the full social value of your
labor is to have the workers own all of the means of production and
distribution collectively.” Now, that may be a solution of the prob-
lem. I don’t know. It would certainly be a great experiment at
this time. DBut they go still further with their philesophy and say
that the way to get the collective ownership of the means of pro-
duction and distribution is to destroy the profits aceruing from the
property, that property’s only value comes from the profits that are
accruing from it; and if you destroy the profit, the value of the
property is destroyed, and when that is destroyed then the work-
ers can take it over and operate it collectively for their own use
and benefit. Then the next step in their reasoning is that the
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way to destroy the profits is to reduce production. That if you
reduce production the profits must of necessity be eliminated, and
therefore you should reduce production by any process—by striking
on the job, as they say out in the western country—that is, reduc-
ing the amount of production as far as you possibly can reduce it
and retain your job. It is what the English call “stint "—putting
sand in the bearings, breaking machines, where possible, driving
spikes into logs and into fruit trees, or any other process that will result
in additional cost to the employer or a reduction in the amount of
production. That is one of the philosophies that has been tauglht
by the Industrial Workers of the World, particularly in our west-
ern country; and part of the labor program of the Department of
Labor has been to combat that kind of a propaganda. And I may
say to you that it is not a difficult thing to combat it when dealing
with men of ordinary intelligence. Most of our people not only are
able to read, but have read some; and all we have had to do in that
connection has been to carry their memory back in history to the
period before we began our modern industrial development, when
everything was done by hand, when the amount of production per
individual was less than anything that would occur from any
system of sabotage they might introduce now; and in those days
there were still profits for the employer. The property still was
valuable, but the result was a lower standard of living for those whe
toiled. And if these people succeeded in carrving their philosophy
into execution, if they succeeded in reducing the amount of produc-
tion, instead of eliminating the profits of the employer, they would
be reducing the standard of living of the wage earners of our coun
try. Consequently the wage earners are more interested in com-
bating a false philosophy of that kind than any other class of ounr
people.

This, then, was the first step that had to be taken. We had to
bring our people to a correct attitude of mind toward industrial
questions, to bring them to a realization of the fact that even in
normal times, if we had no war, labor and capital have a mutual
interest, not an identical interest—mark the distinction—labor and
capital have a mutual interest, not an identical interest, in secur-
ing the largest possible production with a given amount of labor,
having due regard for the health, the safety, and the opportunity for
recreation and improvement of the workers themselves. If we pro-
duce nothing, there can be nothing to divide. If we produce a
large amount there is just that much more to divide. The interests
of the employer and employee diverge only when it comes to the
distribution of that which has been produced; and if they are wise,
instead of resorting to strikes and lockouts and thereby limiting
production, they will sit down around the council table and work
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the problem out on as nearly correct a mathematical basis as the
circumstances surrounding the industry will permit.

If that be true in normal times, then how much more true it is
during a period of war. We are spending as a government billions
of dollars annually for munitions. The other countries of the world
are spending billions of dollars annually for munitions. And those
billions of dollars represent expenditures for supplies for our Army
snd Navy. That means the labor of millions of men in the production
of material that is to be destroyed without giving any physical return
to mankind for it. What we hope to get out of it is the spiritual
return of the maintenance and the betterment of our institutions.
With that tremendous expenditure of material, with the tremendous
expenditure of the energy necessary to produce that material, it
means that but a smail number of people can be utilized in the pro-
duction of those things that ave necessary for our everyday life.
If we can not have the maximum of production then on the part of
those engaged in the production of those things, the time will come
more speedily, and it will come ultimately in any event if we con-
tinue long in this War, when we will be compelled to reduce cur stand-
ard of living. And again, the wage workers are interested in main-
taining the highest possible standard of efficiency during the period
of the War. We have been meeting that problem, and I think those
of you who are observers of the trend of events realize that we have
been meeting with a great measure of success in wiping out the
effects of that kind of a propaganda on the part of our enemy.
Having provided the methods for meeting the propaganda of the
enemy, it then became nccessary for us to turn our attention toward
the adjustment of labor disputes. There has never been a time
since the close of the Civil War, at least since our great industrial
development began, when we have been free from industrial disputes.
We had them in one part of the country or another at all times.
Some industries have gone on for almost a generation without hav-
ing labor disputes; then they had them. Others have had them more
frequently. DBut we have had our labor disputes with us at all times
since the conclusion of the Civil War. Those labor disputes have
created prejudices on the part of the employer and on the part of
the worker. Tt was necessary that these prejudices be climinated
as far as possible, in order to reduce our labor disputes to a mini-
mum. The first step we took in that direction was to endeavor to
ercate a labor adjustment board that would be representative of em-
ployers and of employees, and then have it written into all of the con-
tracts that the awards of the adjustment board would be binding
uvpon the contractor and that the workmen who accepted the work
from the contractor would be also bound by the agreement to accept
the award of the adjustment board.
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The plan fell through because of some minor contentions in connec-
fion with it. Other adjustment boards had come into existence in the
War Departinent, Navy Department, in the Shipping Board, and in
the transportation systems of the country. Dut it became apparent to
those handling the adjustment problems in the Department of Labor
and in the other departments that there should be a centralized
direction, that there should be a common policy emanating from a
common center. The Shipbuilding Labor Adjustiment Board would
render a decision establishing certain rates, and certain conditions
of employment for the shipbuilding industry. No sooner was that
rate established and those conditions brought into existence than the
workmen in other industries adjacent immedistely set up claims for
similar wages and similar conditions. What was true with regard
to the Shipbuilding Labor Adjustment Board was true in regard to
the cantonment adjustment and other adjustment boards. As a
result of this the President ultimately came to the conclusion that a
general labor policy should be worked out and placed the working out
of that policy in the hands of the Department of Labor. That was
last January. We have been working upon that policy since that
time and out of the work that we have been doing has grown the
establishment of what has come to be known as the Taft-Walsh Ad-
justment Board. That board was brought into existence by inviting
the Industrial Conference Board, a board composed of 20,000 manu-
facturers and commercial associations, to name five representative
manufacturers, and by inviting the American Federation of Labor to
name five representatives of labor. Each of these groups of five
named an additional member, the manufacturers naming Mr. Taft
and the workers naming Mr. Frank P. Walsh. That group of men
came together and worked out an adjustment plan, a methed of labor
adjustment that should be imposed only in the event of the work-
nien and their employers being unable to come to a mutually satisfac-
tory agreement. We named as the adjustment board the same board
that worked out the plan and that board is now actively engaged in
adjustment problems at Washington. We hope to be able to take
another step toward perfecting the efficiency of the board, and that is
to adopt the suggestion offered a year ago of having written into the
contract a requirement that the employer shall abide by the award
of the hoard, as shall also the workmen accepting employment, in
every case of dispute where employer and employees are unable to
come to a mutual understanding. But frequently even that will not
work a complete solution of the problem, because we will still be con-
fronted with the question of one set of wages being paid in one place
and another set of wages being paid in another adjacent to it, and the
uneasiness and unrest that result from two separate wage rates for the
same kind of labor existing in immediate contrast with each other. We
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have been giving our attention to the question of establishing not only
a minimum wage rate, which we have to a considerable extent done,
but also a maximum wage rate. DBut that is not quite so easy a
problem as it may seem on the surface, because, after all, wage rates
can not be properly measured in dollars and cents. Wage rates can
be properly measured only in what the dollars and cents will buy;
in other words, the purchasing power; and our tendency has been in
the direction of higher costs of living and with the higher costs ot
living there has been on the part of workmen a demand and a justifi-
able demand for higher wages to meet that higher cost of living.
So we have been going around in a spiral apward and upward with-
out anyone securing any benefit. It does not help the workmen, it
does not help the employer, and it does not help the farmer to have
the prices moving continually upward; the cost of living going up,
then the wage rate going up to meet the cost of living, then the cost
of materials going up to the farmer because of the increased cost of
wages; and the cost of living going up and the wages going up and
the cost of materials going up to the farmer, and so on around in a
spiral continually upward; and if we can establish a condition where
there will be a limit to the increase in the cost of living and then,
having done that, stabliize our wage rate, we will have accomplished
a great deal toward eliminating the element of dissatisfaction in the
minds of the wage earners in our country. Unrest is always produe-
tive of inefliciency; a dissatisfied workman is not so cfficient a work-
man as a satisfied workman.

One of the problems we have had to deal with for years and years
has been the turnover of labor. Our people are still in the migratory
stage, and we have a greater turnover of labor than any other coun-
try in the world that I have any knowledge of. It was nothing un-
usual before the War to find establishments having 200 and 300
per cent turnover per annum; and there have been a few instances,
not many, since the War started where we have had for a month
or six weeks at a time a turnover of a hundred per cent per week,
Now, you can't have efficiency under circumstances of that kind,
and vet few of our people realize that. We are horvor-stricken
in this period of war, when we need the full effectiveness of every
man, when we hear of a strike occurring, and we immediately
condemn the leaders of the trades-union movement for permitting a
strike to occur during the period of the War. We arc more than
horror-stricken when, spontaneously, without any previous organiza-
tion, a strike occurs in any industry at this time when we need every
particle of energy we possess. Yet the turnover of labor is the
individualistic strike.- The individual, either union or nonunion,
becomes dissatisfied with the conditions existing on the job—it may
be the wages, it may be the housing, it may be shop conditions, it
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may be the sanitary or hygienic surrcundings or lack of them, or
any one of a hundred other reasons—and his going off the job rep-
resents the individualistic strike. It means loss every time it occurs,
and in the aggregate, with millions upon millions leaving their jobs
during the period of the year, there is more, much more, loss to our
country and our industrial production due to the individualistic
strike, represented in twrnover, than to all the trades-union and
spontaneous strikes that eceur during the yvear. And it is one of the
problems that we are furning our attention to,

