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Chajrman ;_1am sure we shall hear avery interesting paper

to nl\%/ht on " The Org anlzatlon of the Personnel of an Engineer-

The, su bject. should mterest us as an thmg

that tends to add 0 the efflclenc%/1 (? a Worksh o(;a 8r an of ICé,

or any part of an englneerlng u ertaking should appeal  to

all of us as marine engineers. "1 have much pIeasure m callmg
upon Mr. Lang to réad his paper

The functlon of anY englneerm% business is to produce cer-
tam articles to. suﬁmcertam needs, these artl%es being made
In th emoste icient manner and supp(}ung In the best possme
wa1yt e needs for which they are produced

0

do this it s essential that the engineering business should
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be 0 aganrzed on the best possible basis. The machinery
should” be of the best kind_obtainable and should be working
at its Fhest efficiency. The men should be the best men
obtartnabe and should"be working under the best conditions
0

P Thisis the state of affairs with regard to which it can safely
be affirmed that 1t does not exist In any engrneerrn busrness
to-day. Many such. businesses are carried o % %/
efficient methods which produce exceIIent results and whic
furnish ample_proof that a g basis of 0 ganrzatron IS the
line annrg] which progress ligs.. But 1t could not be said of
an of them that théir organization is on the best possible

The best possible basis is the basis which takes into con-
sideration every factor, and which allows every section of the
or anrzatron to"work under the best possible conditions.

here are many factors, byt of the many there are two
which take precedence over all others, and Under which the
exrstence of engineering can most comprehensrvely be con
sidered. These are—men and mach merY are the
prrrmar redomrnatrng necessities of life to en meerrng

he innumerable other tactors are subordinate to or depend e t
upon, these two. I these are allowed to work under the
best possible condrtrons the basis is sound and there apﬁears
no reasqn why any engineering business founded on it sho
not perform its true unctron and produce the best work In
the Dest manner possible.

Now o these two big Tactors the one which has u to the
present day been made most of is machrnerg e have
evidences | |n plenty of the benefits to be derived from careful
selection and’ management of machrnery and It is mterestrnﬁ
to note how thes¢ are practjsed monﬂ Olneers Wit
what care IS a machine fe ecte and t and nursed after
It 15 bought. It 15 well preserved from rust and rain, and
well Iubrrcated and works under the best conditions.  What
we might call its personal comforts are thorouPhI looked
after. Furthermore Its position In_the general system is
very carefu thought out before it is installed, and it occupies
t e gace where |t can perform jts work with the highest

gr e of efrcrency with regard both to itself and to the whole

In which 1t is placed.
or the other of the two big factors, viz. men, much less
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omparison to its, importance has been done. . The man
trufy hgs had attention %rrected to hrm and his im ortance
IS coming to be more and more recognrze every but
the amount of that attentron has been oUt of all due#ro ortron

his |m ortance as a factor in the progress o e grneerrng

e I the paramount factor, and It "is of Infinitely greatér
importance that he should work under the best possible
conditions than that the machrner¥ should

The engrneerrr(rjg business, therefore, which would, at the
present day, produce the best results and keeﬂ in the [ine 0
progress must be carried on on a basis which pre-eminently
considers its men—a basis which allows every man con
nected with it—director, manager clerk or workman, to work
under the best conditions possible

The conditions under which a man can work best are those
under which he can live best. He must have ﬁood food,
warm clothing, comfortable shelter, health and geferal satis-
faction. with is social position and its prospects.

It will not, of course, be affirmed for a moment that men
don’t look after these conditions for themselves, quite apart
from any connexion they may have with any business: in
fact, the better a man looks after them himself, the better
man he s for the business, Neither will it be affirmed that any-
thing should. be done to take from the men the feeling of their
OWn Tesponsi ||t%/ with re ard fo these things.. It Js, however,
|mportantt at the gener poIrcY of an¥ engineering busrness
shoHd he such that, as far at least as |tefect%these conditions
It should effect them onlyn awaI)r/]t at enables 1ts individual
members to obtain and m]oa/ to the highest advantage.

