





DUTIES AND ROUTINE OF FOREWEN

. Productlon requires three distinct activities:-
oY (ag Manual labour to perform the various opera’clons
' _ (b ‘-anagemeut to ensure that menual labour 1s used
efflclently. :

(¢) Technical direction. to ensure correct and efficient

operation of plant and production of good material, .

The persomel of a fadtory is orgamsed Lo .carryron these
act:Lv:Lt:Les, and foremen as the first links in the chain of manage-
ment, occupy a position betmen the workers on the one hand and
the management on the other,  Their functions are:-

- (1) The supervision and direction of a team of -operatives

so that work may proceed according to me’chods laid dcnm

by the managemen‘c 2 -\

(2) The supervision and inspection of plant and equlpmcnt

so as to keep the mfmagcment J,nf‘ormed of any 1rregul'1r1tles

¢ ~or defects,

: (3) To pass on’ to the workers the policy of the man'xgement
in all things essential to the efficient use of labour. 7
Although all are of equal importance, the time and encrgy .

devoted to each of these functions will vary according to the

type of plant, For example, in sections where the plant is.

simple and the number of workers large, lobour management will

require most attention, whereas in sections where the plant is

more complicsted and the number of workers is small, more ¢me
- will be"devoted to plant supervision, 5 ~
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1 Labour Management . :
The most 1mportant factor in the successful direction of =
team of workers is confidencc - confldcnco of the tean in the .

ability of the supervisor to .
(a) run the plan“t h:mself and mp'wrt hlS knowled,ge of

(5 e OGHerE R e
(b) know his own limitotions a.nd when to qppeal to

her authority, A 2 j
75 c understand 1nstmzct10ns Wthh he has to pass on, B
(d) have his ingtructiong carri’cd out but, at the same

. time, be willing to listen to any rcason'ible objections,
(i e) be just and never act on heorsay evidence, -
' f) be relied on for support and assistance,
g a.ccept responsibility for his sphere of actlwzty
and not shirk his share of the blame when th:m,gs go wrong, -
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Confidence is only won by hard work and a sound. knowledge
of plant, of workers, and of conditions of service such as wages,
leave, etc, i

To hope to have some success with a team of workers, each
member of the team must be studied as an individual and some

time and thought devoted to a consideration of the character of /

cach worker, Not only will this decide how each individual
should be handled but it will indicate how the team should be
blended so that any weaknesses which-mey exist are strengthened,
and also that inimical temperaments are separated,

Discipline is also essential, A foremsn can never afford
to turn a "blind eye" but must always let the worker know that
his migtake has been noted,‘ even if the rebuke is mild, Once
confidence and discipline have been established infringement
reports will be few, but there should be no hesitation in
reporting an offence if this is necessary., Instructions should
be followed up so that the worker knows that negligence will
always be found out, The foreman's aim is maximum good oubput
with minimum friction and waste, I

2, Supexvis:fon of Plant

Here a sound working knowledge of the plant is necessary =
how it operates, what rules have to be observed, what to do in.
an emergency and why,

A defective plant should never be operated without specific
instructions from competent authority.,  Any defect, breakage,
or undue wear, any unusual sound or unusual heating up of
machinery, etc,, should be reported immediately, "\ “abiteh in

time saves nine" is an excellent adage for plant supervision
since the aim is meximum ruming time at maximum efficiency,

3. Passing on the Policy of the Management

The factory policy may not coincide with a foreman's own
views in some instances and there are legitimate charmels for
the ventilation of such divergencies of opiniotri, but,, no matter
what a foreman's personal views may be, it is essential and it
is his duty es a responsible member of the staff to pass on this
policy wholeheartedly to his subordinates and to give it his

full support,
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Routine

The foreman's Jjob is nc sinecure and covers a wide range of
activities, He camnot hope to attend to all his meny and varied
duties efficiently unless he works to a plan, a daily routine
designed to cover all the points arising in his particular job,
Thercfore, he must make a study of his Job and all it entails, .
and form his analysis of it map out a plan of campaign so that he
can go to work with decision and despatch, He must balance the
}mportance of each aspect of the job against the time devoted to
it and be preparcd to modify his routinc as the occasion arisecs,
but must have a plan to work to. -

A considerable part of the suecessful management of a factory

ultimately depends on his work,
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2,  LEADERSHIP

All great leaders show one outstanding trait in common - an
intense belief in the importance of their work, This then is a
basis for leadership, Lack of enthusiasm in leaders plays
havoc with any task,

It has been said that leaders are born not m"zde ‘This may
be true of the very great but everyone possesses in some small -

. measure at least, the qualities of a leader-and these can be

fostered and developcd by studying the qualitics which make fo:r'

good leadership,

The successful foreman must possess the power to lead his
workers, Gone are the days of slavery, of authority enforced
by brute force and fear, These things arc wrong and the results
of enthusiasm, sincerity and interest in the work are morc
bencficial and more lasting, A leader must teke the lead in all
things: he must continually set on example, The foreman who is
coreless and is willing to overlook slackness will always have a
careless, slack team of workers,

. The good foreman must:-

" (1) know his job, Besides being sble to carry out all
the operations under his charge, he must be ablc to estimate
a fair day's work in any precess., It is often necessary to
combat the tendency of the workers to set- their own quota,
for a shift's work, ‘
(2) issue orders clearly. Orders must be understood by -
the least intelligent of the workers,

(3) be forceful, He must be sure of himself and see that
the orders he issues are carried out,

(4) maintain discipline, He must study the individual
members of his team and how best they can be handled -
different natures require different treatment, He must
know when to apply to senior authority for disciplinary
action in serious cases,

(5) be considerate of inexperience, Anger or ridicule :
will not in¢rease the efficiency of inexperienced workers -
patient and congiderate treatment will do so, Experience
cannot always be measured by length of service,

(6) be absolutely just, Any feeling of unfairness will
wreck team work, Some actiond may seem unjust to the
worker and trouble should be taken to explain them, An
1maglned injus tlce is Just as troublesome as a real one,
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(7)  have e vision, The leader must have o clear vision of
the goal towards whieh he is ‘_Leudlng namely, ideal

viorking conditions with 1005 ef’flclnncy and -all that these
things entail. :

(8) not be afraid to delegate authority.  He must
encourage initiative in his assistants and at the same time

‘back them up and take responsibility for mistakes,

- (9) not spy. A& good leader will trust his men until he is

let dowm, : 5
(10) not have favourites. It is difficult not to do this
since some people axe more attractive and likeable than
others but he must be Just and fair in his dcallngs with
the workers,

(11) not criticise advexjsc_ly to subordinates the orders

from superior authority, Just as he expects loyalty from

‘ his team so he in turn must be loyal to his superiors in

rank, If he thinks a superior has erred, he should con-~
sult him privately pointing out where, in his opinion, he
is wrong, If the order is' insisted on he should try to.
carry it out. loyally, doing hig best. in all sincerity to
bring the work to 2 successful conclusion. ;

" True leadership is a form of servicé to others, Success, -
will only come after opposition and much hard work but the -
results are well worth while, The leader is an outstanding
personality - looked up to and respected by his fellow men,




3,  CO-OPERATION AND TEAM SPIRIT

Co<operation means working together for the good of the whole,

Just as the entire health and happiness of a human being is
upset by some local pain or irritation, so, in a factory, if some
single part does not work. in with the whole, disorganisation
occurs and production falls, A healthy, vital factory demonds
not only the ungualified cffort of each employee, ecach seciion,\
each department, but also that these efforts dovetail, and.are
all directed towards a common end., Team Spirit must prevail
throughout the whole factory organisation,

Everyone can foster this spirit by co-operating with all’
those with whom they come into contact in their work,  The
foreman co-operates with:- : . 0T