May I say at this point that I want to congratulate those here who
have graduated into the emplovment-management service? That is
the one great reason why there is need for employmient managers.
We have been paying attention to the development of our chemistry;
we have been paying attention to the development of our mechanical
engincering; we have been paying attention to our method of plan-
ning, routing, and so on; we have been payving attention to all of these
elements of industry that deal with the inanimate, and we have abso-
lutely lost sight of that most lmportant clement of them all—the
living, thinking, sentient hmman being, without whom there can be
no industry and no machines. And the development of employvment
management is for the purpose of making studies of man as the indi-
vidual and man in the mass; and those of you who have given even
a slight consideration to the subject mattet know that the two studies
are quite different. Man as an individual and man in the mass are
two entirely separate psychologies and need separate treatment.
We have needed, by virtue of the great centralization of our war
industries, to develop methods of mobilizing labor. We have estab-
lished machinery for that purpose for the movewment of labor from
those places where there is a surplus to those places where there is a
shortage. To do that it has been necessary for us to overcome some
of the prejudices that have existed against the Department from the
time it was created. There were those who believed when the Depart-
ment of Labor was created, and who still believe, that it is a depart-
ment of organized labor. T have no hesitancy in saying to you, as the
head of that Department, the only head that it has thus far had, that
I have been and that T am now a trade-unionist. Just as every great
manufacturer in the country believes in organization, so, too, have 1
in the line that I have had to follow believed in organization, and I
have been a trade-unionist. Dut the Department of Labor has not
been a department of organized labor, but a Department of Labor, as
its name indicates. You who are employers of labor may have
prejudices against union labor. You who are members of organized
labor may have prejudices against the so-called “open shop.” You
who are nonunion men may have prejudices against these “ closed
shops,” so called ; but so far as the Department of Labor is concerned
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it can have no prejudices in the matter. The manufacturer who has
prejudices against organized labor is a citizen of the United States,
and as a citizen of the United States the Department of Labor can
deal with him. The trades-unionist who is prejudiced against the
open shop is a citizen of the United States, and as a citizen of the
United States the Department of Labor can deal with him; the non-
unionist who has prejudices against the closed shop is a citizen of the
United States, and as a citizen of the United States the Department
of Labor can deal with him. In handling the labor dispute existing
in the copper regions of the West we found that prejudice existing—
the employers’ prejudice against dealing with the union and the
union’s prejudice against the open shop. We did not take the em-
ployer by the nape of the neck and the trades-unionist by the nape of
the neck and bump their heads together and say, “ Here, you must
agree.” What we said was this, “If you, Mr. Operator, feel that
vou can not deal with this representative of the union, have you any
objection to dealing with the United States Government?” And
they said, “No.” And we said to the union representatives, “ ITave
vou any objection to dealing with the United States Government?”
And they said, “No.” Then we said to the manufacturer, or the
operator, “ Will you make a contract with us, as representative of the
United States Government, along certain lines?” And they said
they would. And we said to the union men, “ Will you make a con-
tract with us, as representative of the Government, along ecrtain
lines?” And they said they would. They did not contract with
each other, yet they contracted with the representatives of the United
States Government. The strike was settled, and copper is now being
produced. And the same policy was pursued with regard to the
packing industry. They did not contract with each other, but each
of them contracted with the United States Government.

Novw, in the same spirit, we have been approaching the subject of
furnishing supplies of labor. It has been very natural that the pro-
ductive departments of the Government should be anxious to secure
an ample supply of labor, and, that being anxious, they should go
into the common pool of labor and seelt to secure all that they needed,
irrespective of its effect upon others. They felt that the responsi-
bility of making good rested upon them, and, this responsibility
resting upon them, that it was their duty to go into the common sup-
ply of labor and get all that they needed by any methods that were
available to them. The great manufacturers in our country have been
in exactly the same position. They have contracted with our Gov-
erninent to deliver certain material within a certain time, and upon
them has rested the responsibility of delivering these goods; and
they have felt that they must go into this common pool of labor and
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get all that they needed for their supply. The result has been a
competition that is deplorable. Let me illustrate. The War Depart-
ment's needs, the needs of other departments as well, required the
. bringing of bricklayers from some place in the United States where
there was a surplus into the cities of Norfoll, Washington, and
Baltimore. The Department of Labor having established offices and
getting its report daily of the condition of the labor market, went into
the market wherever there was a surplus of building laborers, and
we brought a supply of bricklayers into those three cities. And then
immediately following our bringing the labor from the Middle West
into these cities there came into the cities I have mentioned agents
of a corporation doing gome building for the Government, recruiting
bricklayers to go into the employ of a southern company and work
for the Government down there. We have taken metal workers from
the Middle West, where we found a surplus, out to the Pacific coast
to engage in shipbuilding operations, only to have agents of corpora-
tions having contracts with the Government step in, take the very
workmen we had brought from the Middle West, and bring them back
as far east as Milwaukee to put them to work on Government work
there. With that kind of competition there can be no proper labor
program carried out, and we are rapidly remedying that kind of a
situation. There is a sympathetic consideration of the problem coing
on among representatives of the War Department, the Navy Depart-
ment, the Shipping Board, and the Department of Labor. T don’t
think it is going to be very long now before there will be written in
the contract a provision that the contractor on the part of the Gov-
ernment shall not go out, independent of other agencies, advertising
for labor or sending out his private agents to secure it; but that when
Lubor is secured for the private employer doing work for the Gov-
ernment or for the Government doing its own work, it shall be
secured through one central agency having a sufficient number of
efficient branches in all parts of the United States.

With the going into war we have been taking, as I have said, large
numbers of our workers and putting them into the trenches or into
the camps. We have been mobilizing other large numbers into in-
dustrial activities in which they have not heretofore been engaged,
and there has been a feeling all over the country that there is a neces-
sity here, or soon will be a necessity, for drawing upon the women
of our country to assist in our industrial pursuits to a very much
larger extent than they have done heretofore. That time may come;
it is not yet here. One of the fallacies that we have had has been
that whatever Great Britain has done successfully it is necessary
for us to do. In other words, we purpose to do whatever England
does. And it makes a decided difference, because we have a different
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situation here from the situation existing in England. There they
have a much denser population. They have a much smaller country;
they have very much different customs from our customs here. Some
eight years ago I was over in England, and T was looking into some
of the Industrial establishments at that time; and I found women
working out in the pitheads dumping coal out of the mine cars onto
cleaning tables. I found women working at the cleaning tables thewm-
selves. I found women working in the brickyvards, wheeling bricks
away from the molds, and piling them in the kilns, and then, while
the kilns were still hot after the bricks had been burned, removing
them and wheeling them out into the yard. In the neighborhood of
Sheflicld, England, I saw women with forges and anvils in their
kitchens, so that they might utilize their spare time in malking chains.
We have never had that kind of a condition in the United States,
and if T have my way, unless it comes to an absolutely last emer-
gency, necessary for the defeat of the Kaiser, we never will have that
condition in this country. And.yet it may be necessary to utilize
the labor of our womenfolk, and if we are to utilize the labor of our
womenfolk, then we shonld have an agency established that will give
an intelligent study to the subject, so that we can malke a proper selec-
tion of the kinds of industry that our women are going to engage in,
becanse our women are the mothers of the future generation; cur
women have the burden of rearing the population upon which our
future civilization depends; and we need an organization, composed
principally of women, that will give intelligent study to the matter
from a personal knowledge of the physical energy and the physical
weakness of women to aid us in utilizing the labor of women to the
greatest advantage and with the least detriment to their physical and
mental development.

There are a geod many phases to the program we are working out,
but I will not take time now to go into any further detailed descrip-
tion of the general program we are endeavoring to carry out in the
United States. We are endeavoring to carry out a unified program
that recognizes every legitimate element in the United States which
is engaged in our industry—the employer and the employee, the
employer who recognizes union labor, the employer who does not
recognize union labor, the workman who is a union workman, and
the workman who is not a union worker. We have about 85,000,000
of our people who are engaged in gainful occupations. Of that
number there are approximately 13,000,000 who are engaged in oc-
cupations that lend themselves to trade-unionism. Of the 13,000,000
there arc about 4,000,000 who are members of unions, and about
9,000,000 who are not members of unions. Of the 9,000,000 there are
many, to my own personal knowledge, who believe in unions. We
need the labor of all of these people; and we need every energy that
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the Labor Department can put forth by which we can secure the
highest standard of efliciency. The great spirit of cooperation will
be put forth to the end that our Army will be supplied with all
that it needs and we will be able to spare more men to increase our
fighting forces at the front.

The Cuairarax. We have upon the program for to-night one other
speaker who comes to us with a knowledge and a training that
makes the message lie has to give us of very great importance. The
next address will deal with the educational aspect of our national
labor policy. T take great pleasure in introducting to you Mr. C. A.
Prosser, of the Federal Board for Vocational Education,
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EDUCATIONAL ASPECT OF THE NATIONAL LABOR POLICY.

BY CHARLES A. PROSSER, OF THE FEDERAT BOARD FOR VOCATIONAL EDUCATION,
WASHINGTON, D. C.

I have watched with great interest during the last few years
the efforts made in organizing the Employment Managers’ Asso-
ciation. The association is rising now into the dignity of a pro-
fession, because of increasing numbers, because of the solidarity
of action and the spirit of cooperation, hecause of the development
of at least a beginning of the ethics of conduct in relation to each
other, particularly where managers are associated in local communi-
ties, and because, as in the case of all other professions, you are now
establishing training schools for the training of employment man-
agers and have begun out of these local associations to organize this
National Employment Managers’ Association.

Now, the employment manager, in my opinton, is, both from the
standpoint of the operation of the plant and from the standpoint
of the problem we are sure to have presented to us at the conclusion
of this War, to be a figure of ever-increasing importance. The time
will come, in my opinion, when no man will bé hired in the shop
without the action eof the employment management, and when no
man will be discharged from the shop without consultation with the
employment management. I believe the two will go together, that
the time will come when the man who has secured the worker will
pass in review upon the trouble that may have led for the request
for his discharge, when he will be allowed the opportunity to adjust
that man to some other department of the shop, and when the writ of
discharge will not be written until the last possible effort lhas been
made to adjust that man to some employment within the shop at
which he can work suecessfully and efficiently.

Now, I take it, Mr. Employment Manager, that any successful
scheme of hiring, training, knowing, and firing men, has within it
all of these factors: There must at the outset be an intelligent, suc-
cessful scheme of selecting the man. There must be arranged some
proper method of adjusting the new workman efficiently and sympa-
thetically to the demands of the first job. There must be some sys-
tem established by which, after training, he may be given an op-
portunity to realize all there is in him for this and all the other jobs
in the line in which he is eapable. There will be the necessity of
adopting any method by which the result of continued training and
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earnest effort will be recognized in better ways and by better posi-
tions than it has been in the past; and along with that a system
of evaluating the man in terms of wage satisfactory to the work-
men themselves. And, bevond that, opening up wide before the
man a vista of hope for the future; and a necessity for cooperation
within the plant which will earn for the firm the loyalty of the men
from the outset.

Now, it may not be possible for the employment manager to be
the chief figure in all of that work, but certainly he must be con-
nected In some way with every one of these steps. We can not con-
fine him to hiring the men and let him have nothing to do with
all the other steps of conservation within the plant without cutting
him off at the point where always he must rest under the burden
and mistakes of errors that follow. If he tries to hire he finds the
man prejudiced because of the reputation of the shop. If he hires
the man, he should hire him with some sort of understanding of
the career and processes of treatment which he will go through in
the shop. So it seems to me that the employment manager is vital
in every one of these steps. But the one I want to talk about is the
step of training—training a man on the job. I want to call your
attention to this situation very briefly. .

