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FOREVlORD 

The articles comprising this mo.nun.l had their or~g~n in a 
course of lectures delivered in a large industrial establishment. 

The notes for these lectures have been edited to remove 
matters of only local or t cmporary interest and to make them 
suitable for general study wld use . 

Tro.i.ning of personnel is rapidly becoming_ an integral part 
of industrial life and it is hoped that this mo.nual may find a 
.useful place in regard to the training of foremen. 

While these articles are vr.clttfm as for foreraen and malo 
workers, it is to be unn.<';r;;;l.,wd that they c.re equally c.pplicablc 
to forevromen uncI ft;~llale vroy.'kers. 
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1 • DUTIES AND ROUTINE OF FOF.EMEN 

Production r equires three distinct activities : -
(a ) Manual labour to perform the various operations. 
(b) :[ =anagement to ensure that manual labour is -used 
efficiently , 
(c) Technical direction to ensure correct and efficient 
operation of plant and production of good material, 
The personnel of a factory is organised. to carry on these 

activities, and. foremen as the first links in the chain of mD.nagE;~ 
ment; occupy a position between the workers on the one haner and. 
the management ' on the other. Their functions are:-

(1 ) The supervision and direction of a team of operatives 
so tnat work may proceed according to methods laid do\'TD. 
by the management, --
(2 ) The supervision and inspection of plant and equipment 
so as to keep the mal'ln.gement infonned of any irregularities . 

- or d.efects . 
(3) To pass on to the vror kers the policy of the mann.gement 
in all things essential to the efficient use of labour, 
Al though all are of equn.l importance, the time and energy , 

devoted to each of these functions vdll vn.ry 3Ccording to the 
type of plant . For exmnple, in sections l;,..here the plant is 
simple and. the number of workers large , labour management will 
require most attention, v/heren.s in sections where the p l ant is 
more complicn.ted. and the ~1.umber of workers is small, Dore til:1e 
will be- devoted to plru1.t supervision, 

1 , ~abour Management 

The most important fn.ctor in the successful direction of a 
team of vforkers is confidence - confidence of the toan in the 
ability of the supervisor to 

( a ) ru.n. the ' plant himself ruld import his knowledge of 
it to others. 
(b ) know his own lwitations n.nd when to appeal to 
higher authority. 
(0) unders~an~ instru?tions wh~ch he h.'lS to pass on, 
(d) have h1S 1l1.struct1ons cn.rr1ed out but, n.t the same 
time , be willing to listen to mly reasonnblc objections, 

J (e) be just and never act on hearsay evidence. 
(f) be relied on for support and assistance. . 
(g ) accept responsibility for his spher e of activity 
and not shirk his share of the blrune when things go wrong. 
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Confidence is only won by hnrd work and a sound knowledge 

of plant, of workers, ~md of conditions of service such as wages~ 

leave, etc. . 
To hope to have some . success vnth a te~~ o~ workers , each 

member of· the team must be studied as an individual. and some 

time a.nd thought devoted ·to a conside ration of the characte r of 

each worker. Not only will this decide how each individual 

should' be handled but it will indicate- how the teo.m should be 

blended so that nny weaknesses which. mny exist are strengthened, 

a.nd also that inimical temperaments are separated. 

Discipline is also essential. A foreman can never afford 

to turn a "blind eye" but must always let the worker know thnt 

his mistake 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 hegligence will 

always be found out • . The foreman's aim is maximum good output 

with minimum friction and waste. 

2. Supervision of Plant 

Here a sound working knowledge of the plant is necessary -

how it operates, what rule& have to be observed, what to do in ~ 

an emergency and why. 
A defective plant sho~d never be operated vvithout speci fic 

instructions from competent authority. Jury defect, breakag e, 

or undue v·rear any unusual sound or unusual heating up of 

machinery, et~., should be reported immediately. "A s~i~ch in 

, time saves nine" is an excellent adage for pla.nt SUperv:LSlOn 

since the aim is maximum running time at maximum efficiency, 

3. Passing on the Policy of. the MarlACem n t 

The factory policy may not coincide w' Lh n. f (!TII 1' :1 Wll 

views in some instances and the)" a r e el)i-L .l.m • .l. t. o11n l llll .l :\ (' 

;the ventilation of such divcr e;cnci ' I in i on, lnlL, I mn L Ler 

what a foreman's personal vi wo may b , i t. i :l 11 1. i ll I {l Id i t 

is his duty as a responsibl memb 0 C' Lh !I t , f'f' \. 0 fJ l/ 'lOll t his 

policy wholeheartedly to his <'ubo clillA • Ilnd t, g I vu i I, I L/J 

full support. 
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Routine 

The foreman's job is ne sinecure and covers a wide range of_ 

activities. He c.annot hope to attend to all his many and varied 

duties efficiently unless h~ works to a plan, a daily routine 

designed to cover all tho points arising in his part;i.c1.uar job. 

There fore, he must make a study of his job und all it entails, 

and fonn his analysis of it map out a plan of campaign so that he 

can go to work with dcciston und despatch. He must balnnce the 

importance of each aspect of the job -o.gainst the tjme devoted to 

it and be prepared to modify his routine as the occasi~n arises, 

but must have a plan to work to, 

A considerable part of the successful manng eme nt of a faetol"'J 

ultimate l y dcpepds on his work, 

, 

I 

• 

I 
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2. LEADE...T(SHIP 

All great leaders show one outstanding trait in common 
intense belief in the importanc e of their work. This then 
basis f or l eadersh i p . Lack of enthusiasm in leaders plays 
havoc vath any task . 

- an 
is a 

· It has b een said that leaders are born not made. This m8.Y 
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 developed by stUdying the quali t~LCS which make for 
good leadership. 

The s uccessful foreman must possess the power to l ead h is 
workers. Gone are the days of. ~lavery, of ~uth;ri~y cnfo~ed 
by brute f orce and fear. These things are 'V'lrong and the resu~ts 
of enthusi asm, sincerity and interest in the work a r e more 
beneficial and more ID.sting . A l ee.der must. takc the lead in all 
things: he must continually set cm eXDmpl e . Th e foreman who is 
careless and is willing to overlook s l ac laless wi ll always hnve a 

I care l ess, s l ack teDm of wor kers . 

• 

The good f oremml must;-
. (1) kT10 W ~s job. Iles i des being abl e to c arry out a ll 

the oper ations under his charge, he must . be ablc to estimrtte 
a fair day' s wo~k in any p r ®cess. I t :is often neces sar:l to 
combat the tendency of- the wor kers to set their OWIl quota , 
fo~ a shiftts work 
(2) issue orders ;learly . Orders must be under stood ~y 
the least intelligent of the workers. 
(3) be forceful. He must be sure of 'hiw.self· a~d see that 
the orders he issues arc carried out 
(4.) maintain discipli~ He must ~tua.y the individm.l 
members of his tea.'11 and how best they cnn be handled -
different natures require diffe rent treatment . He must 
know when to apply to senior authority for disciplin8.ry 
action in serious cases 
(5) be con~~derate of ine~erienco . Ana 
will not increase the efficiency of- i noxpo, j 

0 :1.' 1'.L ,j c l e 

patient and considerat e trc o.tlnont wi 1 d. Itbc , once 
cannot always be measured by length of GOTvi. ' U. 

(6) 1:2.e absql~te;t.y j~t. Any fcol' tJ.[ " d 'll i -rnu:'f' v/ill 
wreck terun work . Some o.c t iol1.f.l m y fIe lTI \\ ll,j1l0 l. l." 11 , 
worker and trouble should b 'Lrucon t o ox]!.1 \' Il l.h .... 11 . An 
imagirled injustice is ju"'t as troub LO:.lomc D.: ' , r ( j' ,lone . 
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(7) hav~ ,risioll. The l eader must hD.ve a clear VlSlOll of 
the goal towards vlhich he is ieading nmnely, ideal 
vTorking concii tions ui th 10c0 efficiencY and all tho.t these 
things en tail . , -. 
(8) not be afr aid to delegate authority. Hc must 
encourage' initio.tivc in his assistants and o.t the some timc 

,bo.ck them up D2l.d t;:ti<:e responsibil:i, ty ' for mist Lt.kes . 
" (9) not spy.. A good lco.der "'';11 ·trust 11 ' t'l"' , ,,-'- ~ ".l S men 'LID l He lS 

l et down. 
(10) not ho.ve r> • t ' ~8.vou:n. 'cs .It i s difficult not to do this 
since some peopl e D.l~e more . attractive and likeable than 
others but hcmust ·be just ffild fair in his dealings with 
the worker s . 

(11) not critic:bse adversely to subordinates the orders 
f rom superior authorit y . Ju,::;t as he expeots loyal ty from 
his teo.m so he in turn r'lust be loyal to his superiors i n 
r ank . I f he thinks a superior has erred, he should con­
sult him privatelY .poi nting out where , i n h i s opinior", h e 
i s v/rong . . If the ' orde r is' insistecl on h e sho1.1ld try to 
co.rry i t out loyally, (loing his bcst i n all sinceri~y to 
b rin.g t.h.e work to 0. successful conclusion. 
~rue leadersh ip is a' form of service to others Success 

will only come after opposition and much ho.rd work but the ' 
r esults are well worth while . The leader i s a n outstanding 
personality - looked up to and r espected by his fe llov{ men . . , 
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:3. CO-OPERATION .AND TEAM SPIRIT 

Co~operat:i.on 'm'eans 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 demands 
not only the unqualified effort of each employee, each sec'tion, - \ each department, but also 'that these erforts dovetail, and , are 
all directed towards .8, common end. Team -Spirit must prevail 
throughout the whole factory organisation. 