\

(a) his superiors in rank, It is his duty to carry out
instructions to the best of his ability, to appreciate the
difficulties arising in the course of the work, to be
receptive of new ideas and methods and. not to deal with -~
these in any hostile manner, ' :
- (b) those on the same level as himself, - He must kecp an
open mind about his work and be.rcady to learn from a
colleague or to give him the benefit of his experience,
The man who is secretive about his job has either little
information to impart or is trying to bolster up his
position by keeping his knowledge to himself. ~
Co-operation between production and maintenance staff
is extremely important, Servicing machinery which other
people use and sometimes misuse is a tiresome Jjob and
everything possible should be done to enlist the interest
of the maintenance staff by explaining why certain work is
necessary,  Lack of mutual understanding here is a
frequent source of trouble and the foreman must do his
best to create the necessary spirit of co-operation,
(c) those under his control, ' Co-operation with his
workers is essential and the first and most important
step towards it is to gain the confidence of hig team,
He must be in close contact with his workers, appreciate
their difficulties, and do everything possible to deal
with any real or imaginary grievances,
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Tnstructions should be issued with tact and an effort
made to explain their purpose so as to create a sense of,
responsibility, It should be explained to the worker
how his job fits into the whole organisation and he should
be made to feel that he is being depended on not to let
the team down, . :

alie should avoid embittering pcople by reporting every
little pettifogging complaint where more good can be done
by checking the fault on the spot in a friendly way,

He should be approachable and understanding and
encourage suggestions, Workers, though inexperienced, -
csn sometimes contribute valusble suggestions by virtue-
of the freshness of their outlock on the job,

Above all, he should practise what he preoches an?
show a co-operative attitude in all his actions, The
habit of blaming the other shift or passing his troubles
on is noted and copied by the workers,

/

-
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4,  PLANNING AND CO-OPERATION

It may be said that the foreman's function is to oil the
wheels of production and keep labour and machines moving sweetly
together, He must co-ordinate and deal with Men, Machines,
Materials and in this connection the following points arc worth
noting:- ok £
: (1) He should never take the short cut of doing a job

himself, His dutics are to direct other people to do the

work, to see that skilled operatives are used to the best
advantage, and to teach and instruct the unskilled,
-(2) 'He must balance the various units under his control

so as to maintain an even flow of products, avoiding

slackness at one place or time and undue pressure On men

and machines at another,

(3). So that a temporary breakdown or other fluctuation does

not hold up the main flow of production, buffer stocks are

often kept at various stages of manufacture, This mekes

it all the more necessary for foremen of different sections,.

or of different parts of one section, to keep each other

informed regarding the present and future position of their

stocks and to plan their work accordingly. .

(1) Co-operation with the other shifts is important, A

foreman should leave the work as he would find it, He

should always contact his opposite number when coming on
duty and when going off duty so that difficulties can be
discussed and the change-over made as smooth as possible,

(5) The importence of an even flow of production through-

“out a factory can not be overstressed, Excessive strain

on plant and workers takes its toll in increased maintenance,

illness and absenteeism, Slowing dovm of operations mcans

plant working inefficiently and has a: bad moral effect on the
workers and. once work has stopped or slowed down it is
difficult to re-establish the rhythm of normal production,

A record output from one scction is useless if the others

cannot keep pace, On the other hand a poor section will

drag the factory down fo its own level,

It is in the common interest for foremen to co-operate with
their opposite members by helping out with labour, materials and
equipnment, They must not be sélfish in the matter of drawing on
stores and must co-operate with other shifts and departments in
the allocation of equipment, Selfish grabbing is hamful since

one's gein is always another's loss,  Healthy rivalry is valuable,
it it must be kept within bounds, and quality, efficiency and
safety must-be teken into account as well as quantity,

e ~
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D TREATHENT OF NEW ENTRANTS

L

It is during the initial period of a worker's career that
there is laid down the attitude to the work, management and
factory and the various reactions and habits which will shape
and control the progress and efficiency of the worker. The
treatment of New Entrants and how best they may be controlled
and.developed is therefore a subject which is of importance to
all, It is a problem which will- always be with us since a
factory needs a continual flow of new workers to replace those
who leave, and in addition there are transfers of workers from
other sections, who in some respects must be considered in the
same category as new entrants,

New entrants to the factory should go®hrough a short
induction course where they are given full information regarding
the conditions of work in the factory, The course' is designed -
to allay initial confusion and nervousness, to create a good
impression of the factory and the people who work in it, and
to start off the new entrants along the correct lines,

When the new entrant is turned over to production, it is the
foreman's duty to carry on the work of training,  He.should
remember his own first experiencé of factory life with all its
confusion and bewilderment and always be prepared to extend a
helping hand to “the new entrant who is probably excited and
nervous, and may be timid or may mask nervousness by being
aggressive, In either case the new entrant is much more willing
to follow the foreman's lead and obey his instructions than he
would imagine or the worker would admit,

The training of the new cntrant really starts when he
reaches his section for it is there that he must be modelled into
arf efficient worker, Remember that a good craf‘tsman can produce
a good article even from “poor material and the type of worker he
creatés is a reflection, good or otherwise, of a foreman's '
ability, Therefore he should aim at perfection and have a clear
idea of the qualities that go to make a perfect worker, He
will be punctuel, -efficient, conseientious, reliable, tidy and
co-operative, These qualities arc best instilled in the worker
by leadership, especially in the form of example, He is going
to follow the example of those around him and particularly of
those to whom he is responsible, The foreman should see to
it that the worker gets a good model from which to copy and be
conspicuous in showing the qualities which he would like the
worker to acquire, ) a
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Pailure to harness the energy and enthusiasm of the new
worker accounts for much wastage of labour and this will happen
if:- =

(1) he is wnder the wrong type of chargehand or is-a square
peg in a round hole. TWhen temperaments clash or someone is
obviously unsuited to a'job, the worker should be moved,
(2) he is not given the proper training, How best to
train the new entrant will vary according to circumstances
bub one point is common to all methods - he must be
interested in the Jjob, He should not be discouraged by
training him on the worst macliine with the worst material
and equipment: he is worthy of a trial under normal
 working conditions,
(3) he is not welcomed and made to feel at home, - The

new entrant is not to be treated as a nulsance, & necessary

evil that the foreman has to take in hand only because

he is paid to do so, In the case of transfers all possible

arrangements should be made for the entrant's reception and
that the change-over ¥s made as easy as possible, Otherwise
2 bad impression is created and the workers are made to feel
thet neither they nor their effort mean anything,

(4) he is not promoted when he knows he merits it,- A fore-
man should not be selfish about losing a good worker by
promotion if it is for the good of the factory. People
work better when they know that he will not stand in their

way when there is a chance to get on, . 5

All these points are of importance and to disregard them
leads to slackness, loss of interést and absenteeism, To train
the new entrant successfully the foreman must have a thorough
knowledge of the job plus the ability, “the patience, and the
interest to pass on that knowledge and to persevere until right
methods are established as habits,  Praise should be given wish
genuine pleasure and blame with restraint, The forcman should
be constructive in criticism and patient with the slow starter,
A backward worker may prove the most dependable when properly
trained; “ FLs LB /

‘If a foreman can help & new worker in anyway, no matter who
they are or to which section they belong, he should do-so, :
First impressions are effective and often lasting, - The good
craftsman doesn't blame the tools or the material but utilises
both to the limit of their capacity, ;
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6.  DISCIPLINARY ACTION

Most of the people employed in a factory go there to do .
their day's work according to the rules laid dowm, They
occagionally moke mistakes but can usually be suitably reprimarded
by their foreman in the case of minor mistekes or by a senior °
official in the case of the more important misdemeanours, There
are people, however, who are careless and do not intend to work or
to obey instructions and such people have to.be dealt with by
more effective means, ey 5

In the case of major misdemcanours for which disciplinary
action is recommended, the following points should be observed,
Action must be *

(a) prompt,  The need to deal with offences promptly

cannot be over-ecmphasised, To allow 'a day or more to

elapse before putting a case forward/ for sentence is neither

fair to the worker nor conducive to efficiency or good :

discipline, g : .