Now 1t cannot be affirmed that in the average enprneerrng
business of to-day any such policy Is adoptéd. [n man%/
cases little attentions are paid to bod|I¥ comforts, in whrc
cases they are largely for the benefit ot those In hg Y
sponsrble posrtrons Ut the cases are rare where such attentions
are paid ?m a rec?]gnrtlon of thg prin |Fe th a} good con-
ditions of life, whic meansu con itions of Wwork, are
conducrve to the highest interests of the business,

Oghest mterests of the business are certainl d/ not bern%
furthere when an¥ of the men serving those Irfterests ar
ill-fed. It could, ot course, hardly be affirmed that in an
engineering business to-day there are men who are rePuIarI
hungry during their hours of work, but there are plentiful
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evidences that, even with reﬁard to such an ordinary matter
as food, there is still much that could be done towdrds pro-
c]urtrtr]rg the best possible conditions of work for a large majority
of thé men.

In many engineering shops there are large numbers of
workmen whosé homes™are at a distance, and ther%/ are often
PUt to considerable inconvenience and expense in obtaining
the food they require. Their meals are often, erther cold or

cheap and nasty and they are often compelled, in conse-

quence, to gF about their work in an unfit and ill-nourished
ondrtron he work naturally, of course, suffers in conse-
Ugnce.

! Towards the improvement of such conditions some practrcal
provision could easily be made. A large stove or perhaps a
steam heated oven could be provrded at which food couId
be easrru warmed or water hoiled. ~Alsp a comfortable ,oace
In which the workmen ¢ uIdEP rt%ke of their food would b
an advantage. But further and better a special mess-room
might be es abhshed on the premrses where cheap and sub-
Btantral meals would rovr ed % a small sum such sum
erng exacte not that rofits might be made, but that the
Pace might pay its own way, the advantage of profits going
0 the men.

Further, no more are the highest interests of the business
being served when the men are_ill-clad and uncomfortably
sheltered, than when they are ill-fed. Of course the men
must look after their own clothing, but every encouragement
should be offered to them to be clean and neat in ap rPearance
A man who Is careful of his personal appearance has many
chances of being, careful over his work. "Unfortunately there
1S a good deal of dirty work which must be dong in an engr
neerrn works but It"should not_be necessary. that the men
shoul carr Hlarrng evidences of it with them’into the streets
or Into thel omes avatory %ccommodatron mrght beb]
vided where the men could was dress, or change what-
ever flothrng they t ou%ht necessarg efore Ieavrn the works
An a owan e of a few |nutes betore sto p e could
made for this purpose,  thus encoura In men to take
a vantage of the convenrences supp ere IS no reason

why the workmen should not g nd return from work
every. a|¥ well and neatr(dres In fact, there is no reason
whyit should be compulsory that they should.  They would
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not resent such a compulsion. Such an interest taken in
them 1s bound to repay itself in loyalty.

Also with regard t0 the arrangement of the shops, while
convenience and efficiency are being looked for with equip-
ment and_machinery, let not the comforts of the men be for-
gotten. Good hght, ?ood ventilation with absence of draughts,
and a comfortable temperature should be ensured. When
a man is cold he does not work so well as when he is com-
fortably warm. It is not enqugh that his foreman should
tell him to_work and make himself warm. A good heatmg
apparatus is a much more practical solution. ‘A stuffy at-
mosphere induces drowsiness, and a good ventllatlng system

will often prove a_better means of encouragmg work” than
the most vigilant foreman. Pent}q light Is ‘also wanted.
In general €t the atmosphere of the shop Inspire a cheerful
feeling. A man’s naturg often gets I|k his. surroundings,
and_When he is cheerful he usuaII)( works with more safis-
faction both to himself and his employer.