Everyone' Cill, foster this spirit by co-operating with all 
those vnth whOm they come into contact in their work. The 
foreman co-operates ~nth:-

(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 nevl ideas and methods nnd not to deal vn th 
these in any hostile manner . 
(b ) those on the same level as himself. He must keep an 

, open mind about his work and be ready to learn, from a 
colleague or to give hun 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 ill,d maintenance staff 
is extreITely important. Servicing machinery which other 
people use and sometimes misuse is a tiresome job 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 
fr~quent source of trouble and the foreman must do his 
best to create the necessary spirit of co-operation . 
(c ) ~hose under his control. ' Co-ope o.t i ol1 wHh h.l. ' 
workers is essentinl and the first illLd mOGt lmpo ' Lnnt 
step towards it is to gain the con:! id nc l' 1 . Q t om. 
He must be in close contac t wi th hi WO 'lw r' , 0.1 r ciate 
their difficulties, and do cvcryLh.i.ng orn' b u 0 doo.l 
\vith nny real or imaginary griovnr~ , 
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Instrv.ctions should be issued vn th tact and Wl effort 
made to explain their purpose s o as to create a sense of 
responsibility. I t should be explained tQ the worker 
how his job fits into t .he whole organisation and he shoUld 
be made to feel that he i,S being depended on not to let 
the te3J!l down. 

... He should. avo.id embittering people by reporting eve ry 
little pettifogging compla;i.nt v'Ihere more good can' be done 
by checking the fault on the spot in a friendly way. 

He should be approachable and l.mderstanding and 
encourage suggestions. Workers, though inexperienced, 
c~m sometimes contribute valuable suggestions by virtue ' 
of the freshness of' their outlook on the job. 

Above alY,'he should practise what he' prd'aches an~ 
show a co-operative attitude in all his aotions. The 
habit of bl8J!1ing the C?the r shift or passing his troubLe s 
on is noted and copied by the workers. 

, I 

/ 

,. 
I 
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4-. PLANNING AND CO-OPERATION 

It may be said t hat t h e f oreman ' s f uncti on is to oil the 
wheels of production and keep l abour and machines movi ng sweetly 
t ogether. He must co-or dinate Dnd deal with r.li:en, Mac hines , 
Materials and i n thi s connection the f ollowing points are worth 
noting : -

(1 ) He should never take tile short cut of doing a job 
h i msel f , Hi s duti es are to direct other peopl e t o do the 
work , to see t hat skilled operatives are used to the best 
auvantage , and to teach and instr uct t he unskilled. 

. (2) He must balance the var ious units under his control 
s o as to m~intain an even f l ow of p r oducts , avoid ing 
s l ackness at one p l aee or time Dnd undue p:cessure on men 
and machines at another. 
(3) So that a tempor a r y breakdown or other fluctuation does 
not hold up the main f l ow of p r oduction, buffer stocks a r e 
often kept at various stages of manufactur e . This makes 
it all the more necessary for for emen of d i ffer ent sections , 
or of different par ts of one section, to keep each other 
informed rega r ding the present and future position of their 
stocks and t o plan the~r work accordingly. 
(4-) Co-operation \vi th the other shi fts is :Lllportant . A 
foreman should leave the work as he would find it . He 
shou l d always contact his opposite number when coming on 
duty and when going off duty so that diffi culties c an be 
disc~sed and the change-over made as smooth as p ossibl e . 
(5) The importance of an even flow of production through­
out a factory can not be overstressed, Exc essive str ain • 
on pxant and worker s takes its toll in incr eased mai ntenance, 
illness and absenteei sm. Slowing dovm of operations means 
pl~Dt working inefficient J~ and has a , bad moral effect on the 
wor kers and once work has stopped or s l owed down it is 
difficult to re-establ ish the rhythm of normal production. 
A r ecord output from one section is useless if the others 
cannqt keep pace . On the other hand a poor section will 
drag the_factory dovrn to its own level . 
I t i s in the common interest for foremen to c -operate wit h 

their opposite members by helping out vv1th 1(\b01l"', mnt rials and 
equipment . They must not be self1,h in th maLt, 
stores and must co-operate vrith oth r nhifL, llCl 
the a llocation of equi pment, Sel L,h grab1 .LIll/, 
one's gain is always another's 10 s. Il :t.h,y 
'h'lt ,i t must be kept within bounds , and qu..'J, ',ty,' r'r1 i 
safety m'lst -be tE'Jr.en into account as v 11 €I {UO,l LL'Ly. 
374-84--1 8 

5. TREA'I'I,:U5liT OF :i'lli\l!- ENTRANTS 
• 

I~ is during the initial period o'f a vrorker J s career tha t 
there is laid dowD the attitude to the work, maYlD.gement and 
factor y and the various reactions and habits which will shane 
and control the progress ~Yld efficiency of the worker. Th~ 
treatment of New Entrant s f),nd how best they may be controlled 
lli"'1.d deve).oped is therefore a subject v/hich is of i-_'11)0:ctance. to 
all . It is a problem yrhich vlill alvlaYs be Yrith us since D. 

factory needs a continual flow of neVi workers to replace those 
who leave, and in addition there are transfers of workers from 
other sections, who in some r espec ts must be considered in the 
sa~e category as new entra"'1.ts , 

New entrants to the factory shou~d go 'through a short 
induct i on course where they are given full information 'regardihg 
the conditions of work in the factory . The course is designed 
to all ay initial confusion and nervousness, to create a good 
impression of the factory and the people who work in it, cul.d 
to start off the new entrants along the correct lines . 

When the neY., entrant is turned over to prod-nct ion, it is the 
forem~Yl ' s duty to carry on the work of t raining. He should 
remember his ovm first experience of factory life Yri th all its 
confusion and bevT.i.lderment and always be p repared to extend a 
helping hand to the new entrant Who is probably excited cul.d 
nervous, and may be timid or may mask nervousness by bBing -
aggressive. In either case the neyr entrant is much more Y.'illing 
to follow tha foreman J s lead a.Dd obey his instructions than he 
vrould imaglne or the worker would D.Clmi t . . 

The training of the new entran1; really starts "Vhen he 
r eaches his section for -i t is there that he m.ust be moctelled into 
rut efficient worker, Remember that a good craftsman can produce 
a good article even f rom ~oor matCl;ial and the t :y:pa of worker he 
creates is a reflection, good or othervrise , of a foreman's \ 
ability, Therefore he should aim at perfection and have a clear 
idea of the qualiti es that go to make a perfect v,urker, He 
will be punctual, -efficient , conscientious, reliable, tidy and 
co- operative . These qualities are best iRstilled in the worker 
by leadership, especially in the form of example . He is goini 
to follov" the exampl e of those around him Dnd particular ly of 
those to whom he is responsibl e. The foreman should see to 
it that the wor ker gets a good model froin which to copy and be 
conspicuous in showing the qualities y{hioh he i7euld like the 
worker t o ac quire . 
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?ailure to harness the energy and enthusiasm of the new 
worker accounts for much wastage of labour and this will happen 
if:-

(-\) he is under the wrong t;ype of chargehand or is a square 
peg in a round hole . ¥fuen temperaments clash or someone is 
obviously unsuited to a ' job, the worker should be moved. 
( 2) he 'is not given the proper traLning. How best to 
train the new entra...nt vrill vary according to circumstances 
but one point is COIf .. '1l0n to all methods - he must be 
interested in the job: He should not be .discouraged by 
training him on the worst machine with the worst material 
and equipment: he is worthy of a trial under nqrmal 
working conditions. 
(3) he is not welcomed and made to feel at home. The 
new entrant is not to be treated as a nuisance, ?: necessary 
evil that the foreman has to tru<e in hand only because 
he is paid to do so. In the case of transfers all possible 
arral1gements should be made for the entrant I s reception and 
that the change-over ~s made as easy as possible . Otherwise 
a bad impression is created and the workers are made to feel 
that 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 work er 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. 
All these points are of importance alid to disregard them 

leads to slackness, loss of interest and absenteeism. To train 
the new entrant successfully the foreman niust have a thorough 
knowledge of the job plus the ability, the patience, and the 
interest to pas"s on that knowledge alld to persevere until right 
methods are established as habits. Praise should be given with 
gem.:dne pleasure and blame with restraint, The foreman should 
be constructive in criticism and patient V'rith the slow stnrter, 
A backward worker may prove the most dependable wherl properly 
trained, 

If a foreman can help a new worke n a:rrywo:y,. no mntter who 
they are or to which section they belong, h f,h uJ d do so . 
First .impressions are effective and often ~ir~ . The good 
craftsman doesn I t blame the tools or th mat r.Lol but utilises 
both to the limit of their capacity. 
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6. J?lSCIPLINJI.RY ACTION 

IVlOst of the people employed in a fac'tory go there to do 
their day I s work according to the rules laid dovm. They 
occasionally make mi stakes but can usually be suitably reprimarded 
by their foreman in the CD.ge of minor mistakes or by a senior . 
offi!=!ial in the case of the more important l'lisdemE;anOl1.rs . There 
are people, however, ';'fho are carel ess and de not intel~a. to work or 
to obey instruc hons and such people have to . be deal t with by 
more effective means . 

In the case of major misdemeanouxs ' for whir::h diSCiplinary 
action is recommended, the following poi nts should be observed. 
Action must be 

(a) proIrrJ2.i; , The need to deal with offences promptly 
cannot be over-emphasised. To Rllow 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. 
.(b) j~st. Cases have occurred where members of the staff 
refused to see workers or to listen to appeals, There are 
tV'fO sides to roost stories and the worker must always get a 
fair hearil1g and a fair de.al , 
(c) standardised. It is oniy fair th9-t /similar offences 
should receive similar sentences and tIllS could not" be 
guaranteed if each section dealt "l'r1 th its ovm infringements, 
Therefore these must be reported and sentenced by a single 
authority who can deal vri th all c ases , 
One of the 'principles on vrhich the 'law is ad,-'ni..nis tered in' 

this country is that one is ilmocent until he has been proven 
guilty : one always has a,"'l. opportunity to s t a te one's case 
freely and fUlly and in serious cases an advocate is provided 
to conduct onc's defence, In indu5try to-day this principle is 
generally followed, 

Reporting of Offences 

An offence report form. shou~d always be us~d so that correct 
proceduxe can be f olloweo. and p,ccurate records kept . All 
relevant matters should be attached to the form. 