(b) just. Cases have occurred wheve members of the staff

refused to see workers or to listen to appeals, There are

two sides to most stories and the worker must always get a

fair hearing and a fair deal,

(c) stendardised., It is only fair that similer offences

should receive similar sentences and this could not be

guaranteed if each section dealt with its own infringements,

Therefore these must be reported and sentenced by a single

authority who can deal with all cases,

One of the principles on which the law is administered !
this country is that one is innccent until he has been proven
guilty: one always has sn opportunity to state onels case
freely and fully and in serious cases an advocate is provided
to conduct one's defence, In industry to-day this principle is
generally followed, :

Reporting of Offences

An offence report form should always be used so that correct
procedure can be followed and accurate records kept, A1l
relevant matters should be attached to the form,

The person observing an offence should fill up an infringe~
ment form, giving a clear and defimite statement and stating the
factory rule or rules broken, -This is done not only for the -
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benefit.of those who deal with the report, but also that the
offender may know the precise charge brought against him, The
form is passed to the appropriate official 'who will read over the
charge to the offender and report on the form his recommendations
for -action, The file should then be sent to the advocate pro-

ded who will interview the worker, and his statement to the
file, and pass it- to the proper 'wtnorlty for sentence,

Dealing with Offenders ,

In general, a worker who has committed an offence should be
allowed to continue work until his case has been dealt with,
It is essential that workers obey without hesitation the orders
of their supervisors and, although representatlons can be made
to superior authority about grievances with regard to any order,
in the first instance ‘the order must besobeyed, Therefore a
worker who refuses to obey an instruction should not be allowed
to continpe at work but should be told to report to-the official
in charge of the section at the time, - Should the worker per-
sist in his attitude, he must be sent home and a report of the
incident must be made out, forwarded, and dealt W:Lth within
2L hours,
: When s case has been dealt with, the sentence must be
carried out without delay and a proper record of it kept for
future use, When the decision is being communicated to the
worker, it must be made clear to what infringement the de<:1s1on
-applies and any appeal must be made at once,

Right of Appea.]_.

(a) To Pactory Officials, In cases of suspension a

worker may appeal only if fresh evidence is produced

and submitted in writing by the worker or the official

mtemem.ng the worker, The suspension is postponed

pending consideration of the appeal,

(b) Under the Essential Work Orders. Appeals mguns’c

suspension or dismissal can be made to the Local Appeals

Board by sending the appeal in writing to the National

‘Service Officer at the Local Employment Exchange,

The powers of the management in the matter of disciplinary
action are limited by the Essential Work Orders, a fact which
should be appreciated when penalties seem lighter than the
offences warrent, Also the worker has the right of appeal
against any penalty and therefore all charges made must be
definite and capable of substantiation,
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- the most important qualifications of a good foreman.

the foreman needs, among other things,

Blame

7. THE USE OF VORDS - PRATSE AND BLAME

The ability to make full and proper use of words is one of
Most of
us take speech too much for granted and fail to apprbcnﬁta, that
it is a powerful weapon which can be used,

To obtain the bgst results workers must be led not driven,
and there are two means of leading workers along the _correct lines
- by force of good example and by judicious use of words

" In aiming at ideal factory organisation and 100% efficiency,
good working methods
enforced by good d:x.sc:l.pllnc It . is in the establishment of éOOd
methods and good. d.lSClpllﬂ" that speech is most. useful A

Good Jviethod_s Speech qis e easn_cs*b and quickest way of passing
information and instructions to the workers, The -forema.n's
instructions must be A
Reagsonable _What the worker is asked to do must be
both possible and sens:Lble
(2) Clear, Understandsble by the slowest and least
Ultellloent of the workers, 1f po¢'51ble the worker should
be questloned to find if the instruction is understood,
(3) Concise and Definite,  Times, numbers, places, people
should not be. indicated vaguely but in clear-cut :
wnnistakeable terus,
&L,) Frank, A word of explanation to the worlfer creates .
a feellrg of responsibility and team spirit, and hence
greater efflclency.

Good Discipline

In the establishment of good discipline speech really amounts
to praising or blaming in the right way, ' Praise and blame
must be controlled and used with care and the following points
should be remembered:-

(1) The fault may be the foremen's: if so, he should admit
it frankly, The man who never made a mista.ke never maclo'
a.nfbhln&

(2), The culprlt should be given a chance to explain: there
may be some reasonable explanation for his action,
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(3) The purpose of blame is correction - to influence the
future actions of the person concerned. The fhult may be due to a. -
bad habit, where continued correction is the only cure or the
-worker may be unsuitable for the job and a change advisable.

(%) Blame should be given more in sorrow than in anger and
never while in a temper. A very occasional outburst may
serve its purpose but continued use robs this practlce of
any effect.’ Vo
(5) Blame should be proportlonate to the fault. The worker
becomes hardened to excessive blame or continued nagging.

(6) It is unfair to descend on the worker at the wrong time,
say at the end of a night shift or when he is sick.

(7) A worker should not be blamed more than once for the
same offence, This should be dane by one person and one

D3 only. ..

8) A worker should not be corrected or blamed in front of
juniors in rank unless the offence is one which cannot be
condoned. A worker may be corrected in public but a
dressing down should be administered in private.

(1) If a worker is not praised when he merits it, he will
logse interest in 1mprQVLumnt

(2) - Praise should be given with enthu51asm, at the same
time mentioning points which could be 1mproved

3) Praise should never be given where none is due or it

comes valueless, The worker will either think the fore-
manknow0 little about the job or become susplolous of his
motives,

(4) Praise should be impersonal and not given Jjust bhecsuse
lzhe foreman is in a good mood, .

5) Praise should be Jjustly divided but, at the same time,
suited to the temperament of the worker. Some can do w1th.a
lot of praise: with others a little goes to their head., To.
that extent discrimination between workers is NGCESsary .
Finally, there is much more to speech than what is actuslly

gaid., The way thlngs are said is Just as important and a little
thought before speaking oy make it possible to put unpleasant
facts in a way which does not offend or cause friction, Common
sense and’ considgratlon applied to the technique of speech will
certainly make the foreman's work easier and mﬁre efficient,
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) The worker should not be left depressed after corrcction.

8, INTERVIEWING

Foremen should encourage their workers to consult them: the
idea that such interviews are a nuisance and a 'waste of time is a
great mistake, A worker secking an interview wants something:
to send that person away unsatisfied and possibly with the feeling
that he has not had a fair hearing may cause much trouble and
loss of time, The foremen who is ready and willing to receive
and to advise fairly, builds up between the workers and himselfl
a. sense of confidence which is invaluable,

Workers seeking interview will general ly conform to one of
five types:-

(1% The hesitent and ofreid, who mmst be encouraged,

(2) The straight-forward man-to-man, who' will respond. to

straight talking,

(3; The doleful and miserable, who must be cheered up.

(L) The angry and excited, who must be dealt with calmly,

(5) The insolent, who must be treated quietly but firmly.
In carrying through an interview the foreman should

T (1) meke the worker welcome,

(2% be courteous.

(3) give his full attention,

(4) be controlled and patient,

(5) do something about- it,

When he hag heard the worker's statecment the foreman
snould
(1; give an answer at once,

(2) explain that the query should go to ancther quarter,
Give the reason for this and the best time to see the
other person,

(3) Regret being unable to give an immediate answer,

promise to obtain one, and do so in o reasonable time,

He should not pretend to knowledge or authority he does

not possess nor dissuvade a worker Irom approaching higher

authority,

In the main there are five reasons why a. worker consults
his foreman, These are

(1) To give an explanation, If this cannot be accepted

: then the matter, clearly and correctly stated, must be

referred to other authority,

(2) To tender an apology., - No one enjoys meking an
apology and it takes courage and rcsolution to do so,
Therefore the apology should be accepted with sympathy and .
generous understanding,
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(3) TQ__ggwg question, Routine questions on work,
regulations, filling of forms etc,, are easily
handled, Personal problems should be referred to the

Labour Officer, 5
(4) Lo make a su,ge;tlon Suggestions should be encouraged

however foolish they may secm, They are a valuable outlct
for expression and a sign of thought and of interest in the
job,  The worker should fecl that his idea gets scrious
consideration, “that, if worth-while, it is put forward, and
that full measure of credit is given where due,
(5) To make a complaint, (a) Wages complaints.are very
important and must be given every care .and attention, The
foreman should therefore know all the regulations regarding
wage payments and the persons to whom the dissatisfied should
apply for further information,

(b) Work too heavy, unguitable, QEQ!

