2. That as craftsmanship can no longer furnish the base
on which labor organization can grow, unionisny, 'group
attion, will ‘have to build itself up on'a base as hroad as
the ‘whole educative process itself instead of on the par-
tlcul%r educative process of a partlcular craft. Evén today
the Ireal strength of unionism i ‘that unions are peffective

consumers oranizations with "a primarily educatibnal iri-

.,terest As this fact gradually sifts through the™ finds

of employers and’ managers' they will gradually “see that

. the most inefficient thing ’chey can do is td fail‘to eo operafe

\vntl such a great sourcq. of energy. The organizations of

workers, on their side, can, when once that stand is taken,
, be counted on togconsent to all that makes for fliciency.

They will do- this because in all ]pgltmnte entefprises—

Which are all enterprises where real service to the public is .

the test—the workers and the management will bq equally

*concerned in perfectmg the service. And at the sa e time,

under constitutional industrial relations, they will ~contest

the share in the management and the share of the| product
between themselves and with the consumer.
. ' 3. That the inter-relation of ‘the forces we have outlined

—thq forces of efficiency and- consent—is constantly taking

place in the world today im all"kinds of® crude and unor-

gzmi'ed ways.. Here and there real elements of inte '-organi-

\zahoF between efficiency and consent appear. But| for the

mostt part the labor agreements in operation today are looked.

upon by employers as a necessary evil and by the|workers

as’ steps in their assertion of their rights as consurers and
having little detailed relation to production processes. ,The
be’g;.nnings of something far better than this are seén in the—

agreements in the girment trades wherein jthe, manufacturers
‘the workers and the public are all represcnted as! parties;
and in certain kinds of organization which are being worked
out in a few business ‘concerns. There is still t‘oo little
of real pecomplishment in this direction. to ‘enaljle us to
predicate with any certainty what the course of theddevelop-
ment ‘in details of organization will be by which efficiency:
and consent are made contmuously revitalizing agents for
cach other.

Yet I believe that the point has been reached where it is
profitable to attempt to gather fogether such experience as
has beefi gained and relate it to the probable development
,of the ngxt few decades.

With/this purpose in view, I submit the accompanying

. chart. ) - .

. This chart, it should be constantly borne in mind, is
neither a dogmatic nor propagandist document. It is merely
a working ‘hypothesi® by which to test out the facts of busi-
ness as they occur daily at the. desks of managers and at
the trade union council tables, or in the occasional assem-
blages of unorganized labor. The whole aim ,of this dis-
‘cussion, as I see it, would be falsified if we deluded our-

. selves into believing that in any seeming array of facts, we
had found the truth. The only {inforgivable thing would
be that we, as social scientists, neglect to take into considera-
tion any facts of the moment connected with all the, forces
that do exist; the only thing that seems fo me axiomatic
is that when forces do exist, they are better when orgamzed
trained, educated, developed and: enhsted in an effective way’

—anythmg you llke——-rather than allowed to play among and

upon s blindly.

The—-pxcture of these forces submitted in thls chart may
be summarily commented on, as follows. In every form
of factory there are human forces at work which, whether
they .are organized or not, are of at least equﬁl“impcrtance
with the forces " govermng sales, production, and finance.
" These forces take the two-aspects of relationshis ) to a grow-

ing intelligence on the part of the managers and a growing

ol

. available facts.

“determining boards and of the wage
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intelligence on the part of the employées.

‘Where thesg forces . are organized they may take the

form shown on the chart under the personnel heading at
the left end of the factory line and under the co-operative
adsociation heading shown at the right end of the’ factory
line. The relation between efficiency and consent is pro-
vided for, in the form of organization shown,_ through the

relationship hetween the research department of the educa-’
_tion division and the deternﬁymg boards and wage boards.

The rescarch department is where plans of organization are
worked out and where work analysis is »doue. The deter-
wining boards and wage -boards,, acting on the scientific facts
put before them or the ne'rrest approxlmatlon to such
facts “that can be obtained, |sanctiol
name of the interests’' of all <:orlcernel3!f2
The facts thus put by the research division before the
determining boards and wage boards furnjsh the material
for. the whole structure of orgamzation ang become an in-
escapable factor at every debatahle {)omt Thus, if appeal
be taken from any findings of a |determining board, or
wage board, to(the arbitration. boar+ shown on the chart,
the case is necessarily considered inl the lght of the, best

Related to the facfory, somehmes by. formal agreement

-and sometimes through the entirely unorgamzed relation-

ships .of |its_individual members, are the lpcal and district
unions, (lr even the mere incoherent thoughts and feelings
of unorganized labor. As organization begins to take any
shape at_all; it"begins to crystallize into some form of a

In“such forms of organization -as, the garmem
trades, the shop union relationship has formé\lly added to
it the third relationship of the public. .-

The questions which come before such a shop-union «coun-
cil divide broadly into questions affecting the conditions of
work and questions affecting pay. In .the shop-union coun-
cil's consideration of these questions, the findings of the
oards are before it
so that here again the best ava:lab!e facts necessarily form
the material of the discussioh.

As to conditions of work, experience so far tends to show
that all questions are arbitrable; namely, they are capable

‘of being decided by an impartial third party on the basis

of the:facts presented.

Questrons of pay, on the. other hand, are still 'so unsup-
pdrted by sclentific basic facts as to be a matter of concili-
ation rather than of arbitration.

Tt will be seen in the chart that dppeal Iies‘ from the

“shop arbitration board to either the sHop union arbitration

hoard”or the shop wunion conciliation bpard.

At .this point, it should be emphasized again that nothing
on this chart indicates anything artificial in organizaton.
The attempts that are ‘going .on, so far as the chart ex-
presses them, are attempts to strengthén and make saner
and' sounder the organization of untamed forces which do
exist.

This point should equally be borne in mind in the relatxon
of the shop-union council as depicted on the chart to thosc
natural forces which exist in society at large in a more
or less unorganized State; namely, consumers’ control.
whether private or public, .the national- and international
hbor unions and manufacturers’ associations. These pres-
ent day forces of social and industrial organization are in
their turn more or less crude expressions of three under-
]ying forces shown to us by social psychology, Which will
in all .probability work out between them the society of the
future. These three basic drifts appear to be:
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