The per son observing an offence should fill up an i:nfringo­
mont form, giving a clear and definite statement and stating the 
.factory . rule or rules broken. - This is done not . only for the . 
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benefit ef those who deal vath 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-
vid~d who -will interview the worker, and his statement to the 
file'- and pass i t - to the , proper authority for sentence. 

D~ing ¥nth Offenders 
In general, a worker who has committed an of:fence should be 

allowed to continue work until his case has been dealt ¥n th. 
It is essential that workers obey without hesitation the orders 
of their supervisors ru~, although representatio~s can be made 
to superior authority about grievances with regard to ,any order, 
in the first instance 'the order must be , obeyed. Therefore a 
worker who refuses to obey an instruction should not be allowed 
to contin}le 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 ruld a report of the 
incident muSt be made out, forwarded, and dealt with within 
24 hours. 

Whe~ a, case has been dealt V'ri th, the sentence must be 
carried out without delay and a proper record of it kept for 
fD~ure use. When the decision is being yommunicated to the 
worker, it must be made clear to what :irLfringement the decisior). 
applies and any appeal must be made at once. 

Right of Appea;:j,. 

( a) To Factory Officials, In cases of suspension a 
worker may appeal only if fresh evidence is produced 
and submitted in writing by the wor~er or the official 
interviewing the worker. The suspension is postponed 
'pending consideration of the appeal . 
(b) Under the Essential Work Order12.. Appeals o.gainst 
suspension or dismissal c an be made to the Local Appeo.ls 
Board by sendlllg the o.ppeal 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 Wo k Ord rn, a fact which 
should be appreciated when penalties seem l.i.gh'~er than i;hEf 
offences warrant. Also the worker ho.s Lhe right of appeal 
against any penalty and therefore all charge s made must be 
definite and capable of substantiation. 
37484-1 12 
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7. THE tJSE OF VrORDS - FPAISE Ai.'lD BLAlVIE 

The ability to make full and proper use of words is one of 
, the mos,t important qualifico.t ions of Et good foreman. Most of 

us t8ke speech too much for granted 3.J.'ld fail to appreci8_te that 
it is a :I?owerful weapon which call be used. 

To obt13in the b<fst l'esv~ ts vfOl'kers must be led, not driven, 
a.."ld there are two mearLS of leadlllg w~rker.s along the .. correct line s 
- by f orce of good example and by judici.ous use of words. 

In aimi..ng at ideal factory organisation and 10(};0 efficiency, 
the foreman Y1eeds, among other thlllgs, good worklilg method.s 
enforced by good discipline. It is in the establishment of good 
methods and good discipline that speech is most ,useful, 

GqQd 1v1etho~. Speech is the easiest and quickest way. of pa.ssing 
information and instructions to the V!oT~;:e :cs. The-foreman's 
i nstructions lnust be 

(1 ) Reasonable, Wh,at the worker is asked to de muS't be 
both possible and scnsi~lc. 
(2) Clear. Understandable by the slowest and least 
intelligent of the vrorkers . If possible, the worker shovJ.d 
be quest'ioned to find if the instruction is understood. 
(5) Concise and Definite. , Times, :q.umbers, ' places, Feople 
should not be indicated vaguely but in clear-cut 
unmist:1.k:eable terms. 
(4) Frank. A word of explanation to the vvorker creates • 
a ' feeling of respo~2ibility and team spirit, and hence 
greater efficiency. 

Good Discipline 

In the cstablishme'nt of go'Od discipline speech really Dmmmts 
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:-

Blame 

(1 ) The fault may be the fo.reman r s: if so, he shovJ.d aci."!lit 
it frDnkly. The man y"ho never made a misto.ke never Badg 
anything. , ' ' -
(2) The culprit should be given a chance to explain: thcre 
mo.y be so~e reasonable e~lanation fo r his action. 
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(3) The purpose ~~ blame is correction - to ~luence the 
~uture actions of the p:-.Toon concerneiL T'ne iliuJ± may be due to a 
bad habit where continued correction is the only cure or the , . 

- worker may be unsuitable ~or the job and a change _advisable~ 
(4) Blame should b.e give:C1 more in sorrow tha.Yl- in anger and 
never while in a temper. A very occasional outburst may 
serve its purpose 'but continued use robs \this practice o~ 
any: e~~ect. · .I . 

(5) Blame should ' be proportionate to the :Caul t. The worker 
becomes hardened to excessive blame or .continue d nagging. 
(6) It is ~air to descend bn the worker at the wrong time, 
say at the end o~ a night shi~t or when he is sick. 
(7) A worker should not be blamed !I1!¥"e -than once ~or the 
&ame o~~ence. This should be done ~ one person and one 
~rson only. 
~ 8) A worker should not be corrected or blamed in hont o~ 
juniors in rank unless the o~ence is one which cannot be 
condoned. A worker rray· be correc.ted in public but a ' 
dressing down should b e administer ed in private. 

. (.9) The worker should not be le~t depressed aFter correction. 

Praisk . 
(1) I~ a worker is not praised when he merits it, he will 
lose inter e ,st in impruvement. 
(2) , Praise should be given with enthusiasm, at the saITe 
time mentioning points which could be improved. 
( 3 ) pzaise should n~ver be given where none is due or it . . 
be~ames valueless. The worker will either think the ~ore­
man knows little about the job or b~come susp~cious o~ his 
motives. 
(4) Praise should be impersonal and not giveR just because 

, 1the ~orerran is in a good mood • . 
(5) Praise should be justly divided 9ut, a t - the same time, 
suited /to the temperament l o~ the worker. Some can do \7itha 
lot o~ praise: wi th others a little goes to their hea.d. To . 
tha.t extent discriminat io!l between workers is ne cessary . 
Final).y _ there is much more to speech than wha. t is actun.lly 

said. . The ~y things are s~id is just as important and a little 
thought be~ore speaking my ~ke it possible to put unplen.sant 
pJ..cts in £} way which does not offend or cause friction. Common 
sense and eOhside;ration applied to the t echnique of speech will 
certainly rrake the foreman's work easier and more efficient. 
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8. +l"ilTERVIEIynrG I 

Foremen shou~d encourage their worl,::ers to consult them: the 
idea that such interviews n.re a nuisance and a waste of time is a 
great mistake. A worker seek ing an interviev{ vlants something: 
to . send that ]Jerson away unso.tisfied and possibl y with the feeling 
that he has not haG. a fo.ir hearing mo.y cause much trouble and 
loss of time. The foreman who is reacly and willing to' r eceive 
a.n.d to advise fairly, builds vp between the vyorkers and himself 
a ser~e of confidence which is invaluable. 

Workers seeking interview will generally conform to one of 
five types:- . 

(1) The hesitani.~ and :-,fr['.id, who must be encouraged. 
( 2) The straight-forward man-to-man, vrho '.,.rill respono. to 
straight talking. 
(3) The doleful a..Yld miserable, who must be cheered up. 
(LJ-) The angry and exc i ted, who ·mus t be dealt yvi th caJJnl.y . 
(5) The insolent, who must be treated quietly but firmly, 
I n carrying through an i"ntervievT the foreman should 

--- ( 1) make the worker welcome. 
(2) be courteous. 
(3) give his full attention. 
(4) be controlled and patient. 
(5) do something about- it. 
When he has heard the worker's statement the foreman 

should 
(1) give an ansvrer at once. 
(2 ) explain that the query should go to are·ther quarter . . 
Give the reason for this and the best time to see the 
other person, . 
(3) Regret being Lmable to give an imrrlediate answer, 
promise to obtain one, and do so in ~ reasonnble t~~e . 

He' should not pretend to knowledge or D.uthority he does 
not possess nor dissuade a worker f rom approaching higher 
authority. . 

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

(1 ) To give anexpla.n.at ion. 
then the matter, Clearly and 
referred to other authority. 
(2) To tender an apology. 
apology and it takes courage 
'J:'hereforc the al")ology should 
generous understanding. 
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If this CD..rJlot be o.ccepted 
cor::ectly stated, must be 

No one enjoys making an 
ill1d resolution to do so. 
be accepted "VIi th sympathy and , 



(3) To ask a question, Routine questions on work, 
regul at ions, filling of forms etc., are easily 
handled.. Personal problems should be r eferred to the 
Labour Officer. 
-( 1~) .To make a sup;ge s~io:r~ , Suggestions should be encouraged 
however foo lish they Hlry seem, They are a valua ble outlet 
for expression !?tlld [). s i gn of. thought and of interest in the 
job , ' The -:rorkcr s'hou~d feel tho.this idea gets seriov"s 
consideration, that , if vorth- vrhile, it is put forvmr d, and 
t hat full measure of credit is given '.-rhere due, 
(5) To make a ' compl ain(, (a) Wages complaints are very 
important and must be given every care .and a ttention. The 
foreman should therefore Imovr all t he reg1.llo.tions regarding 
'''age payments and the pe r sons' to v!hom the di ssatisfied should 
apply for further informa tion, 

(b ) W~rk _..!:oo J2.ea~L_~nsui table etc . The vrorker should 
be sent to the factOl~.f medical offi cer for report. · 1iforry or 
o"i.Terwork at home may be the C!'i.use and a cIiscussion m3.Y lead to 
to a remedy, Cases of bad feeling betvleen work- mates cr 
between \''{orko r 2nd foreman must be sifted car efully froH'. 
both sides before a decision is. given. . 
The foroman may be able to deal vvi th mn.ny of the c omplnints 

on these and similar points but he s ho1.lld inforTI. himself of tho 
proper person to . pply to if . h e i s unl'.bl e to settle it . himso:tf. 