The worker should
be sent to the factory medical officer for report, - =Worry or
overwork at home may be the causc and a discussion may lcad to
to a remedy, Cages -of bad fccling between work-mates or

between worker snd foreman must be sifted carefully'from

both sides before a decision is_given,

The foreman may be able to deal with many of the complaints
on these and simildar points but he should inform himself of the
proper person to apply to if he is unable to settle it himsclf,

It is advisable to keep note of all interviews, to enter
against them the final outcome, and not be satisfied till each
has been brought to a definite 1ssue Thls is a useful guide
for future occasions,

The importance of good 1nterylew1ng cannot be over-cmphagised,
It is a vital and necessary part of the: job, A foreman is not
expected to know everything but there is expert knowlcdgn always
available for the abklng, =
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-9,  INSPECTION .

- Proper supervision requires regular and thorough inspection
of - everything and everybody under the foreman's control,

Inspection of any kind is a skilled Jjob, requiring a great
deal of thought and training, and, although the work going on in
different sections varies greatly and the things to be inspected .
differ accordingly, certain general rules can be laid down for any
cage of ingpection, - ; :

Just as a doctor, an artist, or a lecturer would each notice
very different things in the same face - the things they had been
trained to observe - s0 a foreman sees in a building what hc has
been trained to look for, Therefore it is worth while giving some
thought to the subject of inspection - what has: to be inspected,
what tools there are for the job, the reasons for imspection how
it should be carried out - in order that the foreman may train’
himself «to a point where routine inspection becomes automatic
and. second nature, :

What is to be inspected SN , e

(1) Materials,  Raw materials, intermediate and final
products, The inflow of materials from the shops,

(2) Equipment, The cleanliness, lighting, heating of the
workshop, the lay-out, the performance of the machines, the
need for' repairs, the state of safety devices, the supply o
necessary stores available, the tools being used,

(3) Workers, Are they doing a fair day's work and is the
work satisfactory, Are they obeying rules? Is cach

suited to his Jjob? Is the team as a whole contented and
working smoothly?

Why inspection is done

To ensure that everything under the foreman's control is
kept up to a certain standard, The materials produced must
comply with certain specifications., Buildings must be kept to
a standard which assures the meximum amount possible of safecty
and comfort for the workers, Quality and quantity -of output
arc dependent on the state of the machinery and plant, | Workers
must be kept to a standard which represents their most efficient

effort,
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What is not inspected by the foreman is neglected by the
worker, The things for which he shows little concern or
interest will receive little care or attention from those under

iy oo:trol and the lower standard thus established will soon

be accepted by the worker as the recognised standard, an idea
which is very difficult to remove.

How inspection should be done

This should be according to a well thought-out routine,
Haphazard inspection means waste of time and things overloocked:-
systematic inspection saves time and allows of more ground being
covered morc thoroughly. Ears, nose and touch as well as cyes,
can and. shotild be trained to help in ingpection, Working in a
systematic way it will be found that, with practice, one can take
in the whole scene of a shop very rapidly and that anything wrong
will leap.to notice at once,

A routine becomes a sort of conscience to the foreman and. -
reminds him of anything he has neglected to do, It should be
revised occasionally in the light of experience and carried out
so that the foreman does not always arrive at the same point at
the same time,

Results of Inspection

Where a fault is found immediate steps should be taken %o -
hayve it put right. An attempt should be made to get to the .
root of the trouble so as to prevent its recurrence,

N . e ————a <

10, THE PLACE OF THE" CHAR(‘EIL

The chargehand is an important person in the functioning of

a factory organisation and the success or, failure of the forcman
will largely depend on the extent to which he enlists the
loyalty and support of the chargehand and can persuads him to
a081st in applylng supervision and ingtruction to the worker,

- The chargehand is. the last channcl througb vhich the policy
of the management (i,e, rules, 1notructLono, methods) is trans-
mitted to the worker and should there be a' weokness at this Stage
the efficiency of the factory will be impaired, no matter how
efficient the other supervisory grades may be, It is part of
the foreman's Job to see that chargehands carry out their dutics
and instructions but it is not possible to stand over them at
all times, Therefore a dependable chargehand who will carry
on the job efficiently in the absence*of the foreman is a definite
asset, '

The question of pxomotlon to chargehand rank is important
and foremen should be .congstantly on the look-out for potential
chargehands, A smell private record of any such person with
details of his production, attendance, cléanliness, reaction to
discipline, ®tc,, is very uscful since; when the question of
promotion arises, the forcman is in a position to make suggestions
and give reasons for his choice, /

The worker with che best output does not always make the
best chargehand, The potential chargehand must know all the
details of his job thoroughly and the workers will respect him
more if he shows he can do the Job better than they can, Other
points must he considered when promotions arc being made,

Is the potential chargehand honest, conscientious, keen on the
Job, orderly in his work? Has he a neat appearance, a firm and
efficient manner, sufficient courage to carry out the job and
above all, suiflclent personality to win the confidence and
respect of a team of workers?

The successful development of the chargehand depends to a
great extent on his immediate foremsn whose example he will follow
in methods of ‘menagement and discipline, When newly promoted
he requires careful treatment, and unobtrusive help until he
finds his feet and becomes more sure of his position, Then
he must be encouraged to take his own share of responglblllty
and to develop his own Jjudgment and initiative in making
decigions for himself, He has a definite role to play in
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management and is not there simply as a target for abuse when
things go wrong,

He should be encouraged to establish, maintain, and take a
pride in his position as a supervisor and to do a chargehand's
Jjob. There is a tendency in promoted reople to carry on the

‘duties of their old grade - it is much easier to do this - and

the chargehand who continually does the ordinary worker's job is
teking the easy way out by doing the things he knows well and is
shirking the duties and responsibilities of his rank, -

Above all he should be interested in the job and ready to
give a lead to the workers in attention to rules, instructions,

. cleanliness, neatness, - S :

The chargehand is the first.chanﬁel through which the problems,
grievances, and difficulties of the worker are transmitted to +ho

management, He is closely in contact with the workers and knows

something of their natures, strong and weak points, and probably
also of their private problems which so -often have a bearing
on working efficiency, Therefore, not only is he a useful
person to consult when labour difficulties arise, but attention
must be paid to any problem which he thinks important enough to =
bring to nobtice, - ¢ : ; _
The chargehand must be given his place, He should be con-
sulted whenever possible and made to feel that his opinion counts
for something, as indeed it should & he has taken his Jjob to
heart, He should be given his full share of responsibility,
but in doing so these two points should be remembered:-

(13 His actions must receive due backing and support,

(2 Any migstakes he may make will be better remedied by
a little encouragement and some concrete assistance, than
by a rain of recrimination,
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11, HABITS AND RAISTNG THE STANDARD

In any factory the management” lay down the rules of conduct
and cach member of the monagement must take his proper share in.
leading the workers along the correct lincs and in developing
in them the urge to do better so that the standard of the factory
may be raised in every direction - morc skill, better output, less
waste, better conditions, ctc, It is not an easy task nor is it

one that will ever finish, The foremon must try to get away from -

the attitude "I am doing my best and no-one can do any more" and

.substitute for it "I am doing the best I know at the moment, How
scan I: dor bettore” 7 -

Many things hinder improvement in ourselves and others =-lack
of knowledge, laziness, indifference, Other things may be a help
or hindrance; e,g. the use of speech, the formation of habits,

A habit is something which our body or our brain has become
S0 accustomed to doing that its performance requirecs very little,
conscious effort, Habits exert considerable influcnce over our
actions and can be extremely useful to us if cultivated in the
right way, Most of our daily routine, like dréssing or coming
to work, is done by habit and so our minds and energies are left
free to concentrate on things beyond the every-day routine,