A still more important condition, and one Whlﬁh has a greater
influence morally than those aIreadKNdeaIt with, is the’man’s
socjal HQosmon and [t #ros'tl)ects hen a man is satisfied
with his soma osmo that Is, of course, comparatiyely
speaking, for whie IS th e man who does not want just a little

ore than he already has *—when his income is easily suf-
ficient for_his neeﬂs and when he can look well ahead of him
with confidence that want wi|l not overtf\k e him, he Is in g
condition to do his best work. It should be the policy of
every engineering firm to keeﬁ its men as nearly always in
thls conditign as 055|be This can and should; of course,

be done WI'[ out i ter enng in an wa with the man’s_own
responsi ||t% In te matter. In so epartments it is
customary efore_disp ensmg with a mans services, to give

him a_long Wﬂrnm while”in other departments the %n
?oes often " wit an hour’s or even less warning.
ormer Rractlce IS a good one and Brevalls generall¥ among
those who are in the more responsinle positions in the firm.
It keeﬁs the minds of the men free from the worries of not

knowing what s going to happen next, and they do their work
better n consequence. But It seems unreasonable that it
should ngt prevajl in all the departments, shops as well as
offices. ' Thé work dong in the Shops 1s quite as important
In its way as that done In the offices, and it Is quite as impor-
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tant that the men in the shgps should be worklng at their
best as that those in the offlces should. Wth shouldn’t a
workman be given a fortnight’s—or even lo ?er—warnlng
before he is dismissed, and éven be aIIowed off an hour or
It occasmnall durlng the time of h |s warnlng t? 0 an
ook for anothér place’?. A man working ,
knowing that such’ fair clianees are ahead of h|m will surely
work tfie better for it.

Further than even a tlmely warning before_dismissal, the
confldence and loy altgl of the men to the firm might be secured
to a higher degrée eeplng them ull¥ in knowledge of
their sandln? with the firm” In the office, for example
the chief would let each man know at intervals exactly what

his prospects are, whether he s likely to be requne for a
month more_or six months or a year. He should also let
him_know with some degree of certal v\)(]the amount of satis-
faction he |sP|vmg and whether angd when he may expect an
advance in safary. = The hlghest satlsfactlon exists on both sides
when perfect frankness |s indu 1ge in. If @ map is not just
up to high-water mark his chief should Iet him know, and If
he has dane well he should not be too spannﬁ In his praise.

With t he workmen in_the shops such communications
might be left to the |scret|on of the foremap, but never under
any circumstances _should ractice of threatening dis-
ntlst%al be indulged in with the idea of getting more work out
of the men.

The conditions which have been thus far considered are
connected more or less with the personal comforts of the
men and of their welfare as individuals, but at the same time
It 1S as, h%hly important that conditions should exist under
which it 1S _possible for the men to work with the highest
de?ree of efflmenc as a whole bodY

t must be, at t e outs t ranted that for an en meenng
firm to exist, there must mon the men carryifig on It
work, § ?me in auth orln¥ e In_subjection. "It s a
natural law that some men are en dowed with stronger char-
acterlstlcs than others, and It Is an ecopomic law of our present
civilization that some are endowe by heredity with’ better

gportunltles than oth%s and some have a larger share of

wer than others. The first law—the patural on? must
an d will b recognized permanently, as it 1s a law of [ife, and
the men with thé strongPer characteristics must and will always
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be allowed to govern. The economic laws are, however, of
a changing nature, and change as man de_veIoPs and as civili-
zation ‘advances, Under the present regime the best oppor-
tunities and the larger shares of power are otten In the hands of
those who are not endowed with the stronger characteristics.

These, laws must be recognlzed In carrying on any indusgry,
and 1t Is a reqrettable fact that the economic laws are oftén
recognized to the exclusion of the natural law. This tende_nc_%
howéver, shows signs of waning, and the advance of civili-
zation points to & fairer distribution of opportunities and
?ovv_e,r, and encourages the hope that soon the same oppor-
unities will be open’to all, and that the power will naturally
fall into the hands of those who have proved themselves best
fitted to wield It. ,

These economic laws must, nevertheless, be reco%qlzed
at the present day, notwithstanding the unsatisfactory elements
In their nature.” To carry on any industry three elements
are essentially necessary—capital, labour, and skill.  Industry
cannot stand’still, so these must be taken full advant?gze of &S
&h$y tare, and all reasonable efforts made to neutralize their

efects.