It is adviS8.b l e to keep- note of all intervievrs , t o entor 
against them the final outcome , and not be satisfied till each 
has been brought to a definite issue , This is a useful guide 
fo r future occasions , 

The i mportance of good interwiewing carmot be over-cmphnsised. 
It i s a vita l and necessary part of the job , 11 fo r emo.n is not 
expected to know everything but there is expert knovrl edgo always 
avnilablo for the a k ing. I 

, 
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9. INS]?ECTION 

Proper supervision requires regular and thorou~h inspection 
of everything ond everybody under the foreman's control, 

Inspection of any kind is a skilled job , requiring n g r eat 
deal of thought r-md training, n.nd, a lthough t he work going on in 
different sections v aries g reatl y nnd the things to be inspected 
differ accordingly , certain gener Ql rule s c nn be lQid dovm fo r iCny 
case- of inspec tion, 

Just a s a cl.oc~or, 0.11. Qrtist, or a l ecturer ':fould each notice 
very dif f erent things i n the same fo.ce - the things they had beon 
trQined -to observe - .3 0 Q Ioreman sees i n a building 'what he has 
been t rained to l ook for. Therefore it i s worth vrhile giving some 
thought to the subject- of inspection - vrhat has to be inspected, 
what tools t here Qre for the job, the r easons for inspectien hoyv 
it should be carried out - in order that tl1e foreman may trQin 
himself ~to a point where routine inspection becomes automatic 
and second na ture, 

Vlhat is to be inspected 

G1 ) Materials~ Raw materials, i ntermedi ate and final 
products . The in:t:low of mate rials f r om the shops , 
(2) Equipment . The cleanliness, lighting, heating of the 
workshop, the lay-out, the perfonnance of the machines, the 
need: for ' repairs , the state of safety devlces, the supply of 
necessary stores . available, the t ools be ing used. 
(3) Workers. Are they do ing a fair day ' s work and i s the 
work satisfactory. Are they obeying rule s'? I s each 
suited to his job'? 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 vrith certain specifications. Buildings must be kept to 
a standard which assures the maximum amount possible of sQfety 
and comfort for the workers. Quality nnd qUD.l1.tity ~of output 
are dependent on the state of the machinery Md plant, Worke r s 
must be kept to a standard which r ; presents 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 ¥rill receive little care or attention from those u:r:de r 
his co~troi, and the lower standard thus established will soon 
be accep ted by the worker as the r ecognised stnndnrd, an idea 
which is very dii'ficul t to remove. 

How inspection should be _QqQ~_ 

This should be according to 0. well thought-out routine. 
Ho.pha zard iV2pection means waste of time and things ovcrlooked:­
systematic Lnspection saves time and allows of more ground be ing 
covered more thoroughly. Ears, nose and touch as well as eyes, 
can and shoUld be traine d to help in inspcction. 'Working in a 
systematic way it vrill be foulld that, with praotice, one can take 
in the whole scene of a shop very rapidly D.nd that anything wrong 
will lean to notice D.t oncc. • 

A r~utine becomes a s ort of conscience to the forem~D and 
reminds him of anything he has neglected to do. It s hould be 
revised occr-tsionally in the light of experience and carried out 
so tha( the foreman doe s not o.l ways a rrive a t the srune point D.t 
the same tirne. 

\ 

ResLuts of Inspection 

Where a fault is found iinmedi~te steps s ho·Jld be taken to 
have it put right. An attempt should be made to get to the 
root of the trouble so as to prevent its recurrence . 

I 
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10. THE PLACE OF THE ' CHllliGEILl\.IID 

The chargehal1.d is an import8..-Dt pers 0r:- in the functionin8;., o f 
a factory organisation and the success or failure of the foreman 
w_ll largely depend on the extent to ythich he enlists the 
loyal ty and support of the chargehand and can pers uade him t o 
assist in applying supervision alid instruction to the work er. 

, , The ch8,rgehan<i is the las·t channel through y/hich the policy 
of the management (i.e. rule s , instrnctions ," methods) is trar:s­
mitted to the wor ker and should there be a weakness at this 's t hge 
the efficiency of the factory 'will be 'impaired, no matter how 
efficient the other supervisory grades may be: It is pnrt o f 
the foremo.n's job to see t~~t chargehands carry out their dutie s 
and instruction s but it is not possible to stand ove r them 8.t 
8.11 times, Therefore a depcndablc· chargehand v/ho ";rill carI"'J 
on the job effieic'ntly in the absence -of t).'lC foreman is a definite 
asset. ' 

The question of promotion to chargehand rank is important 
and foreme n should be constantly on the look-out for ·potential 
chargehands. 'A 3ma_ll private record of any such p erson vrith 
details of his production, attendance; cle'anliness-, reaction to 
discipline, etc. , is very uBeful sinc@, when the question of 
promotion arises, the foreman is in a position to make suggestions 
and give reasgIlS for his choice, 

The worker ¥ri th i:;he best output does not always make the 
best cha.rgeIk~d. The potentinl chargehand muSt know all the 
details of his job thoroughly and the workers will respect him 
more if he shows he cnn do the job better than they C8.n. Other 

. points must be considered 1;vhell promotions are beil'}g made , ' 
Is the potentio.l chargehand honest, conscientious, keen on t1te 
job, orderly in his Vlork? Has he a neat appearo.ncc , a finn , and 
efficient mannor, sufficient courage to carry out the job nnd _ 
above all, sLu'fieient personality to van the confidencc a~d 
respect of a tODm of workers? 

The successful development of the chargehand depends to a 
great extent cm his irmnediate forollan whose example he will f ollow 
in methods of:ma.nag~lllent and d.i.seipline, When nevlly promoted 
he requires careful treatment, and unobtrusive help LUltil he 
finds his feet and becomes more sure of his position. Then 
he must b~ e~ouraged to take his o¥m share of responsibility 
and to develop his own judgment and ini tiati ve i.n making 
decisions for himself. He has a definite role to play in 
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management and is not the,e slrnply as a target for abuse when 
things go wrong. 

He should be encouraged to establish, maintaL~, and take a 
pride in his position as a supervisor and to do a charge~and's 
job. There is a tendency in promoted people to carry on the 
duties of their old grade - it is much easier to do this- and 
the chargehand who continually does ~he ordinary worker's job ' is 
taking the easy way out by doing the . things he knOVlS well D.l1.d is 
shirking the duties and responsibilities of , his rank. -I 

Above all he should be interested in the job and re.ady t o 
give a l ead to the workers in at tention to rules , instructions , 
cleanliness, neatness . 

The chargehand is' . the first channel through which the problems, 
g rievances, and difficultie s of the worker are transmitted to the 
.management. tIe is closely in contact with the workers and knows 
something of the ir natures , s~rong and weak points, and probably 
also of their private problems which so ·often have a beari ng 
on working efficiency. Therefor e , not · only is he a useful 
person to consult ·when labour difficulties arise, bu~ attention 
must be paid to any problem which he thinks important enough to 
bring to notice. - ' ' 

The chargehand must be given his place. He should be con­
s ul ted v,henever possible and made to feel that his .opinion counts 
f or s omething, as i ndeed it should if he' has t~cen his job to 
heart. He should be given his f ull share of rysponsibility , 
but in doing so these two points should b e remenTbered:-

(1) His actions must r:ece ive due backing and sUPP9rt. 
( 2) Any mistakes he may m~ce will be better reme~ied by 
a little encouragement and s ome concrete assistance , thru1. 
by a rain of recrimination. 

-' 
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1'1 , HABITS AND RAISING THE STfJ\!DARD 

In any factory the management ' lay dovm the rules of conduct 
and each membe~ of the management must take his vroper share in . 
leading the workers ,along the correct lines and in devel oping 
in them the urge to do better so that the s t andard of the factory 
may be raised in every direction - · more skill, better output, less 
waste , better conditions; etc. It is not an easy task nor is i t 
one that will ever f inish. 1'he forem8.n must try to get awajr fi-qm . 
the attitude III am doing my best and no.-one can do any more ll anet 

,substitute for it "1 am doing the best I know at the moment. Mow 
can I do better?1I 

Many things hinder i mprovement in ourselvet and others .!.lack 
of knowledge, lazines~ indifferenc e . Other things may be a help 
or hindrance, e . g . the use of speech, the fonnation of habits . 

A habit i s something which our body or our brain has become 
so accustomed to do'ing that .its performance r equires very little 
conscious effor t . Habits exert considerabl e infl uence over our 
actiop..5 and can be extr emely useful to us if cultivated in the 
right way. Most of our daily routine, like dressing or coming 
to work, i s 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 make o.ur live's easier for us and so, a l so , 
in the factory, they make· 01.U~ work easi e r, safer, and more 
effici~nt. The foreman must strive to create good working habits 

.in the workers and to establish that habi tu.ally correct attitude 
to t 'he work which i s seen among experienced workers in long 
established concerns, an attitude which makes it seem strange to 
depart from the correct methods. 

rn many cases the \vrong way of doing D.l1.ythi~g seems easier 
than the right, bad habits are easily formed and the initial 
effort requir ed to establish good habits i s g r eat . They are 
only instilled by patience and perseverance - constant telling, 
constfu~t supervision, constant example , 

Sup ervision is important in habit f orma tion. Th e s i ght 
of a f'oreman will r emind the wor kers 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 sections 
where work is carried on in isolated shut-in buildings and 
emphasises the fact that a vrell thought-out routin.e i s invo.luable 
in giving maximum supervis ion. 
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Example and ha"bi t formation go hand i n hand, The f oreman 
is under constant observation from the worker and all !lis actions 
are ..,Yatched, noted and cop i ed. He must cOIl?ider hoy: good h..'l.bits 
c an help him to set a good example . ' I f he me$es a habit of 
always being cheerful, of keeping strictly t o rules, r egulations , 
methods, of pLIDctLmlity, of careful inspection j of neatness and 
tidiness, then his lead to the worker becomes automatic- t h e 
right action comes natuxally to him, that is to say, by training 
himself to good habits he trains the workcrs to these also, sincc 
habits are acquired by conscious or unconscious imitations, 

It is easy to ta]Jc about raising the standard ancl i mproving 
the habits of workers but it needs character and determination. 
Once done, however, t he effort will be repaid a t hous8l1.dfold in 
increased efficiency and ease of supervision, Also the foreman 
will have used the pOYler a...,.J.d responsibility he has been given to 
transform an inexperienced worker into an. efficieilt , reliable 
ci t' zen capable of taking his ' place in the vrorld. 