So that good habits moke our lives easier for us and. so, also,
in the factory, they make our work easier, safer, and more
efficient, The foreman must strive to create good working habits

din the workers and to establish that habitually correct attitude

to the work which is seen among experienced workers in long
established concerns, an attitude which makes it seem strange to
depart from the correct methods, 5 = 7

In many cases the wrong way of doing anything seems easier
than the right, bad habits are easily formed and the initial
effort requirecd to establish good hebits is great, They are
only instilled by patience and perseverance - constant telling,
constant supervision, constant example, :

Supervision is important in habit formation, The sight
of a foreman will remind the workers of the correct method and.
stimulate them to use it, The worker must see him often enough -
and will form the right habits, This is difficult on sectionsg
where work is carried on in isolated shut-in buildings and
emphasises the fact that a well thought-out routine is invaluable
in giving meximum supervision,

s
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Exeample and habit formation go hand in hand, The foremen
is under constant observation from the worker and all his actions
are watched, noted and copied, He must congider how good habits
can help him to set a good example, * If he makes a habit of
always being cheerful, of keeping strictly to rules, regulations,
methods, of punctuality,.of careful inspection, of neatness and
tidiness, then his lead to the worker becomes automatic - the
right action comes naturally to him, that is to say, by training
himself to good habits he trains the workers to these also, sincc
habits are acquired by conscious or unconscious imitations,

: It is easy to talk about raising the standard and improving
the habits of workers but it needs character and dctermination,
Once done, however, the effort will be repaid a thousandfold in
increaged efficiency and ease of supervision, Also the foreman
will have used the power and responsibility be has been given to
transform an inexperienced worker into an efficient, reliable
citizen capable of taking his place in the world,
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12, MORAL PROBLEMS AND THE LAW

Not only will the factory run more smoothly but foremen
are individually safeguarded. if they have the knowledge necessary
to handle difficult situations and avoid unpleasant legal conse-
quences,  Actions for slander, libel, or rssault are purely-
personal matters and the factory is not responsible for paying
damages incurred in any such action,

The persomnel of a large factory includes all types of people,
It is, in fact, a cross scetion of the whole community and therc
arc always a few persons who will create awkward problems through
wickedness, stupidity, or thoughtlessness, especially vhere .
workers have little knowledge of industrial life, Thesbonn: £
mischief-maker, the grouser, and the genuincly malicious must be
watched, Provocations to envy, spitefulness or suspicion should
be avoided by tactful, straightforward, ond unbiased handling of
all matters, = All stories which may cast doubts on the honesty
or morality of any worker should bé‘nipped anthe bud,  they:
create an atmosphere of ill-fecling which is not conducive to good
production, = ;

The State recognises this tendency to harmful gossip and how
it can injure a person's reputation, social life, and prospects of
advancement, and laws have been made to protect the individual,

If one makes public statéments about the reputation of a man
or-women which can be proved to have done the individual harm
then one has committed slander (if the statements were verbal) or
libel (if the statements were written) and is liable for damages,

The Law of Assault protects people from physical interference
and the foreman must be self-controlled and never touch anyone,
no matter how great the provocation, The mere laying of hands
on a person, even although .no hurt or damage is inflicted, may
render onec liable,

Expert advice

One advantage of a large organisation is that it is madc up
of a series of deparlments each specialising in onec field of
activity and thus there are available people who are qualified
to handle or give advice about any problem which may arise,
These departments are there to be referred to in time of need
and full use should be made of them, For example, the Labour
Officer is useful if a worker is reported as suffering from an
infectious disease or from body vemmin, cr if accusations are
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made of immoral relations between workers, ‘No attempt should
be made to discuss the matter with the persons concerned but the
information should be passed to the Labour Officer whose Job it
is to handlc these matters.through the correct channels,
Requesté for information about workers by letter, phone or
personal call

The workers in a fectory are free citizens and thercfore. have
the right to lead their own privatc lives and to direct their own
private affairs without interference, Foremen should be very
circumspect about giving eway information about their workers on
demand, The apparen%ly neglected parent or husband, or the self-
styled friend can put up a very good case but the worker concerned
should be consulted before any information is given, The best
person to do this is the Labour Qffscer;

Much can be done to eliminatgyill—fgeling and unplensantness

by . :
(1) Supervision organised to keep temptation out of the
worker's way, o s
(2) Tactful and fair dealing which forestalls jealousy
and gossip, ‘ ‘ :
3)  Checking immediately any irregularity which occurs,
L) TFostering a spirit of sympathy and tolerance for
" anyone who is meking a fresh start after a slip up,
Sligiale. =S SLas 20

factories, particularly in the north of Engl ar
employment of labour in bulk, - It was to modify or: P
inhuman conditions and brutal treatment Lo which ©

were subjected thot industrial law came into bcing,
factory act, which limited working hours and improved living’ ‘
conditions for apprentices,’ was passcd in 1802 and sincc that timc

moany enactments have becn passcd,. all being dirccted-in.one way
or another to improving working conditions espccially in regard -tc
safety and welfare of workers,.  The progress and achievements of
factory law can be seen in many points,.e.g. the raising by stoges |
of the age at which children might be ermployed to 14 in 1920; . ‘
the gradual change from two hours cducation daily in 1833 to full-
time ecducation up the age of 14 in 1920;  the rise of\welfare and
health services; the study and preverttion of industrial discases;
the special regulations for dangerous trades;. the safeguarding
of the worker from 'accidents; the cxtension of industrial. low
to most types of workers, : ol s S Y

In 1878 and again in 1901 comprehensive Factory and Workshop
Acts were passed which regularised all factory law up to dato;
but in 1937 the neced for consolidation had again become overduec
and the Pactories Act, 1937, was passed, ; : ;

This Act, which is likely to be the basis of our factory Law
for some time to come, came into force in July 1938, and applies
to all of Great Britain, It consolidated the pieccmeal legisla-
tion which had been accumulating since 1901,  repecaled a large
nurber of previous acts, restated others which are still in force,
and introduced extensive amendments which were the result of long
experience acquired by the Home Office in administering the Act of
1901, of enquiriecs by committecs into various aspects of industrial
regulation, - of researches carricd out by manufacturers and
scientific bodies, and of discussion between representatives of
cmployers and employees, Industrial law is therefore revised in
conformity with modecrn standards and conditions and greatly
improved arrangemonts arc provided for sccuring the saflety, .
health, and welfare of workers, :

The Act is much wider in scope than its predecessors, being
specifically applicd to various trades which might be regarded
as falling outside the gencral definition, and a vital part of it

-
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is that it confers on the Home Secretary the widest possible
powers to grant exceptions, and to make rules, regulations and
orders, > ‘ :

The Act is drawn up in 14 parts and 160 sections and fore-
men should make themselves familiar with its main provisions,
The following parts should receive special attention:-

Part 1 - General Provisions for Health,

Eors 2 - General Provisions for Safety,

100 0] - Genersl Provisions for Welfare,

Part L o3 Sﬁgi%%ef’roms:mns ‘for Health, Safety and
Part 6 - Enployment of Women and Young Persons,

; The Administration of the Act, dealt with in Part 11, falls
mainly on the factory Inspectorate, although local authorities
and Medical Officers of Health have certain responsibilities,
Full-time ‘Factory Inspectors were first appointed in 1833 and
their number has gradually increased until Jjust prior to the war,
some 280 were employed, a number of whom Were women,. <LThere are
medical, electrical, and efigineering inspectors who study special
conditions, Factory Inspectors sre now regarded more and more
o source of information, advice and assistance to any industry
which is in difficulties, The responsibility for knowing and
carrying out the law, however, always rests with the occupier,
Part 12 of the Act deals with Offences, Penalties and Legal

Proceedings, Section 130 (5) is of particular interest to fore-
men since it states that the responsible official, as well as the
company, shall be liable for any offence under the Act, Tt s
very doubtful whether the company can legally reimburse the
individual for eny fines incurred in such a case,

The worker also has a definite responsibility under the Act
ss stated in Part 10, Section 119,  To hold the worker liable
is o new departure in industrial lew and is of interest and
importance since it raises the question, not only of a fine,
but also of the right to compensation in the case of injury.,