I don’t know how many men are in training in the United States,

- though there must be more than half a million being trained in the
corporation schools and under special schemes established by manu-
facturers here and there throughout the country, under the special
schemes set up by the Army for training its own warriors and by
the Navy for its employees, by the shipyards for their employees,
and by the Federal Board for the training of conseripted men in
evening classes back home to take positions in mechanical and tech-
nical processes in the Army; and coupled with these, in the constantly
increasing number of cevening and part-time classes and day classes
throughout this country. When the report of the Federal commission
was written the statement was made that at that time there was less
industrial and trade training being carried on in the United States
than in the ecity of Munich alone in Germany. That can not be
<aid to-day. Now, this is the point: We are doing those things
to-day because we are pinched, because we are threatened, because
we are facing an emergency. I have repeatedly said in public that
T did not believe the American manufacturer would “get down to
brass tacks” with regard to the problem of industry and trade edu-
cation so as to give it something else besides mere surface attention
unless he was pinched in his plans and realized that the men he was
securing were not adaptable to the new conditions; until he found
our system of high specialization of labor to minute processes would
put him in a position, at a time of great crisis, of not being able to
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do his work, because he did not have the men, and because in the
years preceding he had killed the goose that laid the golden egg.
It is cnough to make one weep to know the kind of yvoung men
between the ages of 21 and 31 who have gone to War, not because
of their physical manhood, their courage, or their willingness to die.
but because of their lack of mechanical and technical knowledge of
things that every boy in Germany had when he went to the front.
This is a War of mechanism and we are not ready, partly, because
of our failure to train our own people in the vears past. And if we
den’t learn the lesson now, when will we learn it?

Now, vou employment managers are going to face just cxactly
that problem in the shop where you select men. What are vou going
to do about it? Establish your own schoois. T know of a Federal
fund that is available and T want to tell you one or two things
about it. The National Government passed the Smith-Haves Act a
year ago. Under that act $500,000 was given for the establishment
of =chools for industrial and trade education by a special method
of apportionment that became operative in the vear beginning July
1, 1917, DBy the method of apportionment provided in this law
$500,000 becomes available for instruction in trades and industries,
such sum of $500,000 to be increased at the rate of $250,000 each
year until 1923, when a further increase of $500,000 becomes avail-
able for the two succeeding years, after which the annual appropri-
ation for such purpose shall be $3,000.000. That money i3 to be
spent for the salaries of teachers of trades and industrial work to
mect the necessities of the country; and every dellar of it must he
matched by another dollar spent by the State or local community. or
both of them together. So you see that the fund will ameunt to a
total of $6,000,000 in 1924 and 1925. That fund is distributed
among the States in the proportion of their urban pepulation, mean-
ing by that those people who live in cities and towns of more than
2,000 inhabitants. The result is that the great industrial States have
the money, and the agricultural and small States have not; that
being compensated for by the larger amount which they have used
for agricultural education, a similar amount being given for agri-
cultural education.

Now, the law goes on to provide that one-third of the money
that is, $160,000—must be spent for part-time edueation, or not spent
at all. Now. the trouble is that in this time of war the program of
compulsory part-time education, which T believe is coming, because
1 believe that this Government, to save itselt, will ultimately under-
take the conservation of every boy who works, until the age of 21,
rising from 16, 17, and 18, the only limit being what period is re-
quired to save him for himself and for the country. That can not
be done at the present tine, so we are back on the voluntary basis,
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largely dependent upon the mercy, the intelligence, the foresight,
and the vision of the employer as to whether or not he wants to
malke now the investment that will come back to him in deferred pay-
ments in the future, because of the training he is going to give to his
voung people at the present time. That money is not being spent by
the State in any great amount, partly, I believe, because many eni-
ployers, many employment managers, do not know of its existence,
I want to call your attention to this thing for one reason because
capital and labor, employvers and trades-unicns, can and are getting
together on at least four things. The first is compensation; the second
15 safety regulation; the third iz part-time or evening-school in-
struction for men who are already employed in shops; and the fourth
is the vocational rehabilitation of the disabled soldier, restoring him
when he comes back from the War, so far as training will, {o take up
and follow regular industrial employvment. You can get that sort of
support in your community. Are yvou interested? Do you want
some of that money spent in connection with your plant? Let me
tell you come of the things you can do to get it:

First, see the superintendent of schools in the community in which
your plant is located and call his attention to the fact that the
school system in the community and the edncational fund owe just
as much obligation to the young fellow who has gone out into in-
dustry as to the boy and girl who are still in school, and to men
who have been injured in war service, and obtain the appropriation to
mateh this Federal appropriation for ¢arrying on this work.

And, next, a schoolmaster can not do this job. The first thing we
want to do is to bring into this work the practical man along this
line and put him in charge of the “ part-time ” education work.

And the third thing is that the thing to be done shall be done by
the men experienced in the trades and industries, not manual training
teachers, but men who can apply the mathematics and drawing and
the trades science to the requirements of that trade.

Next, go to your employer and call his attention to the fact that
we are going to have a labor shortage of the right kind of people;,
and tell him that if he wants new leaders with breadth of training
and adaptability he must lay his foundations deep at the present tine.
If lie says it is difficult tell him “ Yes, but you can measure this difli-
culty whereas you can’t measure the tremendous difficulty and losses
that arise from yvour failure to have constantly at hand an adequate
and capable labor supply for doing your work.” If he refers you to
the foreman of the department, who says, “ We can’t do it, because it
will make some machines idle, because it will ecost for power,” tell
him, “ You can’t figure that insensate thing you lose in poor leader-
ship and workmanship, and lack of hope and vision on the part of
those young chaps in your plant.” There is not an employment man-
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ager in this room who can not use that part-time educational fund
in his factory. Now, if he wants it, let him go for it in the same way
he goes for any other concession under the city government. And
the other idea is that when the smoke of all this War is cleared away
we will find this world turned almost upside down. I know this is
the age of the common man; I know that, after all, the outstanding
characteristic of modern democracy is the push upward of the com-
mon man from the bottom. He is going to be heard more in in-
dustry than ever before; and that brings us at once to the difliculty
Letween the organized worker and his employer and the unorganized
worker and his employer; and the employment manager will, I
belicve, be the center of that problem, and he may find himself com-
pelled to face the question whether he is a timesaver for his em-
ployer or a constructive agent in democracy, trying to save it by
bringing these people together not upon the basis of the employers’
or employees’ interests but in the best interests of all. Victor Hugo
has it when he says: “ The workman would be a leader of fraternity
and equality, and there would be green branches upon the threshold.”
That means we all are hewers of wood and drawers of water in a pro-
fession of untold opportunities. T would hate to pass out into the be-
vond before that conflict is over without being able to see some of the
problems that will arise, and some of the solutions and some of the-
new dreams that are to be dreamed. When you men as managers
think about these pioneer days and the early struggle to bring for-
ward the idea that there was such a position, and that it was alto-
gether worth while, you might whisper to yourself some of the words
from Kipling’s poem on the The Palace, which runs about like this:

When I was a King and a Mason, a Master proven and skilled,

1 ¢leared me ground for a Palace such as a King should build.

1 decreed and dug down to my levels. DPresently, under the silt,
T came on the wreck of a Palace such as a King had built.

There was no worth in the fashion, there was no wit in the planp—
Hither and thither, aimless, the ruined footings ran—

Musonry, brute, mishandled, but graven on every stone:

“After me cometh a Builder. Tell him, I, too, have known.”

Swift to my use in my trenches, where my well-planned groundworks grew,
T tumbled his quoins and his ashlars, and cut and reset them anew,

Lime I milled of his marbles; burned it, slaked it, and spread;

Taking and leaving at pleasure the gift of the humble dead.

Yet I despised not nor gloried ; yet, as we wrenched them apart,

I read in the razed foundations the heart of that builder’s heart.

As he had risen and pleaded, so did I understand

The form of the dream he had followed in the face of the thing he had planned.

* L ] * * * * *
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When I was a King and a Mason—in the open noon of my pride,

They setit me a Word from the Darkness—they whispered and called me aside.
They said: “The end is forbidden,” They said: “Thy use is fulfilled.

“Thy Palace shall stand as that other's—the spoil of a King who shall buitd.”

I called my men from my trenches, my quarries, my wharves, and my shears.
All T had wrought I abandoned to the faith of the faithless years,

Only I cut on the timberg—only I carved on the stone:

After me cometh a Builder. Tell him, I, too, have known!

[Session adjourned.]
77920°—19——12
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SATURDAY, MAY 11—-MORNING SESSION.

CHAIRMAN ! RALPH G. WELLS, ASSISTANT CHIEF EMPLOYMEXNT MAXAGER, E. L. BUO
POXT DE NEMOURS & CO., WILMINGTON, DEL.

SOCIAL PROBLEMS OF THE INDIVIDUAL.

[The meeting was called to order at the Powers otel at 10 a. m.
by the chairman.]

[The chairman announced for Dr. Meeker that copies of the pro-
ceedings, when printed by the Bureau of Labor Statistics, would be
mailed to every one registered at the convention, and that the June
MoxTtaLy Review containing an account of the conference would also
be sent. It was stated that the proceedings would include everything
except unnecessary and irrelevant remiarks, which would be omitted
for the sake of condensation.]

[The chairman then introduced Mr. Davis, of the New York Retail
Dry Goods Stores’ Association.]

Mr. Davis of the Retail Dry Goods Stores’ Association of New
York. I have attended a great many other conventions of an entirely
different description. It seems to me that in view of the fact, as I
understand it, this organization is more or less in its infancy—if I
am wrong, correct me—it would be a good thing if to the names that
are added in here there was added the names of the concerns, they
represent, the names of concerns that have thought it worth while to
send their men to attend meetings of this kind. And I would like to
suggest that it would be a very good plan for the commissioner, or
whoever is responsible for this Bulletin, to provide in or on a separate
sheet the list of the names of the delegates present at this convention,
together with the names of the concerns they represent. Some of
these we might like to get in touch with whose addresses we might
have difficulty in finding.

One other suggestion. I don’t want to be misunderstood about this.
The other day a showing of hands was requested of those men inter-
ested in mercantile lines. I believe there were two people, myself on
the main floor, and some one in the balcony; we had a discussion later.
I realize that the organization is in its infancy, and can not be ex-
pected to do everything at once, but would it not be a wise thing in
considering the arrangements for another year to attempt to get some
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larger representation from branches other than purely factory, and
so-called industrial lines? You see what I am driving at. I do know
that we have our own problem and I believe some provision could be
made for such an organization as The Retail Dry Goods Stores’ Asso-
ciation of New York, the City National Bank of New York, the
Guaranty Trust Co., and other institutions of a similar character.
They all have their problem, and are doing splendid work.