• 

• 
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12 . MORAL PROBLEMS fJ'.ID THE LAW 

Hot OTl~y will the factory nm mor e smootr..1y but foremen 
are individ~lal~y safeguarded. if they have the Imowledge necessary 
to handle diff1CU~ t siuwtions and avoid unpl easnnt legal conse­
quences , Actions for slander, libel, or "'-.ssoul t a r e purely 
personal , matters fu'l.d the factors ia not responsibl e for paying 
d amages 1ncurred i n any s uch action, 

, rrh~ persom1el of D. large factory includes all typ;;s of poollle. 
I t. 1S , 1n fact , a cross section of the whole community [)Jlct there 
a::e always D. feyr pe:tsons Yfho vlill create awkwo.rd ,problems through 
Wlckcdness, stupidity, or thoughtlessness~ espec io.lly where 
workers have lit tle knowledge of industrial life . The born 
mischief'- mc..ker, the grouser, and the genuinely maliciou..s must be 
wD.tched, Provocations to env.!, spitefulness or suspicion should 
be a voided by /tactfu~, straightforward, and unbiased h.'LYldling of 
0.11 matters . All stories Which may C8.st doubts on the hones ty 
or moro.li ty of D.l1.'J worker s110u14 be nipped in the bud, they 
create 0.1'1 atmosphere of ill-feeling which is not conducive to good 
production. . 
. Th~ Sto.te recognises this tendency to harmful gossip and how 
1t can 1njure ~ person ' s reputo.tion , social life, and prospe.cts of 
adv ancement, and laws have' been made to protect the indi';-idual: 

If one makes public statements about the reputation of a man 
or woman, which can be prov~d to have done the individual harm 
t~en on~ has committed slander (if the statements vrere verbal) or 
Ilbel (If the stat ements vre re written) and i s l i able for df'..lffiages, 

The Law of Assault protects people from p hysical interferellcp. 
and the foreman must be self-controlled and never touch anyone, 
no matter how g r eat the provucation . The mere laying of r...ands 
on a per son, even although.11O hlJrt or damage is inflict~d, mo.y 
r ender one liable . 

~.§rt §,Q,yic e 

One,advCllltage of' a large organisation i s that it is made up 
of a se~es of departments each specio.1ising in -onc j 'ie ld of 
activity and thus there o.re availo.blc people who are qualified 
to handle or give advice .':tbout any problem vrhich may arise. 
These departments are there to be refe rred to D1 time of need 
and full use shoulq be made of them. For example the Labour 
Office r is ~eful if a worker is r eported as suffe~ing from o.n 
D1fectious disease or from bedy vermin, cr if a ccusations a :':'e 
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made of imrr~ral relations be~¥een wor~ers. ' No attempt should 
be made to discuss the matter with the persons concerned but the 
i nformation should be passed to the Labour Officer vlhose )ob it 
is to handle these matters through t~e correct chann.els. 

R~uests for information about workers by letter, phone or 
persoIl8.,l cal~ 

The 'workers in a fe.ctory a:ce free citizens and therelore have 
the right to l ead their OY.TI private lives Q..'1.d to direct their own 

. private affairs without interference, Fo.romen s houlo. 1)0 very 
circumspect about giving o~ffiy information about their workers on 
demand. The apparently neglected parent or husband, or the' self­
styled friend can put up a very g~od case but the worker concerned 
should be consulted before any i:oformation is given. The best 
person to do this is the Labour Off ic e r. 

by 
Much can be done to e liminate ill-feeling and unple[',sa..n.tness - -
(1) Supervision organised t o keep . temptation out of the 
worker's way. 
(2) TactfLl.l.~md fai r dqaling which foresto.lls jealousy 
and gossip . 
(3) Cl:l,ecking immediately any irr?gularity which occurs . 
(4) Fostering a spirit of sympatny and tolero.nce for 
anyone who is making a fresh staJ;'t o.fter a slip up , 
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13. Il'IDUS~RIAL LA VI ----; --'''; 

The Industrial Revolution saw the develo'c~:,-ent oE' le r f::c 
factories, par ticul arly in the north of England, Ul::l the 
empl oyment of labour in bulk. It was to modii")r or l!reveL"1: -the 
iJ:1.human conditions and br utal treatment to ,rhich thepe· ·.ior;~(;' ,3 

wore subjected tho.t industrial 10:.7 cane into being. The first 
factory act , "-rrhich limited working hour::; and. :i..nprcvc::d l:i..viJlg 
cOYlditions for apprentices , ~'ntS passed in 1802 o.ncl C'j"(lce tl1.rct tin. 
many eno.ctments hrwe been passed, 0.11 being di:cccted · i~1. . one \"fay 
or anothe r to improvi ng working conditions especic,lly in rcgarcL t c 
so.fety and wclfO-re of workers. The progress and o.chi evemellts of 
factory lm-f co.n be seen in T:lnny poi nts, c ', g . the rn.ising by sto.e;m:. 
of tho age n.t v.rhich children mi ght be employed to 14- in 1 920; 
the gro.clun.l chr'..nge f r om tylO hours educo.tion lbiiy in 1833 to fLlll 
time educo.tion IT.!.) the n.ge of 14 in 1920 ; the rise· of \701fnre and 
heal th servicos; the study o.ncl pr overttion of ' industrio.l diseo..'3C:G; 
the sf-ccio.I regulo.tions for do.ngerous trndes; the sn.fegun.r<hng 
of the yro rk er' from aceide~lt~; the extension of industrio.l 10.\"1 

to most t ypes of \70rkors . 
Ll 1878 mid itgn.in j.n 1 901 eompreheps'i ve Factory o.nd Workshor 

Acts v/ere po.ssed y!hich regularised 0.11 fo.ctory Imf up to d.o.te, 
but i n 1937 the need for consolido.tion ,ho.cl o.go.in bpcoine overdue 
and the I<'actories Act , 1937, Wo.s passed . 

This Act , which is likely to be the bD.sis of our factory law 
for s .ome time to come, eo.me into force in July 1938, n.nd applies 
to n.ll of Greo.t Brito.in. It consolido.ted the p:i.eeomeal legisla-
tion which had been ncclUnulo.ting since 1901, repeo.led a b.rge 
numbe r of previous ncts , resto.t'ed others 'which o.re still in force, 
and introduced extensive o.m.endments uhich were the resul t of long 
experience [tc c[uirecl by the Hone Office in 'adl!linistoring the Act of 
1 901,' of enquiries by corm-ni ttees into vnrious o.spects of i ndustrin:;' 
regulo.tion, of researches cnrried out by mrm1~acturers ill1.d . 
s c ientific bodies, DJ.l.d of dL.;cussion betvre en represento.tivos of 
emple-yers o.nd employees . Industrial lo.w is therefore rcvi60d in 
conf orrlity with modern st::mdards and conditions and grco.tly 
improved arrnngements are provided for securing the so.fety, 
heal th, and welfare of YlOrkers . 

The Act is much vnder i n s cope th~'1. its p r edecessors , being 
'specifically applied to v o.rious tro.des which mi ght be regar ded 
as fo.lling outside the g enero.l definition, rmd 8. vi tal p::u't of it 
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is that it confers on the Home Secretary the vndest poss i ble 
power~ to grant excep'c ions , 3..'1.d to make rules, r egulations and 

orders. 
The Act is drawn up in 14 parts ar.d 1' 60 sections and fore-

men 
The 

should make themsel ves familiar with i ts main provisions . 
follo¥ring parts should r eceive special attention:-
Part ~ General Provis ions f or Health. 
Part 2 General Provisions f or So.fet y. 
Part 3 General Provisio~~ for Welfare . 
Part 4 Snecin.l PrQvisionsfor Hen.lth, So..fety A.Dd 

IVel1"are, . . 
Part 6 Employl1lent of Women and YOTh'1.g Persons. 

The Administration of the Act, dealt with in Part 11, falls 
mainly on the factory Inspectorate , although local authorities 
and :Medical Officers o f Health have certain responsibilities . 
Full-time 'Factory- Inspectors were f irst- appointed in 1833 an,d 
their number has gr adually increased until just p rior to the war, 
some 280 "vere employed, a number of whom were women . There are 
medical, electrical, 'and et'l.gineering inspectors who stu(ly special 
conditions . Factory Inspectors are now regarded more and mor e 
a source of information, advice and assistance to any industry­
which is in difficlll ties. The responsibility for knowing and 
carrying out the law, how.ever, a lways r ests with the occupier. 

Part 12 of the Act deals YQth Offences, Penalties and Legal 
P roceedings , Section 130 (5) is of particular interest to fore-, 
men since it states t.hat the r esponsible official, as well o.s' the 
company, shall be . liable for 8ny offence unde r the Ac t . It is 
very doubtful whether the company c an legally r eimburse the. 
i ndividual for any fines incurred in such a c ase. 

The worker also has a o_efinite responsibility under t he Act 
as stated i n Part 1 0, Section 119. To hold the worker liable 
is a new departure in industrial law and is of i nterest and 
importance since it raises the question, not only of a fine, 
but also of the right to compensation in the case of injLITY. 

The a ttention of foremen is a lso drawn to the Chemical 
Works Regulat ions (1922) and to the Workmen I s Compensation Acts, 

1925-31. 
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14. 1vrAINTENMWE MW SERVICES 

. . While the " pr?duc~i~n ' department is respo~ible for the opera­
tlon ,of plant lt lS the duty of the engineering department to see 
that the property and plant are mai.ntained in a fit condition for 

- . operation. Obviously it is onJy by t h e closest co-operation 
b~t:reen the two departme~ts tha-t satisfactory manufacturing con-
d.i tlOns can be attained and maintained. This applies vcr-:f 
definite ly to the respective foremen who can each do much to rendel' 
iLLS opposite number's job easier or more difficult a~coFJj,l1g to 
whether he is · prepared to CO-opcl?q.te or othervrise. 