The attention of foremen is also drawn to the Chemical
Works Regulations (1922) end to the Workmen's Compensation Acts,

1925-31.
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1), VAINTENANCE AND SERVICES
While the produc#ion department is res <3 ’
Lt prc sponsible for the opers-
tionm of plant it is the duby of the engineering department tolsZe

that t@e property and plant are mainteined in a fit condition for
operation, Obviously it is only by the closest co~operation

between the two departments that satisfactory manufacturing con-

dit%ons can be attained and méintained., This applies very
@gflnitely to the respective foremen who can each do much to render
his\ opposite number's job eagier or more difficult according to
whether he is prepared to co-operate or otherwise, :

: T@e production foreman is responsible for the condition of
his buildings and plant, He must see that his plant is treated
properly by hig workers and that undue wear and tear through
ha?sh or careless treatment is avoided, He should consult the
maintenance staff as soon as anything goes w:bng and not try to
carry on to what he considers a convenient time such as the end
of the shift or the week, Even if there are reasons why he should.
enﬂeayour to keep the plant running for some time 1ongerfbefore
stopping it for repair, he should teke the advice of his mainten-
ance colleague beflore making a decision,

- The maintenance foreman must make regular inspections of the
plant for the maintenance of which he is responsible and see that
all defects arc put right promptly and efficiently,

Maintenance and production foremen should:keep in close
personal touch and each should endeavour to learn and understand

. the others problems, Only in this way will they attain the

smooth working conditions which are essential for efficient
operation, ; .

Th@ engineering department is also responsible for the supply
of services - water, steam, power ~ and this can only be done
efficiently if all concerned co-operate, A running water tap
or a steam leak may be minor matters individually but baken in
the mass may amounf to a considerable loss.

: ;t is the foreman's duty to see that all services in the
bul%d}ngs and plant for which he is responsible are used
efficiently and that his workers realise the importance of this
matter, He should report immediately any steam leak or any
othe? defect involwing a loss of water, steem or power in his
section and see that the defect is remedied prompbly.

- In addition to the actual services themselves it is
important to remember that the production and distribution of

these services consume fuel and thercfore waste of services means
also washe of fuel, : ‘
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15, VASTE

Of the many types of wastage the most obvious and yet the
most prevalent is waste of materials. Compared with the total
amounts handled; the amounts dropped or spilled seem small and oﬁ
little importance, and so droppage and spillage gradually become
mechanical and accepted as a matter of course, One is too ready
to consider these losses individually instead of the cumulative
effect of thousands of them odcurring shift after shift, which
over a period represents a serious loss of material, .

I+ is one of the foreman's most important duties to see that
his materials are used with the maximum efficiency, He must
bring home to his workers the necessity of carrying out their
work so as to avoid spillage or waste of materials, This will
be the more easily attained if the foreman has: thoroughly incul-
cated in his workers a proper appreciation of tidiness and
cleanliness in their work, : :

Waste. of labour can be a source of very serious loss and it
is often not very evident, A few minutes lost at the beginning
or end of a shift or at a meal time seems trifling but in the
aggregate can be considerable,  The foreman must be alive to the
possible sources of waste time which could be avoided by proper
organisation of the work, He must plan his work so that one
group of workers is not stending idle while another has too
much to do, This applies not only to his own workers but he must
keep in contact with the foremen in the preceding and succeeding
stages of the process so as to maintain an even flow throughout,

The foremen should study the disposition of his plant and
tools to see whether any alteration, can be made which would save
time or meke work proceed more smoothly, ;

He should also study the motions performed by his workers in
carrying out their work with a view to eliminating any unnecessary
motions, : 3

 Weaste of services and fuel have been referred to in the
preceding séction,

Very serious losses can be caused by waste of stores,
clothing, etc,, and the foreman should give attention to the
proper utilisation of these, .
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16. TRADE UNTONISM

The Trade Unions have been for some years an established
part of normal industrisl relations, It is therefore desirable
that foremen should understand how Trade Unions developed, how
they function, and where they fit into the scheme of things,

Trade Unions arose to combat conditions resulting from the
closure of the Common Lands and from the Industrial Revolution,
although at that time the Combination Laws denied the worker the
right to Gombine -or "illegally comspire against their cmployers',
In the textile industrywages were so low that workers had to
work inhumanly long hours in order to survive and agricultural
workers were even worse off, Six of these (the Tolpuddle
Moartyrs) were tried and sentenced to tramsportation in 1834 for
forming a Trade Union but the subsequént outcry led to the reopeal
of the Combination Lews, hercafter many Trade Unions were
formed, although not all survived because of the difficulties put
in.their way;,  The Craft Unions were, however, sufficiently
strong to continue their existence and slowly many beneficial
changes, both industrial and social, were effected,

In 1848 Friendly Society benefits were introduced and a
period of settled development followed., The first Trade Union
Congress was held in 1868, and by 1871 Trade Unions were defined’
and given a certain measure of protection by law, .From 1885
omwards unskilled workers started to organise this leading to the
formation of General Trade Unions, ‘ ,

The next phase of development was to establish collective
bargaining, designed to eliminate the anomalies arising from
local settlements., Nothing substantial emerged,. however, until
the war of 1914-18, when, because of frequent stoppages of work,
the Govermnment appointed the Whitley Commission to advise upon
"methods of securing permanent improvements of the relations -
between- employers and workpeople", - From its report arose a
general form of collective bargaining adopted by the Government
and by all progressive employers, and Whitley ox Works Councils
were set up, This gave Trade Unions a new social standing and
revolutioniged Trade Union methods,

Trade Union organisation grew up in response to “economic and
social needs felt by different bodies of workers, Their chief
aim is to secure the best possible conditions of labour, To
bring politicdl pressure to bear on the many social changes
which they advocatec (e.g. Factory Laws, Compensation, Health and
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Unemployment Tnsurence) the Trade Union Conference formed in 1900
a Parlismentary Committee knovm today as the Labour Party., In
1909-the "Osborn Judgment" made it illegal for Trade Unions to
carry on political work but this judgment was revoked in 915,

The Trade Unions have developed both national and inter-
nationsl interests, the aim being t0 create parity in wages and
living conditions all over the world,  Another aim is to control
industry in the interests of the community. What the future holds
no one can forecast but it seems %o be towards closer contact and
a greater degree of collaboration with the Unions, Trade Unions

" are divided into two broad groups - the Crafts group interested

in mointensnce and services, and the General Labour group which
caters for the majority of process workers, :

To represent the Unions there have been appointed in many
foctories, with the approval of the menagement and the Trade
Unions, shop stewards, This helps to overcome the difficulties
of collaboration with foremen which are allied to-large industrial
concerns, - The Labour Department acts as a liaison between Unicns |
and Management and the Whitley or Works Council is the negotiating
machine, There should be no difficulty in the foreman recognising
the standing or status of the shop steward and common ground can
be found in a joint effort for efficiency of production,

- A shop steward is a person appointed by the Union to raise
with his supervisor any question affecting the working conditions
of His colleagues, and, at the seme time, the foreman is able to
reise with the shop steward any question of mal-practice which is
retarding good relations and production, :

Tt is recognised that the foremen has great respongibilities,
He has to stand up to the orders of his superiors and make wise
interpretations of orders, and’'see to it that his section and
workers are operating efficiently. A shop steward, on the other
hand, has also certain responsibilities in interpreting the
demsnds and decisions taken by his Union members end in framing
a case to put before his foreman or if necessary before higher
authority, A reslisation of the responsibilities of the other
should be the basis on which relations between the two are
established, e

The foreman should remember that whatever his own personal
feelings may be,‘the'workers, generally spesking, regard their
Union-as the only protection they have while on. the Jjob, Their
goodwill and confidence in the foreman will be greatly strengthered
by an intelligent interest in and the ability to give helpful
advice about Trade Union matters,
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17. TABOUR DEPARTHENT

‘The Labour Department has become a necessary function in
modern industry for the following reasons:-