The Cmamman. I think those are two valuable suggestions. I
don’t know whether Dr. Meeker would like to print that list of
names, but I would make this suggestion: That with the permission
of those present the chair will order that the new executive com-
mittee arrange to have printed and distributed a list of those who
have registered at this convention. We will need it if this organi-
zation goes through. It would serve, as you all know, as an ex-
cellent inclosure to go with the letter. It might be put in the June
MoxruLy Review. Dr. Meeker, we would be very glad to have you
publish that also, if it would not crowd the proceedings too much.

Dr. Meeker. Six hundred names is a mere bagatelle; I wish there
were more. One point I want to present to the conference. I want
to be sure that there is no misunderstanding about this. I think
that I am not stating any state secret when I say that this organiza-
tion, or whatever it is—this thing in process of becoming an organi-
zation, let me say—has always side-stepped when it came to a question
of publishing the names of the firins represented. I never could quite
understand that. I did not see what there was to be side-stepped,
myself; but I want you to be perfectly sure that you want the list of
firms and representatives published. I am very willing to make the
attempt to publish it in the June MoxrtaLy Review., But if you are
going to send out this list, I don’t see that it will be of any particular
value to do that, but in the published proceedings decidedly the list of
delegates and the firms represented should be included as an essential
part of the proceedings. .

[It was moved and seconded that the names of the delegates and
the firms they represented be published in the proceedings. (See
Appendix B.) 1In the discussion that followed the statement was
made that in the Boston association a list of the delegates and the
firms represented had been of great value in stimulating interest in
the asseciation, because the majority of firms, when they sent repre-
sentatives to conventions or a meeting of this character, wanted to be
sure that they were going to meet other people who had the same
problem.]

| The motion was carried.]

The Cmammax. The suggestion of the gentleman regarding a
division at the next conference for commercial and mercantile
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establishments is a very good one. The lack of such a division has
been one of the weaknesses of some of our local associations. 1
have heard the criticism before from department store and bank men
that they came to our meetings and all they heard was a discussion
of problems relating to industry and production. I will pass the
snggestion on to the new committee, and ask that in arranging
for the convention next year a definite meeting early in the convention
be arranged for those who are interested in problems of that sort.

Mr. Tyrer, May I suggest that manufacturers, especially those em-
ploying large clerical forces, are in a way interested in the same
problem? Most of our discussions here concern the man in the shop.
That is a part of the problem which the commercial man is trying to
get information on. Would it be wise to broaden the scope of this
convention and make it include salesmanship and commercial inter-
ests as well as industrial interests?

The Cuarrymaxn, Can we take care of it by passing on to the com-
mittee the matter of providing for group meetings? ILet us have a
motion which will cover the entire field and insure that the program
committee realize that next year we want to go not only into the
problems of industry and mercantile establishments, but into those of
any other institutions: The clerical force, the sales force, and perhaps
the problems of contractor, which are quite different from the prob-
lems of industry. The turnover of contracting firms is much heavier,
and they have a much different problem from those operating along
industrial lines,

{The motion suggested was made, seconded, and carried.]

Capt. Fisuer. Maj. Mock, of the Surgeon General’s Office, who is
to talk on rehabilitation of disabled soldiers, has a series of motion
pictures which he is showing in connection with this topic, and ar-
rangements have been made for the exhibition of these pictures at
the Strand Theater, opposite the chamber of commerce, beginning at
11 o’clock.

[It was moved, seconded, and carried that the session adjourn at
quarter to eleven. It was suggested by Capt. Fisher that the dele-
gates should reconvene at 12 o’clock and work on until 1.30 p. m.]

The CraarrmaxN. We will now have the report of the committee on
organization, and then if there is essential discussion on it, it may be
necessary to postpone the discussion in order to complete the organ-
ization before we adjourn. I think it will be necessary to get through
with this, but we don’t want to railroad it through. I am going:
to read it through and then ask you to act upon it in the usual way.
The vote of the committee was that the national association shouf-d
be informed along the following lines:
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OUTI,INE or OI{GANIZATION.
I. NAME,

The name of this orgdaniz:ition shall be the National Association of Employ-
ment Managers.
II. OBJECTS.

The objects of this association shall be:

1. To promote and foster interest in and study of employment problems
throughout the country.

2, To stimulate the growth of local employment managers’ associations in
industrial and commercial centers.

3. To encourage the installation and development of functionalized employ-
ment departments in public and private establishments.

4, To act as a clearing liouse for better methods for handling problems of em-
ployment.

3. To work with governmental agencies to bring about closer cooperation
concerning employment problems.

T1I. MEMBERSHTP.
.

Membership of this organization shall consist of the following classes:

A. Group members—ILocal employment managers’ associations approved by
the executive committee and conforming to the constitution and by-laws, who
shall appoint a member as their representative in this association.

B. Sustaining members.—Employers who may designate an executive in
charge of employment as their represeniative in this association and who are
approved by the executive committee.

C. Associate members.—Individuals interested in the object of this associg-
tion who are not connected with employers ecligible for membership under
Class B.

1v. DUES.

A, Group membership.—The yearly dues shall be fixed by the executive, com-
mittee of this association after consultation with group members.

B. Sustaining membership.—Yearly dues shall be $100,

C. Associate membership.—Yearly dues shall be $10.

V. OFFICERS,

1. There shall be an executive committee elected at the annual convention
made up of six members chosen from and by the group members and three
chosen from and by the official representatives of the sustaining members, to
serve for the period of one year or until their successors have qualified.

2. The executive committee shall choose a presiflent, vice president, secre-
tary, and treasurer from among its own number.

3. The executive committee for the first year shall be chosen from and by the
members of the organization commitiee submitting this report. The executive
committee so elected shall complete the constitution and by-laws to conform
with.this outline of organization.

4. The officers shall perform all duties usually pertaining to such offices.
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M. Winaxs, chalrman of the conunittee on organization. This
provision [as to dues] was worded in this manner because it was
felt that no one here had the authority to commit their local associa-
tion to higher or other dues than those which now exist, and 1t will be
a matter which will be adjusted by the local committee in connec-
tion with local groups.

The Cuarrarax. That. gentlemen, is in substance the decision of
the committee. The suggestion is, yvou understand, that if this
meets with your approval, that the present organization committee
will proceed at once to the carrying out of the outlines of this con-
stitution, and the preparation of a constitution and by-laws which
conform to this; and, of course, will provide means whereby that con-
stitution can be amended so that if there should be anything not satis-
factory it can be changed at the next convention.

The Chair awaits discussion or a motion as to our action.

[The question was asked whether a person who was an assistant
of an employment manager would be eligible to associate member-
ship, since, according to the outline of organization, it would seemn
that such a person would not be so eligible.]

The Cuamyax. He would not be. It would be possible for him
to be a member of the local association. The intention of this is to
encourage and foster, as far as possible, the growth of loeal associa-
tions, because there is where the person gets contact with other eun:-
ployinent managers. But that assistant would have a perfect right
to attend conventions.

[At this point in the discussion the conventien adjourned to the
Strand Theater, where Maj. Harry E. Mock, of the U. 8. Surgeon
General’s office, gave an illustrated address. and Charles H. Winslow,
of the Federal Board for Vocational Education, spoke. To avoid dis-
turbing the continuity of the discussion on the organization of the
proposed National Association Mr. Winslow’s speech is given at the
end of the proceedings of this session (see pp. —). Maj. Mock’s
address is omitted, as it was not possible to obtain the manuscript,
The meeting reconvened in the Powers Hotel at 12 o’clock.]

The Cuzamrarax. Is it the wish of the convention that we proceed
with the discussion of the articles of organization as read this morn-
ing, or shall wve have the report of the committee on turnover? The
articles of organization should be completed in time for the organi-
zation committee to report again this afternocon, and if it is agrec-
able to the convention I would like to suggest that we ought to maje
some headway on the articles of organization. The organization com-
mittee that met last night consisted of the following members of
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the national committee, which is the only official organization
existing:

ORGANIZATION COMMITTEE,

Dr, E. B. Gowin, of the New York University School of Commerce, Accounts,
and Finance, New York City.

Ralph G. Wells, of the E. I. Du Pont de Nemours & Co., Wilmilgton, Del.

Elmer F. Harris, of the Mesta Machine Co., Pittsburgh, Pa,

E. H. Fish, of the Norton Co., Worcester, Mass,

H. G. Kobick, of the Commonwealth Edison Co., Chicago, Il1.

W. H. Winans, of the National Carbon Co., Cleveland, Ohio.

Raymond C. Booth, of the Rochester Chamber of Commerce, Rochester, N. Y.

Mark M. Jones, of Thomas A, Edison (Inc.), West Orange, N. J.

G. I'. Berner, of the National Aniline & Chemical Co. (Inc.), Buffalo, N. Y.

Carl J. Parker, of the Maryland Shipbuilding Corporation, Baltimore, Md.

George B. Merriam, of Brown-Lipe-Chapin Co., Syracuse, N, Y,

C. W, Storke, of the Employers’ Association, Auburn, N, Y.

W. R, Kitson, of the Solvay Process Co., Detroit, Mich.

T. L. Weed, of the Stanley Works, New Britain, Conn,

George H. Stone, of the Locomobile Co. of America, Bridgeport, Conn,

S. R, Rectanuy, of the American Rolling Mill Co., Middletown, Ohio,

W. A. Grieves, of the Jeffrey Manufacturing Co., Columbus, Ohio.

Mrg, Jane C. Williams, of the Plimpten Press, Norwood, Mass.

Arthur I?, Jones, of the Jersey City Chamber of Commerce, Jersey City, N. J.

Capt. Boyd Fisher, Ordnance Reserve Corps, Washington, D. C.

AL AL Doucet, of ‘the Laclede-Christy Clay Products Co., St. Louls, Mo,

. T. Johnson, Seattle, Wash.

I might explain that this plan was necessarily a compromise in
some ways. We had this proposition: None of the delegates here
were authorized to commit their association to contribute a definite
sum of nioney for membership. It was the feeling of that committee
that this organization should now formulate a definite plan, and
should have a constitution with which it could do constructive
work—iwhich means the providing of*a permanent staff to do the
work. And, for that reason, it was felt that finances were necessary;
but, in assigning the dues for the local associations, we left that
open for the executive committec to decide upon as it says: “The
yearly dues shall be fixed by the executive committee of this asse-
ciation after consultation with group members,” because it seemed
inadvisable to set any fixed method of doing that until the local as-
sociations could be consulted and their official sanction secured for
some definite plan of assessment. With that explanation, I would
like to throw the matter open for discussion.

The statement was made, with regard to the provision for annual
dues of $100 for “sustaining membership,” “that it was assumed
that there were a number of firms which would be glad to contribute
because of their interest in the work.”
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The Cuamrvax. If the points of this outline, with such other
suggestions as may be offered, mect with the approval of the conven-
tion, it will be necessary to formulate a definite document to serve as
a constitution and by-laws, which can be changed in any convention.
I may say it is not the desire of the old committee to perpetuate itself
in any way; but it was decided at the meeting last night that that
was an existing organization through which we could easily work,
and there are several members of the old committee who will not be
members of the national committee this year. So that I don’t think
there should be any fear that the national committee is trying to per-
petuate itself.