The production foreman is responsib~e f or the condition of 
his buildings a.nd p l ant . lie must see tha.t his p l ant is treated 
properly by his vrorkers mid that undue wear and tear through 
harsh or careless treatment is avoided. He shou.ld consult the 
maintenance staff as s oon o.s mwthing goes w~ng and not try t o 
carry on to 'Nhat he considers a conv enien-t time such' as the end 
of the shift or the week . Even if there are reasons, Why. he should 
endeavour to keep the p l ant running for some tirnc lOllger __ before 
stoppiRg it for repair"he should take the advice of his mainten­
ance colleague before mDJcing a decision. 

. The maintenance foreman must mal<:e r egular inspection.s of the 
plant for the maintenance of vfhich he is respOnsible and see that 
all defects are put right promptly and eff.iciently. 

};l"aintenance Dnd product ion fo):,emen should' keep in c l ose 
personal touch and each :should endeavour to l earn and 1.ll1.derstand 
the others problems. Only in this way will they attain the 
smooth working conditions which are essential for efficient .... 
operation. 

, The engineering departl1lent 1.3 ' also responsible for the supply 
of servlces - water, steam, p ower - and this c~n only be done 
eff:i:ciently if all concerned co-operate. . A running water tap 
or a steam leak may be minor matters individU8.1~ but taken in 
the mass may amount to a considerable loss. 

It i s the foreman ' s duty to see that a~l services~ in the 
buildings and plant for which he is responsible are used 
efficiently and that his ' wor kers realise the importance bf this 
matter. He should report immediately any steam leak or any 
other defect invol~ a loss of water steam or power in his 

t " ' sec lon and. see _that the defect is remediea, promptly~ 

In addition to the actual services themselves it is 
important to remember that the production and distribut~on of 
these services consume fuel ' and therefore vmste of services ~eans 
also waste of fUBl, 
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15. WASTE 

Of the many types of wastage the most obvious and yet the 
most prevalent is waste of materials . Compared vlfi th 'the total 
amounts handled, the amounts dropped or spilled seem small and of, 
little importance, and so droppage ruid spillage gradually become 
mechanical and accepted as a matter of course. One is too ready 
to consider these losses individ'll.c.'lil'y instead of the cumulative 
effect of thousands of them occurring shift after shift, which 
over a period represents a serious loss of materia~ . -

It is one of the foreman's most imPOrtruit dutles to see that 
his materials are used vvith thE- maximum efficiency. He must 
bring home to llis workers the nec essity of car:ying out ~hei: 
work so as to avoid spillage or was te of materlals. ThlS Wlll 
be the more easily attained if the foreman has thoroughly incul­
cated in his workers a proper appreci'ation of tidiness and 
cleanliness in their work .. 

Waste , of labour can ,be a source of very serious loss ruid it 
is often not veIY evident. A few minutes lost at the begil1ning 
or end of a shift or at a meal time seems tri~l:Lng but 'in the 
aggregate can be conSider able . ~he foreman must,be alive to the 
possible sources of waste ttme whlch could,b~ avolded by proper 
organisation of the work. He must plan his work so that one 
group of workers is not standing idle w~le ano~her l1..as t~o -'­
much to do This applies no t only to hls own workers but he mus v 

keep in c o;tact '\vi th the foremen in the preceding and succeeding 
stages of the process so as to maintain an even flow throughout. 

The forem~~ should study the disposition of his plant and 
tools to se~ whether any alteration can be made which would save 
time or make work proceed more smoothly . 

He should also study the motions performed by his workers in 
cn.~ out their' work with a view to eliminating allY unnecessn.ry 
motions. _ 

Wa.ste of services and fue l have been referred to in the 
preceding s~ction. 

Ver'oJ serious losses can be c aused by waste of stores; 
clothing, etc., and the foreman should give attention 'to the 
proper utilisation of these. 
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1 6. TRADE mTIONISM 

The Tracl.e 1.:'nions have been for some years an established 
p art of normal industrial reln.tions. It is therefore desirable 
that forernen should understa..'l.d how Trade Unions developed, how 
they function, and where they fit into the scheme of things . 

Tr ade Unions arose to combat conditions reslJl ting from the 
c losure of t,heCommon Lands and from the Industrial Revolution, 
although at that t ,ime t~e Comb;ino.tion L..'1.WS denied the worker tre 
right to comb iIle ' or 11 illegally eomspire ""ago..ins t their vmployers;' . 
,In the textile industry; ,~wages were so low that workers had to 
work inhumanly long hours in order to survi,v e ruid agricult'L1I"al 
workers were even worse off . Six of' these (the Tolpuddle ' 
Martyrs ) were tried I:'!-l1d .§'entenced to transportation in 1834 fo r 
forming a Trade Union but the subsequent outcry led to the repeal 
of the Combi nation Laws. Thereafter many Trade Unions were 
formed, althou.gh not all S'l1I'vived because of the diffic'l1~ties put 
in their way; The Craft Unions vrcre , hoyvever, sufficiently 
strong ~o continue their existence and slowly many beneficio.l 
changes, both i ndustrial and social, were effected. 

In 1848 Friendly Society benefits were introduced and a • 
period of settled development f ollowe'd. The f irst Trade Union 
Congress was held in 1868 , and by 1871 Trade Unions were defined' 
and g i ven a certain me'asure of protection by lavr. From 1885 , 
onwards 'lll1skilled wor kers started to organis e this l eading to the 
formation of General Trade unions. 

The next phase of development was to establish collective ' 
bargaining, designed to elimtnate the anomn.lies a rising from 
loca l settlements . Nothing substantial emerged" however, 'lll1til 
the war of 1 91LI--18, when, because of frequent stoppages of work, 
the Government appointed the Whi tiey Commission to advise upon 
t1methods of securing permanent improvement:;:; of the r elations 
between employers and workpeople tl

• From its report arose a 
general form of collective bargaining adopted by the Government 
and by a ll progressive employers , and Whitley o~ Works COillicils 
were set up. This gave Trade Unions a new social standing nnd 
revolutionised Trade Union methods . 

Trade Union organisation grew up in r esponse to economic and 
social needs felt by different bodies of workers . Their cl1ief 
aim is to secure the best p ossible conditions of labour. To 
bring political pressure to bear on the many social changes 
which they advocate (c . g . Factory La'ws, Compens n.t ion, Heal tll and 
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Unemployment In..qurance) the Trade Union Coruerence formed in 1 900 
a ParliDmentar"J Committee knOl"Tll today as the Labour Party, In 
1 909-the 11 Osborn Judgment n made it illegal for Trade Unions to 
carry on po1i tical work but this judgment ViaS revoked in 1913. 

The Trade Unions have developed both national and inter­
national interests> the aim being to create parity in vw.ges and 
living conditions all over the world, Another aim is to control 
ind1.1stry in the interests of the community, VThat the future boBs 
no one can forecast but it seems to be tawards closer contact and 
a greater degree of collaboration with the Unions, Trade Unions 
are divided into two broad groups - the Crafts group interested 
in maintenance 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 
factories, with the approval of the management and the Trade 
Unions, shop ' stevvnrds, This helps to overcome the diffic~ties 
of collo.boration with foremen which are allied to lo.rge industrial 
concerns, The Labour DcpartmCllt acts as a lin.ison between Unions . 
and lIan.agement and tlie Whitley or Works Council is the negotio.ting 
machine. There should be no difficulty in the foreman recognising 
the stn.nding or status of the shop steward and COillll10n ground can 
be found in 0. joint effort for efficiency of production. 

. A shop steward is a person appointed by the Union to raise 
wi th his supervisor any question affecti.'1.g the vmrking conditions 
of his colleagues, and, at the same time, the foreman is able to 
raise with the shop steward aYJ.Y question of mal-practice wtp-ch is 
retarding good relations ffiid production, 

It is recognised that the foreman r.tas great responsibilities, 
He has to stfu"'ld up to the orders of his superiors and make wise 
interpretations of orders, and see to it that his section and 
workers a r e operating effic.iently. A shop steward, on the other 
hand, has also certain responsibilities in il1terpreting the 
demands and decisions taken by his Union members and in fran~ 
a case to put before p~s foreman or if necessary before higher 
authority, A realisation of the r esponsibilities of the other 
should be the basis on which relations bet'ween the two are 
established, 

The foreman should remember that 'whatever his own personal 
feelings may be, the workers, generally speaking, regard their 
Union as the only protection they have while' on. the job, Their 
goo<prill and confidence in the foreman will be greatly strengthered 
by an· intelligent interest in and the ability to give helpful 
advice aboux Trade Union matters • 
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/ 17, LABOUR l?EPARTMEI\J""T 

The Labour Department ho.s become a necessary function in 
modern industry for the f ollowing r eo.sons:-

(a) The 'incre~sed size of industrial concerns vri th 
consequent increase in the distance between employe;' 
and employed, The Labour Department is designed to 
fill this gap and prevent relationships from becoming 
entirely impersonal, 
(b ) The increased attention given by modern fil~lS to 
the human factor in inq.ustry. More and more workers 
are being regarded, na.t as pieces of machinery, but 
as human beings v.:ho have their mm individual outlook, 
talents, capabilities, failings, problems, and emotions, 
and it is the work of the Labour Department to tak:e full 
acoount of such factors and their effect on the smooth 
and efficient ruYh~hg of the orgD.nisation, 
It is importDllt, in the first instance, tha:-t an. employ .J::" 

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 hO'.'1 many 
l~enelicial schemes are instituted by employcrs (e,g, holidays 
with pay,_ sick clubs, etc,) the ;most' important factor is the 
attitude and spirit which prevails in a factory between employer 
and employees, and this can. only be right whe're employees are 
treated as human beings, with all that that ~~lies, The most 
vital element in a factory i s the h,uman element, whether employed 
manually, clerically, administratively, or in any other sphero, 

In a small factory, where direct contact between employer 
and all employees is possible, a LaboUl' Department might · not be 
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 
vrith, say, payment of vro.ges or the supply of materials, so th~re 
is a departl1lent to deal with l abour matters, The Labour . 
Department, then is responsible for advising generally on 0.11 
matters affecting industrial relationships and :for administra­
tive duties relating to the employment, conditions of v;ork , nnd 
well-being of industrial employees , . 

