will on its pmduu on side procced to organize every single
one of, its activities in relation to ‘every other, activity. That

is the essence: of the whole matter. That is the essence
both of planning and of action in a. slxop. That is the es-
sence of work analysis, of stores keeping, of the lay-out of
tqmpmeut of routing, of functionalizing and of costs tlow-
ing steadily and thirteen times a year ‘into the profit and
loss statement as a by produLt of “the management pr(\Lth r
itself.

In such a pl()u\b of mfr'\niz'.z\tiou all
all: puu(}uxt{ are fearlessty
improved upon is retained agmoment
smoothly to install the better process.
have known them are pro-
work is ever more

former standards

are valued analyzed:” no

process \vhich has been
longer than w necessary
The craf as we
gressively bmken up un(kr this process;
and more  specialized and the steady tendency 1hmu«'hout\
because of the fact of this specialization, is to need dt any
“ particular point of ahy particular operation the tldukm
judging human Dbei less and less, so that the mechani-
cally and easily-trained human being more and more is
“ased. and more and more tends in his turn to give way to
indnimate machine At the same timel that tl)li*: tendency
is.going on. the brain of the ~hop, as has been'aptly said, is
developing in the planmnq room umtil the shop is becom-
ing as perfect an organization of uhnonslnm between brain
and nerve and muscle as is the humdn body.

In itself all this is good and but the logical outcome of
the introduction of machinery. Tt means lower unit costs
and more wealth.  Any force of society which '\tte.n1pt> to
tufn back this progress, or halt, or even slow it up is con-
tending with the inevitable. Such a factory as we have out-
Tined s unquthmxmhh the type of the major production
method of the near future throughout the world under any
form socigty m'\v,\ take. .

i .

Re-enter the Human Being.

"So far we have no problem.. But the moment that we
substitute in the jdeal factory which we have sketched the
human being as he exists in the world] today, .we have our
problem. People” who have been no Tefss pioneers’ and dis-
coverers ’in the field of both general and social ps}dmlon\
than Mr. Taylor v in the mechanics of busitess orgﬁmz(\-
tion, have found certain principles as basic as Mr. Taylor’s
and which spring from quite other rodts. These equally
fundamerital’ principles center in ‘this ctatement the days
of «compulsion—the days ‘of service without consent, are
over. In tremendous areas compulsion still exists:
are still conscripted [into the® world. We are still in
great areas of our lives the unconsulted objects. of
powerful forces. With all our magnificent engineering
achievements and somewhat more slowly developing com=
mon sense, we_ are still individually and collectively the ap-
nar‘ent'cport of earthquake or lightning. ~ When we have
once deculed to take passage, on the sea, we have, so to
speak, enslaved ourselves™to the po>51l)1e storms at sea. But
in all those areas of life wherein’man deals )\1th man, great
breaches have been made in the ranks of compulsion.
find, however slowly and ‘haltingly, through the decades a
steadily increasing assertion of , the right both of the in-
dividual and of the individual in groups to give his con-
sent to .that \»gy;h from any other hu;pan quarter it is de-
"sired him to d

Consent from the point of view of life in the factory-
has two main types: individual consent and.group consent.

As to individual consent, in some cases it is of the type
.of the traveler who decidés to take ‘ship, abandoning at the
factory gate, as’ the nt?er does at the dock, the right of
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Conclusion.

Three points er 1erge clearly : P

1. That craftsnanshlp in the old 'sense of the term

* doomed:

© with such. a great source of eners 2y.

Y owmbt’r, 1915

.7. That -as craftsmanship can no longer furnish the base
on, which Jabor organization can' grow, . unionism, group
action; will have to builde itself up on' a base as broad as
the whole educative process, itself instead of "on the par-
ticular educative process of a 1)1rt1cuhr craft. Even today
the real strength’ of unionism is that unions.are effective
consumers’ organizations with a primarily: educational in-
terest.  As  this fact graduwally sifts through the minds
of employefs and managers they will gradually see that
the most inefficient thing they can do is to fail to co-operate
The organizations of
s, on their side, can, when once that stand is taken,
te counted on to consent to 111‘pthat makes for efficiency.
They will- do this because in all legitimate enterprises—
which are
the test—the workers and the management will b equally
concerned in perfecting the service.  And at the same time,
under -constitutional industrial relations, they will contest
the share in the management and the share of the product
,Mmacn themselves and with the consumer.