[In the discussion on the outline of organization the question was
asked with regard to section B of the article on membership, pro-
viding for individual membership, whether the persons designated
in that provision are to be members of a local association or not;
that is, it leaves it open in the outline of organization. that any firm
can .come In as a sustaining member whether a mémber of a local
assoclation or not.]

The Cmamrman. It was felt that probably the local association
would be a member. The matter was left open because we felt that
there were a great many firms in local associations who were suffi-
ciently loyal to be willing to contribute $100.

[Tt was suggested that a provision be made that firms may send
any number of representatives to the annual convention, provided
the privilege of voting be restricted to the official representative.]

The Cmamman. I suggest that this convention recommend that
there be a provision in the by-laws which will permit “ sustaining ”
firms to send as many additional representatives to the convention as
they wish, but who are not té vote on matters of business or on elec-
tion of officers.

[The motion was made, seconded, and carried:]

The Cmairaman. That provision will then be inserted. Is there
further suggestion?

Drrecate. If T understand the first clause correctly, it spoke of
employment managers, but made no reference to representatives with
experience in employment departments who might like to join the
association.

The CramrMAN. You mean under Group “ B;” a sustaining firm?

Derecate. It was worded “an executive in charge of employment.”
We thought that would meet the condition, because, if they don’t have
an Employment Manager, there is probably some one there who is in
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charge of whatever employment managing they may be doing. Why
not have it a representative?

The Cuaraax, Because it was felt we wanted the man directly
in charge. The general manager would be an executive in charge:
so would the vice-president of the company, or the president. We
did not interpret this as meaning that it applied only to the fellow
doing the actual hiring, but some executive under whose supervision
employment work was being done. Does that explain?

DrrecaTE. Yes, sir,

Mr. Wixaxs. It would perhaps be better to pass on this by sec-
tions.

[Tt was so moved and seconded. The 1motion was carried.]

[ The first section was moved for adoption. The motion was sec-
onded, and carried.] .

[Section IT was moved for adoption. The motion was seconded.]

Devecate. 1 would like to suggest three or four word changes in
that. We are interested in more than employment problems. We
are particularly interested in human management problems.

The Cramarax. Shall we say, “the study of problems of human
management ”?  Or, may we say, in “ the study of employment, per-
sonnel, and human relations problems ¢

Derecate. Let me suggest ¢ industrial relations.”
The Cramryvan. We thought “industrial ” was too broad.

[The motion was made, seconded, and carried that the first clause
of the outline of organization be changed to read “in the study of
employment, personnel, and human relations problems.”]

- DerecaTE. In regard to No. 3, “the installation and development
of functionalized employment departments,” we might disagree upon
the meaning of “functionalized employment departments.” Does
that include the fire brigade? Should we use the terminology as in
the first clause?

The CratrMaN. Suppose we say “employment and service depart-
ments.”

[Tt was so moved, seconded, and carried.]

Avexaxper Fresuer, superintendent Welfare Division, Metro-
politan Life Insurance Co., New York City. I hate to quibble this
way, but on account of the organization of my company, Section
IIT' B automatically rules out some members of the company who
might otherwise be eligible to membership in this association. My
company has a committee of a board of directors, which is in charge
of all health and service problems, so the only person eligible would
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be the chairman of that committee. So, I, myself, am not eligible
for membership.

Drrecare. Who will be the person to determine what ave * better
methods for handling problems of employment”? I think we might
improve the word “ better.”

The Ciazraax, The point is well taken. Is there any other word?

Dr. Meexer. What is the object of the association if it is not to
“Dbetter ” management of labor problems?

[Tt was moved and seconded that the word “better ” be changed.
On being put, the motion wag lost.]

The Cuasrraax. We will leave the word “better” there. Let us
have a vote on the entire “ object.”

[It was moved, scconded, and carried that Section II, with the
exception of the changes noted, be adopted.]

[Clause “A.” “group members,” of Section III, was moved for
adoption, seconded, and carried.]

[Clause “B” of Section IIT as to “sustaining members” was
moved for adoption, seconded, and carried.]

[Clause “C7” of Section III as to “associate members” was
moved for adoption, seconded, and carried.]

[Tt was moved, seconded, and carried that a plowsmn be added
to Clause A, of the section on membership, that the local associa-
tions may send as many of their members to attend the conven-
tion as they may desire, but that there shall not be given any addi-
tional vote on business matters.]

Drrrcate. Is there any provision made for the man having no
local association available, and whose firm does not choose to become
a member of the association as a firm? TIf he wants to, can the
individual be a member?

The Cramrmax. That matter was discussed. The feeling was that
if we provided any means whereby the individual connected with a
firm could come in on a different basis from that which his firm could
come in on, there would be firms which would take advantage of that.
It was also felt that the purpose of this convention was to encourage
local associations, and that the dues of the local associations were so
small that anyone could belong. I know that in New England and
New York there are men who travel a hundred miles or more to
attend meetings of these associations. And, furthermore, by not hav-
ng a provision for these individuals it would stimulate them to form
a group in their own locality.

Drrrcate. Take a plant we have in southeastern Kentucky.

The Cramaax, What is your neavest local organization?
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Derecate. We are the only firm there.

Mr. Wixaxs. May not this be suggested? So far as I know there is
nothing to designate the size of a local association. I might say there
is no intention to exclude anyone from the convention.

Drrrcare. What about persons who do not wish to become asso-
clated with a local association? Some firms do not join any local asso-
ciation.

The Crramryrax. Under the provisions, as read, any firm, whether
or not a member of a local association, may become a sustaining
member. Any firm, under the action we have taken this morning, is
allowed to select one official representative, but mayv send as many as
it wishes; but such additional delegates can not vote.

DrrrcaTe. Suppose a man who is in charge of employment is not
a member of this association.

The Crmamyax, There is no provision whereby a man could be
taken care of unless he himself might want to pay the $100. This is
a point we ought to decide. There are a number of concerns who
have not vet seen the light.

Devreate. If you are following the policy of allowing men to come
here and take part in the discussion, whether or not they are mem-
bers, that will cover the point whether their firms belong or not.

The Crararax. There has never been any suggestion that anyone
should be excluded from the convention. The sustaining member-
ship practically carries with it no other privilege than representation
on the executive committee and the privilege of paying $100.

Derrcare. There is no objection to a firm’s paying the $100 and
appointing an individual, who would go in as an individual, even
though that firm doés not desire to take out an associate membership ?

The Crramaax. I dont think so. Those things can usually be
fixed. T know a number of Jocal associations that have had to meet
that. T would suggest that the executive committee, in drawing up
the constitution, without changing the definite policy in any way,
so word it that it will be understood that the privileges do not include
the voting privilege.

Drrecate. I want to make a remark about the membership.
As T understand it, the associations are allowed to send one repre-
sentative. There is nothing said about the size of the association.
I was wondering if it was necessary—I am not proposing it—to give
any different weight as to the vote of a representative. One repre-
sentative-might represent 70,000 workmen, another one 500. Is there
any difference in the weight of the vote of these delegates?

The Cusreman. That matter was discussed in comumittee and it
was decided that what we wanted was the viewpoint of the localities,
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but that if we gave voting power according to the number of
employees, certain large centers would dominate the situation, and
that it was of greater value to have an expression representative of
the entire country rather than of a few large industrial groups.

DeLrcate. That is the point I want to bring out.

The CHairdax. The section for consideration is now Section IV,
dues; group membership. As explained before, we felt no one had
sufficient definite authority to pledge a group to a larger sum; and
it was better that the delegates have a chance to consult with their
group, and that the matter be taken up with the executive committee,

It was moved that Section IV, relating to dues, and the three
clauses thereunder be amended by striking out the three clauses and
substituting for each clause the provision that the dues of this
organization shall be fixed by the executive committee of the asso-
ciation after a consultation with group members.]

The Cmaryax, Before that question is put, I would like to ask,
do we go back to our firms and local associations with a clearer idea
of what the job before us is? Now this outline of organization in-
dicates what we really have in mind, and if the thing is left to the
executive committee it 1s up to them to spread the information, to
get the report back on an intelligent basis. That would need some
work; but starting out on this basis you will really get quicker
results. Is there further discussion?

DeLecaTE. That raises the point of the whole thing. What is
the machinery, what are the actual operations in fulfillment of the
purpose of this organization, and what ave the dues going to for-
ward? Now, as to the purpose of the organization, you can conduct
a clearing house that is actual or potential; and in your consider-
ation of all these purposes, you can have machinery or not. On the
other hand, it seems to me that when you begin to talk about dues,
vou must define more accurately what it is all about, what the thing
is to accomplish,

Mr. Winaxs., As we looked the situation over it appeared that
a very capable man should be secured as executive secretary, who
should be put on the job as early as possible, probably at Washing-
ton, to confer with Government officials, and work with the depart-
ments there, to give to us in our local groups a real, established na-,
tional association. Next year we may be able to get it done by the
annual convention. It was hoped by those who were talking over the
matter last night that that may be possible during the next year,
You will have to have a man, office help, traveling expense account,
printing, bills to be paid, and that sort of thing. The committee
figured roughly that $20,000, but probably not much less than that,
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would cover the expenses. The committee, so far as I know, does not
even know whether such a man can be found. The whole thing must
be worked out, if this convention decides to put an executive com-
mittee on the job with these purposes to work out.

Drrreare. What does that fellow do?

Mr. Winvansg, I confess T don’t know; but we will talk about it
anyway. The. job he will have to do at the outset, of course, is to
find out what the local associations want; what the employment men
in loealities without an association want; what should be done; talk
to the people in Washington to find out whai they want; try to help
put over a national labor policy and work out a national association
which will help to gain that result. That is all T can say. But it
seems to me it will take money to do it; I don’t know how it can be
done without a man’s traveling expenses, and that means money.

Mr. Doucer. 1 suggest that Wells tell us something about the
duties of a managing secretary of an association. He is more famil-
iar with them than any of us.

The CuarrMAN. I can only repeat the things said last night. As
I understand it, the intention of this organization is to form a more
compact group through which we can work {or the various purposes.
It is realized that in a convention of this sort where nothing has’
been “cooked up” previously it is impossible to provide in the time
allotted a complete and accurate constitution and by-laws. If this
thing had been worked out by someone two or three weeks in ad-
vance, we might have come here with some plan that could he rail-
roaded through without much difficulty. But, we waited until the
meeting yvesterday to decide why such an association is wanted, and
though we utilized the only time available, which was after adjourn-
ment last night, we realized that the only thing we could do was to
provide the machinery with which the work could be started. In
view of this situation we will have to trust a great deal to the work
of the executive committee during the next year, chiefly, because we
did not want to do anything without considering it. We wanted the
executive committee to consult with local groups.