The main functions of the Labour Department can be briefly 
outlined as folloVffi :-
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Recruitment, Selection, Allocation of Workers - The Labour 
Department is responsible for the engagement of labour for 
the factory. All this labour must come through the 
Emplo~nent Exchanges and one of the chief functions of a 
Labour Department is the proper selection and allocation of 
nev; workers, . • 

Release and Discharge of Labour - All applications for t he 
release or discharge of employees pass through the Labo~ 
Department to ensure Cl. fair and uniform standard of treat­
ment as between one employee 8nd another. 

Personnel Records - To deal with 'employees on ~n individual 
basis there must be available an -D.p-to-date record card in. 
respect of each employee, giving his or her "industrial 
history". These records are of greo.t value when any 
question affecting a worker aris es . 

VT.9:ges an.d Working Conditions - The Labour Department ensures 
that agreements with the various Trade UnioI1..8 on mo.tters of 
wages, workin6 c onclitions, dilution, etc" are faithf-lu.ly 
and f airly carried out, ~~d t hat these are cle8xly knovm 
and. understood by the management and workpeople concerned, 
These agreements are, on' the v{hole, ver:! favourable to -". 
employees generally but they have to take into account 
'wide considerations of policy and may not ' always meet every 
local circ~fi~tance. 

Trade Union Relationships - The Labo'ur Department i s the 
cho..nnel t hrough which contacts are made betvleen management 
and Trade Union organisers, and is i n ;regular cont act -v'ri th 
the Unions i hter ested i :o. the f actor y , The cor e of Trade . 
Union · relationships , however, exists in t he day-to-day con-

: tacts behveen foremen and shop stewards, Relations here 
must be maintaine~ on a reasonable, f riendly, and helpful 
basis on bQth sides, and questions and difficulties settled 
on the spot if at all possible, It is not always pos ~ible 
to forecast the effect of a seemingly trivial dispute which 
is mishandled. 

90nsultative Machinery - 'rhe Labour Department i s closely 
concerned with the organisat,ion and ope ratiDJJ. of all 
commi ttees which present 82i opportUhi ty to management and 
employees for discussion and the promotion of confi~encc, 
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uTlderstanding, and a sense of mutual responsibility towards 
the factory. These -are, of C01J.TSe, the more fonnal avenues 
of consultation and are not ~ntended to supplant in any way 
nonnal every-day contacts b'etween management and employees, 

Factory Ameni fies - It is an a,dom of a good ' labour policy 
that the best pra~ticable conditions of work should be 
provided. VIi th this in view, the Labour Department is 
concerned with maintaining as high as possible a standard 
for such things as cloths changing, washir.g, hygiene, and 
general working conditions. 

Factory- Legislation - The Labour Department is responsible 
for information on legislation ,affecting employees and must 
advise ,the management and car~J -aut certain duties in connec­
tion vnth this, 
The Labour Department is, in the main, advisory and does not, 

in any way, cut acrqss the proper ~~ctions of foremen, The day­
to-day management of employees is ca:criecl out by -foremen each of 
whom is himseU a lo.bour manager in the fullest sense of thGl word, 
and is vi to.l in implementing o.nd carrying out D.J.1.y labour policy, 
It is essential, thereforc , that the Lo.bour Department Sh01.ud not 
do anything to undormine the nonnal authority and discipline exer­
cised by the manager i al staff. _Its work is rathe~ to oil the . 
wheels all r01md, to sec that the labou.T policy i(3 operated in the 
best interests of production mid employees by ~dvis\ng 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 ens1..U'e that he or. she is treated in a 
thoroughly fair yet firm maI1ner. To establish the smooth­
running and unified or8anisationdcsired by all is not only a 
matter of goodvvill and r .. ight di:i;ect-ion, but also a matter of time, 
and foremen have an irriport[mt part to plo.y in fosterir18 good 
relationships since, however progressive 8. labour policy may be 
on paper, it vdll fail in its purpose unless it is conveyed t Q the 
employee in a practical way by the Planagement with whor,'! he is in 
daily contact, It is the aim and the intention of the Labour 
Department to 'support and strengthen, in every way consistent vd th 
the established labour policy, the authority and position of 
foremen 'and, on the other hand, the Department , looks to foremen 
for the fu~lest constructive help . in carrying out that p01icy 
and so contributuig to the efficient' running of the factorY. 
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1 8. CONSULTATIVE 1fACHINERY 

Prior to the war of 1914-18, there was no approved method o f 
consultation. Industry was guid~d by' tocal or, at the most, 
district, settlements, and negotiations 'Ne re conducted directly 
between ,the employer and ,the ' Trade Union Official. There were 
shap stewards but they had little constitutional guidance and 
their method af apl')roach to the employer was gaverned. by the 
general industrial EI,tmasphe r e af the time, 

Trade Unions vwre grmving in strength and were testing that 
strength a fact which led to. many strikes and lack-outs" During 
the war 1914-18, when ,the war effort was being seriously impaired 
by these freQuent stoppages, the Governrnent appointed a Royal 
Commission, under Mr, Whitley, to investign,te me,thods of avoiding 
recurr~ -disputes, The r ecommendations af the Commission 
revalutianised industrial negotiating practice ani L~cluded the 

, setting up of Jaint Committees in Government factories, and also 
far private industry, 

Joint Il~ustrial CouncilS 

In we~ organised industries there is a National Joint Industrial 
Council an which employers interested in the industry on the one 
hand and the Unians 'on the I other are eQually represented. This 
body is recognised a..s the national ~eg9tiating m~ne, for the 
industry and its settlements, although not having the force of 
law, n,re usunlly hoYJOUred by all constituents. 

There are n,lso District ar Regional Cauncils and Factory 
or Works CoUncils, the personnel in each case being siwilar to 
that of the national body, . 

Trade Boards 

In industries where such good organisation does not obtain 
and no means of organised expression exists, the Government has 
set up negptiating bodies knovm as Trade : Boards, which meet 
periodically to determine "J{ages and conditions of labour in these 
~ldustries. These Boards are ' made up of representatives 
appointed by emplClyers; employees,' and the Minister of Labcur,. 
under an independent chairman. 'I'heir decisions oarry tlte force 
of law and are generally in line with those of the Joint 
Industrial CouncilS. 
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Whitley Committees 

, For Gmrernment factories tli.ere are National "and Factary 
Wh1 tl~y Cammi ttees and in inslus trial concerns Central a:o.d Works 
?ounc1l~ which are use<i as negotiating bodies for almost every 
1ndustr1al asp ect except wage rates a~& conditions of labour. 
These Committees are comprised of managerial representatives and 
of workers, representatives nominated by the Unions. 

Conditions of Employment and National Arbitration Order, 194.0 

This ?rder mW<es the use of negotiating machinery compulsory 
and r:o st~lke ,or lock-out mdY, take place until thc machinery 
outlllled 1n. the Order has been exhausted ' , 

, , Notice of an impending dispute mBst' be reported to the 
}:hn1ster of Labour. .If there is a, negotiating machine in the 
1ndustry in Question, an effort must be made to reach s ettlement 
t~r~ugh that machine. Where there is no such 'machine ry the 
M1n1ster may refer the dispute to the National Arbitration 
;_~i~Lmal which is made ~p ,of five members, three appoint,ed by t he 

llll~ster~ ,one repres~nt1ng management, and one r epresenting wor]rers. 
The _Q:le~ G10n ru:de~ d1spute must b e referred to the Tribunal by 
the £;11n1s ter Wl tl1.ln twenty-one days. StrjJ<:es and lock-outs are 
prohibited unless dispute s have been reported and have not been 
referred by the Hinister for settlement withi n twenty-one days of 
the date on which they are reported. 

The order deals with the observance by all employers of t e r ms 
~d condi~ions no~ less favouro.ble than those obtaining in the 
1ndustry 1n Quest10n and gives a statutory background to s e ttle­
ments reached by the voluntary negotiD,ting lnachinery. 

Production Corrnni ttees 

Jaint Production Consultative n,nd Advisory Committees are D, 
recent deve~opment. , These connnittees are composed of mD,nagerial 
rep~esentat1:res D,ppa1nted by the mn,nagement and workers represeI;'­
tat1ves D,ppo1nted by the Unions interested, and are concerned 
~th pr~duction problems. The workers I side is thus given a 
Olrect 1ntcrest in the management of the fD,ctory, the common o.iLl 
of all being to increase working efficiency. 

/ 
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g-enera1 

In the actual dny-to-clay working of consul tati vc mo.chinery 
the nornlal procedure is · that the vrorker with a grievance should 
relate it to the foreman, If no satisfaction is obtained the 
matter is then reported to the shop steward, The shop steward, 
if h e chinks the complaint r e levant , will raise the mntter with 
the foremo.n, and, failing satisfaction, nsk for a meeting with 
higher authori~y , . 

The goodwill of a ll concerned is essential, and the ,vise 
..... foreman is able either to do something to remedy the conpJ.aint, 

or' to o.dvise the shop steward as to the course to be followed , 
A balD.nced and understandi...'1.g relationship between f oremen and 
shop stewards will g o fnr towards obtaining better discipline, 
efficiency, and condi i-;ions on the phmt , 

o. 