(2) The increased size of industrial concerns with

consequent increase. in the distance between employer

and emploved, The Labour Department is designed to

£ill this gap and prevent relationships from becoming

entirely impersonal,

(b) The increased attention given by modern firms to

the human factor in industry, More and more workers

are being regarded, nat as pieces of machinery, but

as human beings who have their own individual outlook,

talents, cepabilities, failings, problems, and emotions,

and it is the work of the Labour Department to take full
account of such factors and their effect on the smooth
and. efficient running of the organisation,

It is important, in the first instance, that am employer
should have a good progressive policy and the Labour Department
must assist in the formation and implementing of that policy,
It is necessary to emphasise, however, that no matter how mauy
bepaficial schemes are instituted by employers (e.g. holidaysv
with pay, sick clubs, etc,) the most important factor is the
attitude and spirit which prevails in a factory between emplbyer
and. employees, and this can only be right where employeecs are
treated as human beings, with all that that implies, The most
vital element in a factory is the humen element, whether employed
manually, clerically, administratively, or in any other sphere,

In a small factory, where direct contact between employer

"and all employees is possible, a Labour Department might not he

necessary, although there should be a definite labour policy,

In a large organisation there must be some specialisation of

function, and, just as there are separate departments dealing
with, .say, payment of wages or the supply of materials, so there
is a department to deal with labour matters,  The Lebour
Department, then is responsible for advising generally on all
matters affecting industrial rclationships and for administra-
tive duties relating to the employment,.conditions of wbrk, and.
well=being of industrial cmployees, :

The main functions of the Labour Department can be briefly
outlined as follows:- ;
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"~ tacts between foremen and shop stewards,

Recruitment, Selection, '‘Allocation of Workers - The Lehour
Department is responsible for the engagement of labour for
the factory. All this labour must come through the
Employment Exchanges and one of the chief functions of a
Labour Department is the proper selection and allocation of
new workers, ‘ £

Release and Discharge of Labour - All applications for the
release or discharge of employees pass through the Labour
Department to ensure & fair and uniform standard of treat-
ment as between one employee and another,

Pergonnel Records - To deal with ‘employees on an individual
basis there must be-available an tp-to-date record card in.
respect of each employee, giving his or her "industrial
histoxry", These records- are of great value- when any
question affecting a worker arises.

Wages and Working Conditions - The Labour Department ensures
that agreements with the various Trade Unions on matters of
wages, workingy conditions, ‘dilution, etc,, are faithfully
and fairly carried out, and that these are clearly known
and. understocd by the management and workpeople concerned,
These agreements are, on the whole, very favourable to ~
employees generally but they have to take into account

wide considerations of policy and may not always meet every
local circumgtance,

Trade Union Relationships = The Labour Department is the
channel through which contacts are made between management
and Trade Union organisers, and is in regular contact with
the Unions irnterested in the factory, The core of Trade
Union-relationships, however, exists in the day-to-day con-
Relations here
must be maintained on a reasonable, friendly, and helpful
basis on both sides, and questlons and difficulties settled
on the .spot if at all possible, It is not always p0351ble
to forecast the effect of a seemingly trivial dispute which
is mishandled,

Congultative Machinery - The Labour Department is closely
concerned with the organisation and operation of all
committees which present an opportunity to management and
employees. for discussion and the promotion of confidence,
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understanding, and a sense of mutual responsibility towards
the factory, These are, of course, the more formal avenues
of consultation and are not intended to supplant in any way
normal every-day contacts between management and employees,

Factory Amenities - It is an axiom of a good labour policy
that the best practicable conditions of work should be
provided, With this in view, the Labour Department is
concerned with maintaining as high as possible a standard
for such things as cloths changing, washlng, hyclene and
general working conditions,

Factory Legislation - The Labour Department is responsible
for information on legislation affecting cmployecs and must
advisc the menagement and carry out certain duties in connec-
tion with this,

The Labour Department is, in the main, adv1gory and toes not,
in any way, cut across the proper functions of foremen, The d&V—
to-day manageme1t of employees is carried out by foremen each of
whom is himself a labour manager in the fullest sense of the word,
and is vital in 1mple"ent1ng and carrying out any labour policy.

It is essential, thercforc, that the Lebour Department should not
do anything to undermine thc normal authority and discipline exer-—
cised by the managerial staff, Its work is rather to oil the.
wheels all round, to sec that the labour policy is opcrated in the
best intecrests of production and cmployccs by advising and helping
in day-to-day difficulties so that maximum output can be obtained
with the minimum effort and friction and with proper regard to the
genuine well-being of the employees,

There is no doubt that the successful handling of labour
relationships involves the closest regard being paid to the
individual worker, to ensure that he or.she is treated in a
thoroughly fair-yet firm mamner, To establish the smooth-
running and unified organisation -desired by all is not only a
matter of goodwill and right dixection, but also a matter of time,
and foremen have an important part to play in fostering good
relationships since, however progressive a labour policy may be
on paper, it will fail in its purposec unless it is conveyed to the
employee in a practical way by the management with whom he is in
daily contact, It is the aim and the intention of the Labour
Department to support and strengthen, in every way consistent with
the established labour policy, the authority and position of
foremen and, on the other hand, the Department, looks to foremen

for the fullest constructive help in carrying out that policy
and so contributing to the efficient rumning of the factory,
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18, CONSULTATIVE MACHINERY

Prior to the war of 1914-18, there was no approved method of"
consultation,  Industry was guided by local or, at the_most,
district. settlements, and negotiations were conducted directly
between -the employer and the Trade Union Official, : There were
shop stewards but they had little constitutional guldgncekand
their method of approach to the employer was governed by the
general industrial atmospherc of the time, :

- Trade Unions were growing in strength and were testing thgt
strength a fact which led to many strikes apd lockfoutS," Duylng
the war 1914~18, when the war effort was being s§rlously impaired
by these frequent stoppages, the Government appointed a Roya} :
Commission, under Mr, Whitley, to investigate methods'of.aN01d1ng
recurring disputes, The recommendations of the Commission
revolutionised industrial negotiating practice and included the
setting up of Joint Committees in Govermment factories, and also
for private industry,

Joint Industrisl Councils :

In well orgenised industries there is a National Joint Industrial
Council on which employers interested in the industry on the one
hand. and the Unions on the other are equelly represented, This
body is recognised as the national negotiating mectrine: for the
industry and its settlements, although not having the force of
law, are usually honmoured by all constituents, g

There are also District or Regional Councils and Factory
or Works Councils, the persomnel in each case being similar to
that of the national body,. ;

Trade Boards

Tn industries where such good orgenisation does not obtain .
and no means of organised expression exists, the Government has
set up negotiating bodies known as Trade Boards, which meet

- periodically to determine wages and conditions of lsbour in these
industries, These Boards are made up of representatives
appointed by employers, employees, and the Minister of Labour,
under an independent chailrman, Their decisions carry tHe force
of law and are generally in line with those of the Joint
Industrial Council$,
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Whitley Committees

For Government factories therc are National and Factory
Whitley Committees and in industrial concerns Central and Works
Councils which are used as negotiating bodies for almost every
industrial aspect except wage rates and conditions of labour,
These Committccs arc comprised of managerial representatives and
of workers. representatives nominated by the Unions,

Conditions of Employment and National Arbitration Ordcr, 1940

This Order makes the use of negotiating machinery compulsory
and no strike or lock-out may, take place until the machinery
outlined in the Order has been exhaustcd, '

Notice of an impending disputc must be reported to the
Minister of Labour, If therc is a, negotiating machine in the
industry in question, an effort must be made to reach settlement
through that machine, Vhere there is no such machinery the
Minister may refer the dispute to the National Arbitration
Tribunal which is made up of five members, three appointed by the
Minister, one representing management, and one rcpresenting workers,
The question under disputc must be referrcd to the Tribunal by
the Minister within twenty-one days., Strikes and lock-outs arc
prohibited unless disputes have been reported and have not been
referred by the Minister for settlement within twenty-one days of
the date on which they arc reported,

The order deals with the observance by all employers of terms
and conditions not less favourable than thosc obtaining in thc
industry in question and gives a statutory background to scttlc-
ments reached by the voluntary negotiating machinery,