Now, as to some of the duties that a secretary of such an organiza-
tion might perform: First and foremost, of course, he would have to
plan his organization, and secure the cooperation of the local as-
sociations. He would have to get in touch with them and find out
their views, and what they desire. Some of the things would be the
establishing of a clearing house through which we could exchange
ideas on employment problems more regularly. There would be con-
sultation with members on employment work, particularly with newer
firms, not as an expert, but merely telling them where they could go
to get information which is necessary, which will answer their ques-
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tions. T know that has been done in a number of associations. If an
older member who already had a department established were to raise
the question as to how he could handle his absenteeism, the secretary
would not attempt, of course, to tell him how he could handle the
problem, but he could say, “ Why, Mr. Rectanus,down in Middletown,
Ohio, has been studying that problem. Get in touch with him, and I
think he can help you.” There will be a number of activities of that sort.
At the present time the Government is also calling on the employment
managers for assistance in developing the work at various plants
that are being handled under the Government. Iknow at present that
the shipping trade would like to secure the services of men to assist
in some of the shipyards. Now, it is barely possible that it is not
necessary for them to take a man away from his job permaneuntly,
but perhaps it could be arranged that some.good man could be re-
liased for three months. There are some situations in the Ordnance
Department and other places where I dont doubt that a secretary
in touch with the situation throughout the country would be of great
benefit to the different departments doing actual work. Those are
some of the things suggested and talked over last night; and it was
felt that if we were going to do anything, we onght to provide a good
man and give him the necessary paraphernalia to do a good job.
The idea was that this should be done not hastily, but through an
executive committee, which would have an opportunity to consult
with the local group, and would cut its budget according to the
amount of money that it seemed possible to raise.

Mr. Doucer. I would not like to be understood as being unfriendly
to the question, but some sort of talk is necessary to “sell” the
thing to our firms. So it is worth while to go light on the $100
proposition, because if you need a budget of $20,000, it would seem
quite evident that 200 firms could be gotten to give $100, and vou
would have your $20,000. It would seem really quite necessary to
get up a preparatory interest; it would seem to be a grave question
whether you could get your financial backing. So that throws the
thing back to the motion to leave the determination of the actual
amount of the dues in the hands of the executive committee.

The Crarrarax. I don’t know that there is any further explanation
needed on that point. That was the idea of the committee.

DevLegate. I don’t know to whom the national association would be
responsible. There might be firms who would give the $100, or
various groups. To whom is the committee to be responsible in the
end?

The Cmairvax. As provided in the cutline, six members of the
committee would be responsible to the local association; three only
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would be responsible to the sustaining firm. That seems to carry
the control with the local body.

Derecate. Would the gentleman suggest where we can get funds
to start the association, if we don’t set some figure?

The Cuammax. If you will permit me, I don’t think he is ques-
tioning the desirability of raising it; he is simply suggesting that
the executive committee should take the matter into consideration.

Drrecate. How are you going to go ahead without some stand-
ard to go ahead on? We can’t go ahead without dues coming in
from these people. How are you going to get them into the mem-
bership unless we set some sort of standard?

The Crammax. Suppose we were to suggest “ such sum, not to ex-
ceed $100, as the executive committee may decide upon,” changing
the wording on group B to read, “ The yearly dues shall be fixed
by the executive committee of this association, after consultation
with grotip members, at a sum not exceeding $100 a year.”

In regard to group C, can’t we leave those dues at $10? Then the
situation is this: The yearly dues for the local association are to be
decided by the executive committee after consultation with the local
group. The yearly dues of the sustaining members are to be set
by the executive committee at not to exceed $100 a year; yearly
dues for associate members will be $10 a year.

{ The motion was made and carried.]

The Cirammax. The next thing is the “officers.” Section V, 1,
“There shall be an executive committee elected at the annual.con-
vention, made up of six members chosen from and by the group
members, and three chosen from and by the offictal representatives
of the sustaining members, to serve for the period of one year, or
until their successors have qualified.”

[The clause was adopted.]

The Crmamyax. “2. The executive committee shall choose a presi-
dent, vice president, secretary and treasurer from among its own
number.” A suggestion was made to change that a little, and we
might as well have it right now.

Mr. Wixaxs. The suggestion is that this section be changed to
read, “ The executive committee shall make nomination for a presi-
dent, vice president, secretary and treasurer, to be submitted, along
with nominations which may be made from the floor, to the official
delegates of the convention, to be elected for a term of one year or
until their successors qualify ”; the effect being to take the actual
election of officers out of the executive committee and put it on the
ficor.
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The Cuamryax. The question then is, By wlich method you want
your officers elected. There are two plans. Under the first, the execu-
tive committee elect from their own number itself; under the second
the executive committee bring in nominations which are voted upon
together with other nominations made on the floor. Isthere any dis-
cussion on those two points, or can we decide which one? Will it
be satisfactory if I ask all in favor of 1 so to indicate, and then take
a corresponding vote on 27

DerecaTe. Does the executive committee comprise officers

The Cuairmax. Yes.

Derecate. I don’t think it would be a democratic proposition to
have the officers and the executive committee nominate themselves for
a successive election. It would seem to me that the more democratic
way would be to have the entire convention appoint a nominating
committee, and have that committee submit the names of officers and
executive committee to the convention, and have the election made by
the convention rather than by the executive committee.

The Crarmrarax. I might say that the members of the executive
committee will be selected by representatives of different organiza-
tions from over the country; six will be chosen by the group mem-
bers, three by the individual members who will meet before the
convention and select their three delegates. Those men should be
chosen with much care, and they should be chosen with a feeling that
these nine mer. will elect those from their number qualified to act as
officers, and it would save a lot of unnecessary work. If left for the
next meeting of the executive committee, it saves a lot of work when
they come to convention.

Dxrrecate. I think we may copy the successful method of corpora-
tions, that is, of course, to elect a board of directors, who, in turn,
elect officers. This conduces to unity of responsibility and power.
There will never be any question as to whether it is the directors or
the officers who are responsible for the success or failure, and the
directors will have real power and the officers real authority.

Derrcate. I still submit that the democratic way of electing officers
is on a convention floor. I had the privilege during the year of at-
tending a good many national association conventions, and I can’t
recall any convention the members of which are not given the privi-
fege of electing their officers from the floor of the convention. The
gentleman who just spoke to us said that it was a fine thing to have
the responsibility and the power given to the executive committee. T
think the power, at least, might be given, and the privilege given to
the general convention,
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Mr. Hewrrr. I believe very strongly that the executive committee
should be the one to select the officers. I would like to make one
amendment. This question of the secretary is a very serious one,
and I can see very readily how out of our six members appointed
by our group men, on account of pressure in their own plants, not one
of these six may be able to assume a great big job of secretary, and
T think it ought to be made possible to select a person outside of this
group.

The Cramrman. T am going to take the liberty, with the consent
of our members, of accepting the amendment on that point.

Dr. E. B. Gowix, of the New York University School of Commerce,
Accounts, and Finance, New York City. .This would be the execu-
tive secretary, not the secretary?

The Cuairaax. The executive secretary. This would be the clerk
of the corporation; I accept that correction. But there would be an
executive secretary hired in addition to the corporation secretary.

Mr. Gowin, If that is the case, I withdraw. The executive secre-
tary is the man I am after.

Mr. Winans. Won’t it clear the situation if this second section
simply be changed to read, “ The president shall appoint a nominat-
ing committee ” without saying who shall constitute it, “ who shall
present nominations to be acted upon on the floor of the conven-
tion.” Is not that all we want, and won’t that accomplish the
result?

Mr. Recraxus. The main difficulty seems to be that which arose
last night in the discussion. Everybody wants to avoid the possi-
bility of a self-perpetuating, governing body. If you have the
president appoint his own executive committee you have an oppor-
tunity for such a possibility arising; but, under the plan as proposed
here, the executive committee will change every year, because there
are more local bodies than there are representatives on the executive
committee; and they are all going to have a crack at it. Change
your executive committee every year, and consequently your officers
every year, and you won’t have a self-perpetuating body.

The Crairmax. To simplify matters, let us take an expression of
opinion. Are you ready for the question; for the definite question?
Plan 1—

Capt. Fisuer. Before you make a division, may I point to the
definition, to the distinction, between the two plans? If you make a
distinction between the way that the officers for this tentative first
year shall be chosen, and the permanent method of electing officers,
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I am quite sure you can reach a better agreement. What are you going
to do? I suggest that you have your election of nomination from the
floor and nominations by your organizing committee as Mr. Winans
suggested, and that you provide in your permanent method some
such thing as you have here in your written instrument. Don’t you
think that distinction is worth making? There is some fear in tho
minds of people that this organized committee will step in and do
things for the convention which a properly elected board of execu-
tives would not do.
DerLrcate. Why not use this plan only for the first year?

The Craamyan, Tt will be understood that if it seems desirable,
whatever plan is decided upon can be changed at the next convention.

Mr. Recranus. I move that the organization committee, imme-
diately after lunch, present nominations for the first year’s executive
committee, to be added to by names from the floor; that an execu-
tive committee of nine be elected for the first year, which shall
choose its own officers.

[The motion after being seconded was amended to the effect that
nominations be made on the plan outlined in clause 1 of Section V|
and was carried.]

Drrecare. We must have an organization of local members in order
to get that.

The Cmairman. I think it is the sentiment of the convention that
the organization shall make that selection this time.

Derreare. The organization shall select these men?
The CrAaRMAN, Yes.

Derrcate. But we must go back to the permanent form of the
constitution. There are no sustaining members at this time. There
are group members but no sustaining members. How can you select
the officers in that manner?

The Cmamsiax. I will say for the organization committee that
the sense of the convention is that this organization committee
should forget technicalities, and give us results. Is that what you
want ?

[The question was taken on the permanent plan for the instruc-
tion of the executive committee and drawing up the constitution.]

[Upon the vote as to the method of selecting officers Plan 1, that
of selection by the executive committee, was adopted.]

[The question was then taken on the third clause of Section V.]

The Cuairyan. This has just been taken care of, and ¥ suggest we
move to strike that out.
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[Tt was so moved, seconded, and carried.]

[The fourth clause of Section V, “the officers shall perform all
duties usually pertaining to such offices,” was then placed before the
convention for action and was carried.]

The Cmarrman. Before we adjourn I want to ask whether there
are any further suggestions that you want to submit to the organi-
zation committee? If so, can we have them in the form of a motion?

[Tt was suggested that the committee provide a letter ballot for
the association, for the purpose of simplifying matters for the con-
vention proper by deciding questions during the year.]

[Further suggestion was made that no provision be made as to
whom the officers shall engage.]

The Cmarraan. There are several technical details which should
be put in: The right to call meetings, amendment of the constitution,
and a number of things which must be provided in every workable
form of organization.