36 

1 9 , ESSEI\TTIAL WORK ORDER 

The Es sential Vrork Order, 1 9~.1, ( and amcndments) was a Yrar­
time emergency measure introduced to protect production in vital 
centres of industry in the interests of the c01.mtry 'while at \7D.r. 

The Order was "relcomed. by the Trade Unions because it gave 
to the worker a guaranteed 'wage and security f rom surrmlO.ry dis­
missal, and because it Wo.s a step tovl.J.rds a more rationo.l 
organisation of industry , The progressive employer o.lso welcomcd 
it because it guarantecd o.H even flow of production o.nd provided 
mo.chinery for clearing up lo.bour difficul t±es , 

The EssentiD~ Work Orcler '.vill probo.bly undergo modification 
in the light of experience but since it is truly. democratic D.nd 
gives increasecl protcctior: .. to the State , to Industry, c:.nd to the 
individual employee, it is probable tho.t it uill continue to 
function in a mQdified . form o.nd 211 f ore-men s hould 1.mdcrstand 
and apprcciate its terms all.cl its application. -

The Ordcr iEtroduced. a nO\7 official knovm o.s the National 
Service Office r, vihose duty it is to see that thc provisions of 
the Order are carried out , He is interes ted in three thing s , 

1 Tenninatioi1. of, Employment 

No employce can be discharged from or leave his employment . 
without the consent, in writing, of the N,S.O . A special form _ 
is used by an employee , seeking release, parts -1 and 2 being C011'.­

pleted by the employee n.nd part 3 by the employer. The form is 
thcn passed to the N.S.O, who has before him, therefore , both 
3~des of the picture , He conside rs the c <se m1.d gives a 
deci.sion uSWllly 'Ni thin 7 days, The Sf.ne proccdure is ad.opted 
when an employer soeks to discharg e an employee , 

Appeal against the N.S. O! s decision is open to both 
employer ::md employee, Appeal must be lodged within 7 days of 
the N:S. O' s decision to.t~e Local Appeals Board which consists of 
a chalrman, 2 represento:tl ves of the managenent , and 2 enployees ' 
representatives. Tho Board has no executive authority and can . 
only recormnend to the N,S,O. ylith whom the final decision rests. 

Termination of employment does not require the permission 
of the N. S. 0, ill. the case of "serious misconduct", Any cr.1-
ployee thus discharged can appeal to the N, SO . to have his casc 
heard by the Local Appeals Board. , The Order does not dofine 
"scrious misconduct" but almost every infringemont of Factory 
R.cgulations and all clD.sSOS of unseemly conduct nay be so 
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classified. The infringement must, however, be a serious onc, 
Where an application is lodged for release or for discharge, 

one week's notice must be given by either party irrespective af_ 
when the N,S,O. gives his decisian on the case. This does not 
apply to discharge far serious miscanduct where it is desirable 
to get rid 'Of the emplayee on the spot, 

Shauld an employee be successful in his appeal against 
discharge for serious misconduct, he must be reinstated and is 
entitled ta paYment 'Of wages for t~ne lost due to the discharge. 

2. Discipline ' 

The N.S.O. is interested in the discipline of a fa.ctary since 
the Order provide? disciplinary measures to be tDken in cases 
where:-

(a) An emplayee absents himself from work or persists in 
bad. timekeeping without reo.sanable cause. . , 
(b) An emplayce refuses to 'Obey a lawful and reqsanable 
order, 
(c) lmy negligent act of an employee hinders production. 
In less serious cases 'Of the abave the N,S.O. gives warning 

that repetitian 'Of the offence 'frilL lead to' prasecutian and he 
can issue "directions" to the employee as ta the times far which 
and the manner in which he should vrark. The employee can, 
nowever, appeal to the Local ~ppeals Board against these 
directians", In more serious cases the N.S.O. can t11ke 

immediate steps ta prosecute, The machinery is cumbersome and 
slow but it is well ta understand -that actian can be ta.'ken. 
I Absenteeism, as one of the' most pressing problems, receives 
special attention. Absentee Sub-co~natteesmeeting weekly and 

·ponsisting of a chairman 3 management representatives, and 3 
~mployeesl representatives, are ,set up under the Order, These 
bodies interview persistent, intermittent, or casual absentees, 

. consider the circumstances in each case, and have power to 
recommend ta the N.S,O. that prosecution action be taken against 
an emplayee, The Committees however, use this power guardedly 
and only make such a recommendatian when the employee, fallowing 
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 nat properly 
filled in mr-y mean trouble for innocent individuals. 

The N.S.O. has also an indirect interest in internal 
disciplinary measures, i. e. discharge far serieus TYlisconduct and 
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~usr>ensian for breach of factory regulations or unseemly conduct, 
The Oider limits the max~num period of suspension to 3 days and 
any emplayee suspended can appeal to the N, S. O. to have his case 
heard before the local Appeals Board. If an appeal is successul 
the employee is entitled to payment of wages for time lost due to 
the l?uspension in question. 

3. Fair Play 

Vrhile onc of the main parts of the N.S,O.'s duty is ta see 
that vi tal interests of industrY are not hindered by the conduct 
of employees, he is in the same degree interested in the welfare 
of the employee. r~lile he can initiate disciplinary action 
against an employee, he is a1~a an officer ta whom ih~ employee 
vlho feels he has been harshly treated can q.ppeal. The N,S,O, 
has D. serious duty _to perform and he must be satisfied, befare he 
l nitiates any action that the facts submit tea, to h~n are just and 
clevant. 
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Vnless all ranks in the factory are actively interested in 
safety 2nd hygiene, no campaign to reduce accidents or improve 
working conditior£ can be successf~. Instructions on safety 
must be issued dOlfm the va'Fious lines of command and since foremen 
are the last links in these chains, they must be very conscious 
of .:tpeir responsibility ' in this re'spect. They must b e aVvare of 
the hazards of process a..'YJ.d plant, and. they must instil in aJ,l 
workers a sense of 'safet-J-mindedness. 

Especially in a large factory it is nowadays practically 
essential to have a Safety Officer. 

The Safety Officer does not control safety nor does he issue 
instructions regarding 'it. He is an officer appointed to study 
safety, to advise on the prevention of ' accidents and unsafe 
working conditions, and to ensure that the factory is fulfilling 
its obligations urider the Factories Act, 1937. It is his duty 
to inspect all plant and buildings and to report on their 
condition from a sD.fety point of view, He is not intended to 
act as a spy and sbould have the full support and co-operation of 
,all members of the man.'3.gement lncluding , of course , the foremen. 
It is his duty to contact the appropriat~ officials to advide of 
unsafe practices , unprotected plant, bad housekeeping, etc., OJ.1.d 
he is available to be consulted at o.ny time. He should not be 
regarded as an interfering nuisance but should be looked upon as a 
guide, philosopher, and friend, ready to advise on practices which 
might be jeopardising the safety of the plant or workers. 

Accident prevention is of the greatest linportance, not only 
in preventing loss , of production but also ' in avoiding human 
suffering. 

No accident is unavoidable ru1d most are due to the inability 
of individuals to adjust their working habits to the hazards of 
their jobs. The chief meal~ of reducing accidents are:-

(1) Training. It is most important that all workers are 
made thoroughly familiar vii th all the rules and methods 
which apply to t~eir work and the safety devices which a~e 
installed for their benefit. This is part of the foreman!s 
duty and he is responsible for ensuring that the worker cloes 
not need to llave Qn accident to discover that a cortain 
action is unsafe 
(2) &llc;ation ~f 'Workers. Many worke,rs are' physically or 
mentally incap2.ble of carrying out certain operations with 
safety. FactorQ such as mental inability, sluggishness, .~ 
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over-excitability, lack of strength or dexteri-bJ are important 
in the production of accidents and the foremD.l1 vD. th the well­
being of his Vlork and ''-forkers at heart 'will k<::ep a carefu.l.. 
,vatch and allocate his team in the best interests of both 
safety and production. It must be realised also that many 
new workers are unaccustomed to factory ] ife "'_nd will be ner-
vous rum u.ncertain at first. Time to settle down coupled with 
patient tactful handling vrill sce ther.1 (n.L; la Ll.t~ skill, con­
fidence, and speed. 
(3) ~rvisio!l. '1'he importance of thorough supervision in 
a:cident prevention is obvious. no idle hands, no mischief, 
no accidents, presents ono side of the picture. Checkil~ of 
carelessness, unnecessary haste, short-cuts, and all unsafc 
practices presents the other. Rules and guards nre of 
little value if the vrorkers arc not interested in safety but . , 
whero the forema.l1 i ... 0. ),0101 of. cf.\.lltion and accuracy, whe::.~c he 
stimul0.tes interest in accurate and tidy vrorkil1g, accidents 
are fe' . .,. 
Many accidents are the direct re~11l1t of non-compliance with 
regulations, e.8. most 8'\iJciinr CO-deG arc due to fr ':'lurc to 
wear a respirator whca f1. .. LUG n..rl! lmoYJll to bc prCsc~lt: chemical 
burns to failure to Y/em: £::lovcs or eoggles: trucking accidents 
to breaches of trucking rcgull1tionG. 
Finally the Factories Act 1937, linpo[.lCS serious obligations on 

the mo.nager.1ent and all foremen should be acqun.inted vri th these 
obligations. The Safety Officer Cn.ll advise on these mn.tters o.nd 
should be consulted before and not n.f'tcr a oerious misha12 In 
connection with Section 119 of the Fo.ctorics 'et, 1937, t'oremen 
should co-operate by 

(1) giving infonnation ro liftillg tack] c , ropes, ladders, etc. 
(2) contacting the Safety Officer regarding donger spots on 
the plant or when in doubt about ~ so.f'ety meD.Stu~e. 
(3) informing the Safety Officor immediately of rulY serious 
accident and giving all details on the accident report, 
Full d~ta.ils and prompt investigation roay furnish infonnation 
which can be used to prevent the recurrence of similar 
accidents. 
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