Production Committees

Joint Production Consultative and Advisory Committees are a
recent development, These committees are composcd of managerial
representatives appointed by. the management and workers rcepresen-
tatives appointed by the Unions intercsted, and arc conccrned
with production problecms, The workers! side is thus given a
direct interest in the management of the factory, the common aim
of all being to increase working cfficicncy,
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General

In the actual day-to-day working of consultative me chinery

the normal procedure is that the worker with a grievance should
rclate it to the foreman, If no satisfaction is obtained the
matter is then reported to the shop steward, The shop steward,
if he thinks ‘the complaint relevant, will raise the matter with
the foreman, and, failing sati sfactlon ask for-a meeting with
higher authority,

The goodwill of all concerned is essential, and the wise
5 f’orerq an is able either to do something to 1"emed.y the complaint,
or to advise the shop steward as to the course to be followed
A balanced and understanding relationship between foremen and
shop stewards will go-far towards obtaining better discipline,
efficiency, and conditions on the plant
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19. ESSENTIAL WORK ORDER

The Essential VWork Order, 1941, (and amcndments) was s war-
time emergency measure introduced to protect production in v1ta1
centres of 1ndustry in the interests of the country vhile at v

The Order was welcomed by the Trade Unions because it gavc
to the worker a guarantced wage and security from summary dis-
missal, and because it was a stop towards a more rational
organlsatlon of industry.: . The progressive employer also welcomed
it because it guarantecd an even flow of production and promdbd
machinery for clearing up labour difficulties,

The Essential Work Order will probebly undergo modification
in the light of experience but since it is truly democratic and
gives increased protection %o the State, to Ind.ustr;y, and to the
individual employece, it is probable thqt it will continue to
function in o modificd form and all forcmen should understand
and appreciate its terms and its application,

The Order introduced a new official known as the National
Service Officer, vhose duty it is to see that the provisions of
the Order are uarrled_ out, He is interested in three things
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1,  Termination of Employment

No employee can be discharged from or leave his employmont
without the consent, in writing, of the N,8.,0., A special form 3
is used by an cmployee seeking rclease, parts 1 and 2 being com-
pleted by the employee and part 3 by the employer, The form is
then passed to the N,8,0, who has before him, therefore, both
uldes of the picture, rﬁ, considers the case and. gives a
decision usually within 7 days, The same procedure is adopted
when an employer sceks to discharge an cmployee

Appeal againgt the N,S,.0's decision is open to both
employer and cmployeec, Appecal must be lodged within 7 days of
the N,5.0's decision to.the Local Appecals Board which consists
a chairman, 2 representatives of the managenent, and 2 crployees
rcnresentatlves The Board has no cxccutive authority and can
only recommend to the N,5,0, with whom the final decision rests,

Termination of e“qploymenu does not reéquire the permission
of the N,8,0, in the case of "serious misconduct", Any cm-
ployeé thus discharged can appcal to the N.S 0, to have his casc
heard by the Local Appeals Board, - The Order docs not define

'serious misconduct" but almost cvery infringement of Factory
Regulations and all classcs of uns emly conduct may be so
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classified, The infringement must, however, be a serious onec, 3
Where an application is lodged for release or for discharge, suspension for bréach of factory regulations or unseemly conduct,
one week's notice must be given by either party irrespective of The Order limits the meximum period of suspension to 3 days and
when the N,8,0, gives his decision on the case, - This does not any employee suspended can appeal to the N,S,0, to have his case
apply to discharge for serious misconduct where it is desirable - . heard before the local Appeals Board, If an appeal is successul
to get rid of the employee on the spot, the employee is entitled to payment of wages for ftime lost duec to
Should an employee be successful in his appeal against the suspension in question,
discharge for serious misconduct, he must be reinstated and is . ;
entitled to payment of wages for time lost due to the discharge. ’ Js. «Fair Play » :
5 e nl A : While one of the main parts of the N.S,0,'s duty is to sce
: ————P——- i that vital interests of industry are not hindered by the conduct
The N.S,0, is interested in the discipline of a factory since ‘of employees, he is in the same degree interested in the welfarc
the Order provides disciplinary measures to be taken in cases y} of the employecc, While he con initiate disciplinary action
where:- : . against an employce, he is also an officer to whom the employce
(a) An employce absents himself from work or persists in who feels he has been hershly treated con appeal, - The N,S.0,
bad timekeeping without reasonable cause, ' has a serious duty to perform and he must be satisfied, before he
(k) An employce refuses to obey a 1&‘Wd1 ond reasonable ' initiates any ac‘tlon that the facts submitted to him are just and
order, relevant, :

(¢) Any negligent act of an employee hindecrs production,
In less serious cases of the above the N,S,0., gives warning
that rcpetition of the offence will. lead to prosecution and he .
can issue "directions" to the employee as to the times for which : . ’
_and the manner in which he should work, The employee can, '
However, appeal to the Local Appeals Boasrd against these

"Jdirections™, In more serious cases the N.S5,0, can take i

immediate steps to prosecute, The machinery is cumbersome and

slow but it is well to understand that action can be taoken,

Lbsenteeisn, as one of the most pressing problems, receives
special attention, Absentee Sub-committees meeting weckly and
consisting of a chairmen 3 management representatives, and 3
employecs' representatives, are set up under the Order, Thesge |
bodies interview persistent, intermittent, or casusl absentees, *’ <
congider the circumstances in each case, and have power to
recommend. to the N,3.0, that prosecution action be taoken against 5 :
an employee, The Committees however, use this power guardedly P
and only make such a recommendation when the employee, following 5
serious warning, shows no improvement in attendance at work,

In connection with absenteeism it is well to remember that
‘medical certificates misdirected or leave papers not properly
filled in mnry meon trouble for innocent individuals, :

The N,.S,0, has also an indirect interest in internal
dlSClpllnary neasures, i,e, discharge for sericus misconduct and
374841 g ' |
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Unless all ranks in the factory are actlvely mterested in
afety and hygiene, no.campaign to reduce accidents or ilmprove <
working Condltlons can be successful,  Instructions on safety
“must be 1bsued dovm the various lines of command and since foremen
are the last links in these chains, they must be very conscious
of their responsibility in this respect, They must be aware of
the hazords of process and plant, end they nust lns‘(:ll in all
- workers a sense of 'safeWmmdedness i
Especially in a large factory :Lt is nowadays pract:\.eally
essential to have a Safety Officer, :
The Bafety Offlcer does not control safety nor does he issue
_instructions regard:mg it, ~He is an officer appointed to study
safety, to ‘advise on the preventlon of = accidents and unsafe
“working condltlons, and to ensure that the factory is fulfilling
its obligations under the Factories Act SO0I8 It is his duty
to inspect all plant and buildings and to report on their -
condition from a safety point of view, ' He is not :Lntend.od to
act as a spy and should have the fuil support and co—operatlon of
. all membérs of the management including, of course, the foremen,
It is his duty to contact the appropriate, officials to advige of
unsafe practices, unprotected plant, bad housekeeping, ctc,, and
he is available to be consulted at any time. He should not be
regarded as an interfering nuisance but should be looked upon as a
guide, phlloso_pher, and friend, ready to advise on practices which
might be jeopardising the safety of the plant or workers,

Accident prevention is of the greatest importance, not onlj 7
in preventing loss of producticn but also in avoilding hum'm
suffering,

No accident is unovoidable and most are due to the 1nf\.b111ty
of individuals to "adjust their worklng habits to the hazards of
‘bhelr Jjobs,  The chief means of reduc:mg accldents are:-

(1) Trainin ‘Tt is most important that all workers are
made thoroug y familiar with all the rules and methods
which apply to their work and the safety devices which are
installed for thelr benefit, This is part of the forcmon's
duty end he is responsible for ensuring that  Bhe worker does

3 not need to have an a.001d.ent to discover that a certain

‘v 5 action is unsafe, .

: (2) Allocation of Workers, Many workers are physically or

g entally incapeble of carrying out certain operations W1+h o

 safety, Factorg such as mental inability, sluggishness, =
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