[The constitution as finally adopted by the convention was as fol-
lows:]

CONSTITUTION.

I. NAME,

The name of this organization shall be the National Association of Employ-
ment Managers.

II. OBJECTS.

The objects of this association shall be:

1. To promote and foster interest in and study of employment and personnel
problems throughout the country.

2. To stimulate the growth of local employment managers’ associations in in-
dustrial and commercial centers.

3. To encourage the installation and development of employment and service
departments in public and private establishments,

4. To act as a clearing house for better methods for handling problems of
employment.

5. To work with governmental ageucies to bring about closer cooperation
concerning employment problems.

III, MEMBERSHIP.

Membership of this organization shall consist of the following classes:

A. Group members.—Local employment managers’ associations approved by
the executive commiftee and conforming to the constitution and by-laws who
shall appoint a member as their delegate in this association and may send as
many representatives as they choose to the annual convention. ’

B. Sustaining members.—Employers who may designate an executive in
charge of employment as their delegate in this association, and who are ap-
proved by the executive committee, may send as many representatives to the
annual convention as they desire,
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C. Association members—Individuals interested in the objects of this asso-
ciation who are not connected with employers eligible for membership under
class B.

IV. DUES.

A. Group membership.—The yearly dues shall be fixed by the executive
committee of this association after consultation with group members. ’

B. Sustaining membership.—Yearly dues shall be fixed by the executive
committee and shall not exceed $100 per annum.

C. Associate membership—Yearly dues shall be §10,

V. OFFICERS.

1. There shall be an executive committee elected at the anmnual convention
made up of six members chosen from and by the group members, and three
chosen from and by the official delegates of the sustaining members, to serve
for the period of one year, or until their successors have qualified. Meetings
of the executive committee may be called by the president and shall be called
by hiin on the request of any three members of the committee.

2. The executive copimittee shall choose a president, vice president, secretary,
and treasurer from among its own number.

3. The officers shall perform all duties usually pertaining to such offices.

VI. MEETINGS.

There shall be an annual convention of the association at a place chosen by
the majority vote of the voting members present at the annual convention and
at a time to be determined by the executive committee.

VII. MAIL BALLOT.

The executive committee shall have authority to submit by mail ballot to
the voting members of the association any questions requiring action of the
members as a whole which may arise between annual conventions.

¥III. AMENDMENTS.

Amendments to this constitution may be made by two-thirds vote of the
voting members present at the annual convention.

| The chairman then introduced Victor T. J. Gannon of Chicago,
111, who gave the following address:]
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UTILIZATION OF MEN PAST THE PRIME OF LIFE.

BY VICTOR T. J. GANNON, SUPERINTENDENT, HANDICAPPED DIVISION, U. S. EMPLOY-
MENT SERVICE, CHICAGO.'

Just 20 months ago there was organized in Chicago a committee of
business men to formulate some method of caring for the gray-haired
man, who, because time had furrowed his countenance, made his step
less springy, or dimmed his vision, was at a disadvantage in securing
employment, since the tendency of the employer was to engage only
young men, not reckoning the ultimate cost.

The work of securing positions for men past 45 years of age was
delegated to the Employers’ Association of Chicago. To test the
need of such an endeavor, an advertisement was placed in a daily
paper, asking those who had found it difficult to secure work to write
to the Bureau, stating their age, qualifications, length of time unem-
ployed, and the number of dependents. To this advertisement 2,600
answers were received.

I began immediately to take steps to interest the employer in the
gray-haired man. With the aid of some kindly publicity, personal
talks with large employers, and circular letters to the great majority
of wage payers—the small merchant—I developed an appreciation
of the man beyond the prime of life. The task was no sinecure. It
meant 14, 16, and sometimes 18 hours’ work a day to do it. But in
20 months I have placed in good positions, at more than living
wages, over 18,000 men. The number of persons dependent on these
men was in excess of 38,000.

The average age of applicants placed was 57 years. The youngest
gray-haired man I put to work looked to be 60, though he was only
42. The dean of our placements was 92 years of age, but he possessed
a spirit of alertness, ambition, and self-respect.

More than 90 per cent of the men we sent out were put to work
the same day. Over 97 per cent of the men placed made good, over
$3,000,000 in salaries has been paid to them, and thousands of em-
ployers acknowledge the value they have received from our work.

It did not take long to exhaust the first list of 2,600 unemployed;
small, daily “ Help wanted” advertisements, asking that men past
45 apply to our office for the various employments open, brought
to us a total of over 30,000 applicants.

1At the time this address was delivered Mr, Gannon was manager of the Employers’
Association of Chicago.
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198 SOCTAL PROBLEMS OF THE INDIVIDUAL.

Thirty-four men whom I placed at moderate salaries a few months
ago frequently come back to hire some of the other boys. We have
striven to establish a sort of common ground for the employer and
the unfortunates who want only a chance.

We have never offered a married man a job paying less than $15
per week, and we always endeavor to secure the highest rate for the
applicant with wife and children. No man should live more than
40 minutes’ travel from his work.

It is just as important that an applicant be pleased with the work
and satisfied that he can live on the salary offered, before sending
"him out, as it is that the employer be sent a man who is carefully
preselected according to the job analysis furnished us.

Not one cent was ever charged to either applicant or employer.
The per capita placement cost, covering all expense, was 89 cents.
The funds were contributed by corporations and public-spirited citi-
zens. _

The application blanks we use are simple. The same can not be
said of blanks in common use by nearly all of the employers who
boast of modern methods. What we want to know of an applicant is
his name, address, physical condition, age, conjugal condition, num-
ber of dependents, the names of his last three employers, and the ex-
act duration of service given to each.

Duration of former service is one of the greatest factors in secur-
ing a proper insight into an individual’s abilities. If a man has
been employed by one concern for 2 years, and another for 1} years,
and a third for one year, or two or three years, T argue that the man
had some qualification which pleased those three employers, and
rarely has my diagnosis been in error. References are passé. I have
known many an employer to write letters “ To whom it may con-
cern,” strongly commending a former employee, and yet when talk-
ing over the telephone to a prospective employer give that same
individual an entirely different “character.”

Someone has said, “ Homan nature is the same the world over.”
That is not the truth. I have met over 30,000 people with human
natures widely divergent, and am meeting them every day. Some
people are impossible. In this classification the vastly greater
number are employers. If employers were obliged to do the things
they ask the wage earners to do there would be less labor unrest. It
has been no child’s play to educate the employer along the lines of his
own individual limitations. Let such be the employment managers’
work to-day, to-morrow, and for all time. The mind of the employce
is'ready to be taught the employer’s side, and the step necessary to-
day is the fostering of the employer’s interest in the individual em-
ployee. The employer has never told the employee of the various
costs which, combined, eat the heart out of the selling price. What
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does the employee know of overhead expense, raw-material figures,
production costs, advertising budgets, sales outlay, and transporta-
tion tax? What does the employee know of the difficulties of com-
mercial financing? Nothing; yet he will be found to be as keen in
an analysis of such matters as the employer, and oftentimes more so.

The employer, in filling his plant with young men, does not figure
on migration, a glaring fault of the younger man. Nine out of ten
employers do not take into serious account the cost of hiring and
firing.

Generally speaking, when a man has reached 50 he should have
established himself financially and socially. Some of the reasons
why our registrants have reached the late forties without a com-
petency are extravagance, the common and neglected ills of human-
kind, marital troubles, inability to keep abreast of the times, lack of
vocational guidance, and a timid heart. Greatest of all is the last
named. Parents unwittingly break a son’s spirit, and he carries
through life a curse he can not cast. Teachers often chide the learn-
ing mind and the shadow grows, clouding the future. Employers’
general cussedness and error of judgment of mentality have stifled
employees’ ambition, which, if given scope, would have enriched both
employer and employee.

The war, damnable as it is, is surely a cleansing fire. It has made
junk of old ideas, and has proved that the old men of Chicago have
come back to stay back.
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INDUSTRIAL RESTORATION OF DISABLED MEN A CONSERVATION
OF POWER.

BY CHARLES H. WINSLOW, OF THE FEDERAL BOARD FOR VOCATIONAL EDUCATION,
WASHINGTON, D. C,

The Federal Board for Vocational Education has been engaged
in a careful preliminary study of the problem of reeducation for our
returned soldiers and sailors who have incurred handicaps by reason
of such service. These studies have been printed as Senate Docu-
ments 166 and 167, and are available for distribution on application
to members of the Senate.

In these studies the problem was divided into two portions, the
first being that which had to do with the training of teachers for
occupational therapy, and the second takes up the entire subject and
discusses rehabilitation vocationally as a national problem. The
position is taken that, since the United States Government withdrew
from industry two or three million men, it was the duty of the Gov-
ernment to replace them in industry, with due regard for the capa-
bilities of the individuals and to neutralize such handicaps as have
been suffered by these men in their patriotic service.

It is not by any means taken to be a philanthropic proposition; it
is entirely governmental and national in its scope. Eliminating
absolutely the sentimental and hnmanitarian aspect of the question,
the facts all point irrevocably to this work as a part of the grim
business of war, the first constructive step after so much destruction.
It is a salvaging of precious material of which the foundations of
this Nation are a part—its incomparable manhood.

There are a number of reasons why these disabled men should be
given such education as will enable thein to overconie the disability
their patriotic service incurred for them and achieve independence
and a comfortable living, despite the handicap of maimed members
or wrecked constitution.

Vocational reeducation will reestablish the disabled soldier or
sailor as an independent, self-respecting economic unit. Any other
policy inevitably will induce economic dependency with its inherent
moral and social evils. For these men and for the community also,
moral and social, as well as economic, well-being is in a large measure
at stake.

It is to be noted in this connection that the age of the Army—21
to 31—is such that the men are young enough to be susceptible of
training, and that the benefits of such training will accrue during a
period equivalent to the normal expectation of life for men in early
manhood. Recognizing the value of vocational training, some of the
men were taking such training when drafted.
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Experience has demonstrated that disabled men while under hos-
pital treatment naturally tend in many instances to fall into a state
of chronic dependence, characterized by loss of ambition. The diffi-
culty of lifting them out of this well-recognized phase increases
rapidly during the period immediately following convalescence.
Initiation of vocational training at the earliest possible moment and
persistent, systematic development of this training after convales-
cence will avoid this danger of vocational degeneration.

Once the men have fallen into this state of chronic dependence or
have drifted back into industry without training they can not easily
be industrially recovered.

Without the protection of vocational reeducation, together with
systematic reestablishment in wage-earning employment, the handi-
capped man will drift about in industry, an unskilled laborer, and a
subject for exploitation by the unscrupulous and the recipient of pit-
tance wages.