Wo

That the inter-relation of the forces we have outlined

xhc forces of efficiency and consent—is constantly taking
place in the world today in all kinds of crude and unor-
“wanized ways. | Here and thefe real elements of'inter-organi-
cation between efficiency ‘and consent appear.
“mast 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 consumers and -

having little detailed relation to production processes. The
heginnings of something far better than. this are seen in the
agrcements in the .garment.trades wherein the manufacturgrs,
the workers and 'the public- are all represented as partyes;
and, in certain kinds of organization which are being wdrked
sut in a few business concerns. There fs still too little
of real accomplishment in this direction to enable us to
predicate with any certainty what the course of the develop-
ment in detail§ of organization will he by which efficiency
and. consent’ are made continuously revitalizing agents for
cach other. .

Yet I bche\e that the point has been reached where it is
profitable to 1ttempt to gather tbgether such ‘\\pu’lenc; as
has been gained aud relate it to the probable” development
bf the next few decades. . .

With this purltose ‘in ue\\', 1 submit the accompanying
chart. I .

This chart, it should he . constantly borne in mind, is
neither a dogmatic nor propagandist document. It is merely

a working hypothesis 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-
hlages of unorganized labor. The whole aim of this dis-’
cussiom, as I see it, would be falsified if we deluded our-
selves into be]'le\'i'ng' that in any seeming array of facts, we
had found .the trith. The (ﬁmy unforgivable thing would
lie 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 to me axiomatic
is that when forces do exist, they are better when organized,
trained, educated, developed and enlisted in an effective way
—anything you like-—rather thap allowed to play among and
apon us blindly. .

The picture of these forces ‘submitted in this chart may
he 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 lcast equal importance
with the forces governing sales, production, and finance.
Tl}ese forces take the two aspects of relationship to a grow-'

all enterprises where real service to the public is®

But for the .

! of unorganized labor.

ing intelligence on the part of the managers and a growing
intelligenca on the part of the employees.

Where these forces are orgamzed they may take tl\e
formr shown on  the chart under the persounel heading at’
the left en of‘ 1heﬂfactory line and under the co-operative
association | heading shown ‘at the right end of ‘the actory
line. The | relation between efficiency and consent is pro-
vided for, ‘m the form ‘of organizatiorr shown, through the
relationship ,l)ctw en the research department of the educa-
tion division: and ‘the determmmg boards and wage boards.
“The resmrch department is where plans dof organization are
worked out and where work analysis ‘is done. The deter-
mining boards and wage boards, acting on the suultlﬁc facts
.put ‘before them or the nearest approximation to such
facts thaf can be obtained, sanction the findings in the
name of ‘the interests of all concerned. ST

s

o

The facts thus put by the research division bemrc the

determining boards And wage boards furnish' the material
for the whhole_structurc of orgamzatlpn alld become an in-
escapable factor at every debatable. point. Thus, if appeal
be taken from any findings of a determining Doard, or
wage board, to the arbitration hoard shown on the chart,
the c‘\:.c‘ “necessarily cous(dexed iu’the light "‘ff the Dest
available facts. «

Related to ,the factory, sometimes b) formal agreement
and sometimds through” the entirely unorgamzed relation-
ships of it§ individual members,  ate the local . and district
unions, or even the mere"incoherent thoughts and feelings.
i As organization begins to” take any
shape at; all, it begins to crystallize into somc form of a
shop- umo[n council wherein the interests of .the fdctory and -
of the local and district unions are to some cxtent formally
organized. In such forms of organization as the garment
trades, the shop union relatlonslup\]m Iormdlh' <lddcd to ”
it the third relationship of the publlc.

The questions which come before sitch a shop-union’coun-
“cil divide broadly into questions affectmg the conditions of
work and questions affecting pay. In the shup ~union coun-
wil's consideration of thesé questions, the findings of the

~ determining boards and of the wage boards are before it

50 that here again the best available facts necessarily form
the material of the discussion. .

As to conditions of work, _experience so far tends to show
that all questions are arbitrable ; namelv they are capable
of being decided by an impartial third party on the Dasis'of
the facts presented. 3

Questions of pay, ox} the other hand, are still so unsup~
ported by scientific basic facts as to be a matter of coumlx-’
ation rather than of arbitration.

It will be seen in the chart that appeal lies from the
shop arbitration board to cither thé shop wnion arhltmtmn
board or the shop union .conciliation board.

At this point, it should be emphasized again that nothing
on this chart indicates anything “artificial in' organization.
The attempts that are going om, so far as the chart ex-
presses them, are attempts to strerigthen and make saner

and sounder the organization of untamed forces \\lnch do

exist. .

This point shoul(l equally be borne in mind in the relation
of the shop-umion council as depicted on the chart to those
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
labor {mnions- 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-

lying forces §hO\vu to us by social psychology, which will