The policy of vocational rehabilitation is one of conservation. Dis-
abled men skilled in specific trades will be, so far as possible, reestab-
lished in those trades by vocational reeducation. Without such
training valuable acquired trade experience will in many cases be
Jost, and the ranks of skilled labor will be to that extent depleted.
Incidentally, the drifting of handicapped men in any considerable
number into unskilled employments will oceasion demoralization and
impair wage standards.

It should be borne in mind that the disabled men are, in many
cases, specially trained and skilled. If allowed, through lack of such
reeducation as they require, to sink into the ranks of the unskilled,
their places in the Nation’s scheme of economic productivity can not
be filled. No supply of skilled men is now, or will be after the War,
available from other countries, since ev ery country at war is experi-
encing, and will continue to experience in the years follo“ ing the
War, a great scarcity of skilled labor.

Vocatlonal reeducation of men disabled for military service is,
therefore, a means not only of conserving trade skill but of conserv-
ing it in a time of national emergency and of preventing in some
degree the scarcity of skilled labor that is certain to develop as the
War progresses. The nation which does not conserve the vocational
skill of its trained workers will, to that extent, weaken its recupera-
tive and competitive power and to that extent will consequently fail
to achieve the immediate national rehabilitation of its industrial,
commercial, and agricultural power.

The return to civil employment of large numbers of men under
the abnormal conditions of the period of demobilization will occa-
sion far-reaching economic disturbance and maladjustment of labor
supply to demand, unless that return is made under some compre-
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202 SOCIAL PROBLEMS OF THE INDIVIDUAL.

hensive scheme of administration. Vocational reeducation will pro-
vide one means of so directing the return of men into civil employ-
ments as to occasion the least possible disturbance, and will go far to
avoid impairment of established standards of living.

In individual cases, undoubtedly, new vocational capacities will be
developed in handicapped men by systematic vocational reeducation.
In many cases the selection of wage-earning employments has been
originally accidental and without due regard to natural aptitude.
Vocational rehabilitation by training for new employments for
which the men have natural aptitude may develop entirely new voca-
tional capacities, making the men even more efficient producers than
they were before receiving their injuries.

The industrial restoration of men has been found a very important
featuire of their physical restoration. The first aim of the doctors is
to inspire in the mind of the man a belief in his own ability to live
and be useful. Once the man himself is convinced that it is within
his power to recover and become self-supporting, half the battle of
the doctors is won.

A man lying in a hospital minus a leg and an arm, or blind, tends
toward taking a hopeless view of life. Defore he entered the mili-
tary service he may have been engaged in an occupation such as that
of an iron molder, which occupied all of his limbs and senses. He
knows that he is incapacitated for this work; completely shaken
physically, his mind affected in greater or less degree by his awful
experience of battle, he sees little ahead but misery and death. He
does not feel able to help himself,

First, the doctor or the teacher seeks to inspire in this man a hope
of future life. This hope itself is a wonderful restorative, superior
to any skill of the physician. When from the depths of black despair
the man climbs mentally into the light and sees a future of useful-
ness, of independence, and his value as a citizen enhanced, half the
battle for that man has been won. Then his mentality is guided,
and his remaining capabilities are given the first, kindergarten, steps
in occupations, to inculcate the habit of work and concentration and
to get his mind off his troubles. This, as his confidence returns, is
graduated and he progresses toward the point where he takes up the
real work of the real occupation for which he is to be reeducated
and in which he is determined to “make good?” as a future avo-
cation, and which he will undoubtedly “make good” in and slip
back into the ranks, an honored citizen who bears evidence of his
high patriotism—a man who gave gladly for his country, and who
asks no special consideration for it, but only that he may come back
into the ranks of the “ Soldiers of Reconstruction ” and help obliter-
ate the scars of war.
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SATURDAY, MAY 11-AFTERNOON SESSION.

CHAIRMAN ! DR. E. B. GOWIN, OF THE NEW YORK UNIVERSITY SCIOQOL OF COMMERCE
ACCOUNTS AND FINANCE, NEW YORK CITY.

SOCIAL PROBLEMS OF THE GROUP.

[ The meeting was called to order at 2.45 p. m. by Mr. Wells, acting
as chairman.]

Mr. WeLLs (acting chairman). The first business is the report of
the committee. I think that it might be well for some one to move
that the articles of organization as adopted section by section be
adopted as a whole,

[It was so moved, seconded, and carried.]

Mr. Weris (acting chairman). The committee has met and sub-
mits the following names for nomination for members of the Execu-
tive Committee:

Ralph G. Wells, Wilmington, Del.,

W. H. Winans, Cleveland, Ohio,

H. G. Kobick, Chicago, Ill.,

Raymond C. Boeth, Rochester, N. Y.,

E. H. Fish, Worcester, Mass.,

Elmer F. Harris, Pittsburgh, Pa.,

Representing local associutionsy

Mrs, Jane C. Williams, Norwood, Mass.,

S. R. Rectanus, Middletown, Ohio,

Capt. Boyd Fisher, Washington, D. C,,

Members at large.

Gentlemen, that is the report of the Committee on Nominations,

and it is up for your action. Has any one any comment or remark?

[It was moved and seconded that the report be adopted.]

[The question was then on the motion that the report of the Or-
ganization Committee be accepted, and that the men nominated be
elected to serve as members of the Executive Committee for the com-
ing year. Motion carried.]

Mr. Wivaxs. I move that this convention go on record as recom-
mending to the local employment managers’ associations that women
employment managers be included in their membership, or be ad-
mitted to membership. -

[Motion seconded.]
203
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DEerrcaTe. How about the assistant employment managers?

My, Winans. Those suggestions can be incorporated in a motion
to be admitted upon the same basis as men.

The Acrixe Cuamrmaxn. The associations, as I understand, would
be very glad to have the cooperation and the membership of the
women actually engaged in employment work; but there is a ten-
dency all along the line to employ women for service work. Suppose
we put it that way: “ Women engaged in employment or service
work.”

[Motion carried.]

The Acring CrarMAN. T might say there are two or three other
resolutions being prepared which will be presented before the close
of the conference. I think there are one or two courtesy resolutions
that we should adopt.

Is there any other matter of business that you wish to bring up
before we proceed to the report of the committe on turnover?

Derrcate. T would like to ask whether it would be well to limit
the word “service” to “industrial ” service? T think the intention
was not to open the way to women engaged in outside philan-
thropic work; the word “service” alone would make it too broad.”

The Acting Cuairmax. I think that is a good suggestion. Sup-
pose we say “serving as executives in employment and personnel
departments.”

DxrLeGATE. These are recommendations to the local associations?

i The Acrineg CHAIRMAN, Yes.

[The recommendation was then changed to read: “Women execu-
tives actually engaged in employment and personnel work.”] ,

[An amendment to this suggestion was offered, making the original
motion broader in its scope and recommending that the “local asso-
ciations take in women on the same basis as men.”)

[The amendment to the original motion was accepted.]

DrrecaTe. The original resolution reads “local,” but not “State.”
Would that also apply to the State employment bureau?

The Actineg CramrMaN. The question of the policy of the local
association with regard to the men would hinge on this new wording
entirely. Women would be admitted to the local associations on the
same basis that men are.

Drrreate. Would that apply to “State”? Do the State bureaus
come under the head of local associations? In Rochester and Albany
they have State employment bureaus which are doing simply local
work.
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The Acting Cratryvan. That is a question for the local Rochester
association to decide. If they accept the men from the State bureau
they would then accept the women from the State bureau.

DELEGATE. Are they going to accept the men?

The Acting CrarMan. That is a question for the decision of the
local association.

DzregaTe. I think the State association should be recognized be-
fore the local bureau.

The Acrinag CrairMaN. You appreciate, of course, that we can’t
take time to go into the rules of the local association beyond recom-
mending this one point, If we would take up the question and
specify, and attempt to change the regulations of local associations,
we would then get into an endless discussion, because it is a problem
that has to be handled locally.

DeLecatE. Would that come under clause 1?

_The Acring Caamymax. This is with regard to the national asso-
ciation, We are not talking about national associations, we are talk-
ing about local managers’ employment associations; as far as the
State is concerned, they come in as members of the national associa-
tion by payment of $10.

[The action of the ¢onvention was then on the original resolution
of Mr. Winans with regard to the admission of women as members
of local associations, as amended.]

[The resolution was carried.]

The Acring CHAIRMAN. Are there any further instructions?

Mr. Winaxs. Would it not be well for you to call a meeting of the
executive committee in order that we can decide on some: further
steps?

The Acting Cmairman. As chairman of this convention, T will,
then, call a meeting of the newly elected executive committee to
meet here immediately following the adjournment of this convention.

Mr. Recraxus, There is one more thing that is important, and I
would like to put it to the convention now, if I may. I move that
the executive committee be instructed to employ an executive secre-
tary and such staff as may be necessary. I think that the executive
committee would like to ask specific instructions from this con-
vention.

The Acrine CHalRMAN. May I make an addition to that, “not to
exceed such funds as are definitely in sight”?

Mr. Konicr. If we get that kind of an executive secretary there
is not much in view for a good man,
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[The motion was seconded, and, on being put, was carried.]
[It was moved, seconded, and carried that all names and addresses
of a business connection be printed in the report.]
¥

The Acting CaHaRMAN. You all know of Dr. Gowin’s work in New
York City, in connection with the executives’ club and in New York
University. Dr. Gowin is scheduled to act as chairman and T am
going to ask him to take charge now and introduce the committee
that is studying turnover.

Dr. E. B. Gowrx, of the New York University School of Com-
merce Accounts and Finance, New York City. We appointed a com-
mittee some little time ago to take up an old problem, that of turn-
over. The committee intimates that it is ready to report. I under-
stand Mr. Kelly, of Harvard University, is going to present the re-
port. Mr. Kelly, of the vocation bureau of Harvard University.

Rox W. Kerry, director, Bureau of Vocational Guidance, Har-
vard University, Cambridge, Mass. I wish it understood at the out-
set that I do not purpose to answer detailed questions regarding this
proposed standard method of computing turnover. After wrestling
with 21 managers sent to me at Harvard to learn something about
employment work, I found out that many of them knew more about
that job than I did; and I am determined not to be stumped this
afternoon with questions of a technical nature. I am going to leave
to practical members of the committee the answering of such tech-
nical questions as you will probably ask. The committee has con-
sidered the various methods of computing labor turnover, and has
likewise considered the methods which were in use by the nine men
called into the committee. The committee took the liberty of inviting
in more men, in order to have an adequate representation from man-
agers with regard to the problem of computing the percentage of
turnover. Our committee thinks that the principal reason for any
computation of turnover is that we may procure the reduction of that
which is computed. In other words, it does not do much good to put
down a figure which represents the amount of the loss, unless we fur-
ther analyze the problem. Our committee has not gone so far as fo
say how you are going to analyze the reasons for turnover. I can say
for myself, I think, that it is absolutely essential to have a separate
report to deal with absenteeism. Our formula for com