An englneerln_% firm, then, maé/ be looked ugo_n as a compan
of men Possessi % these necessary elements in varying pro-
portions, and who have various elatlonshlgs to oné another
according to their abilities, who have éom d their forces In
the pursuit of a common aim. It Is essential that that com-
Ban,%/] of men should be well controlled. That control should

e In the hands of a man who has proved himself capable of
pontr%llmg. It is unfortHnateI often the case that control
IS in the hands of a manwho possessesa large proportion or all
of,ﬁhe cagltal, of the firm, without rPos,sessm% the requisite
skill or experience in the business he is controlling. ~Such
an arrangoement shauld b% as far as possible avmfled. While
It must De recognized that capital 1S absolutely. essential,
and that the man who provides it must take the risks of the
success or failure of the business, and on that account may
feel himself entitled to the cgntrol,_ et his ex er|$nce and
capability should be considered. |t i unfair, and often very
aggravating, to the members of the firm who have had the
reqrumte training and experience.

he man In control, besides being a man of proved char-
acter himself, should be a good judge of character in others.
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He i the last man in the firm oi whom flattery should have
aney ef ect and he should be quick to distinguish between

man who Is sycophantic and’ the man who1s thoroughly
honest, No respect can be enterfained for the man who is
one thing before the head of the firm and the opposite When
he is dealing with those who are_ under him. Marn?/ such
men do hold positions, and get highly satisfactory fesults,
but their presence in a firm_must in the long run produce a
demoralizing etfect.  Their influence erther osters ‘the same
undesirable " spirit in others, or it causes. friction between
them and those who cannot apprecrate their behaviour, hoth
of whrch are |g s]ra le.

It is difficult” tor the ead to know how the_ officials are
dealing with the men. He s seldom in a position to judge
them Dy anything else. than results, and is not justified in
being tdo_critical of their methods.

For a firm.to work successfully there should be the least
possible friction among its mermbers.  The officials should
work smoothly together, and the men should work smaoothly
with their officials. For this reason, 1t is highly  advisable
that a thorough and efficient means of communication should
exist between” the sections, so that any Injustice any one
section may be suffering at the hands of ary other section
or of the management, may be readily made known and put

r
Eh/lan such | I4ustrces do exist, quite unknown to those
res onsr le ort em, and would be readily put rrght If those
ferrnﬁ1from them 'had ang convenrent means of communi-
cating their grievance. ourse for workmen there aIready
does exrst a means of c munrcatron wrth their employers,
through the medium of the trade union, ut this savour too
much”of outside Interference. Somethln? of a more me dy
nature is wanted. = Each section of the firm might wit
vantage form itself into a sort of social club wrth eommrttee
and stcretary. Qne of the functions of this, clu %d be
to look after the interests of its members as far as theh con-
nexron with the firm s concerned, Meetings could  take
Rl at stated mtervals between the commrttee and the
ead of the firm, at which éug%estrons could be made or
grrevan es stated on either side, and the general reIatronshr 3
ummed up. By this means the men would be encourag
to think about and discuss their own best interests in relation
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to the best mterests of the firm, and wouId not feel the same
restraint in mak mg t err su gestrons as If the had to make
them_direct to the” head ){ these means aso the head of
the firm would be better able to gudge the methods of the
minor officials, and to know to some extent the relations
existing petween them and the men. He would be able to
see Whether or not therr methods were in harmony with
the best p orc%/o the firm. Hewould also be much less liable

get Into, the position, which many heads of firms occup ?f

?r¥ of imag mm that ideal relationship exists among afl
the Inor offrcrals whrereaIIy there is endless friction a on%
them, and their_intercourse with one another Is reduced t
the_lowest possible minimum.

The ultimate objects of these social clubs,_ however, should
be much wider than those above defined. The common . aim
which the prevroun¥ mentioned compan of men comprising
the engineering firmi have In view, whilg it is as essentially
an aim In engineering, should have as wide a scope in other
dlrectrons as gpossrble The aim should be not onlgl to

duce great re |ts and make great ﬁ]ams b&lt to devél oo
acter m and give exgerrence to, oducers and
tribute the advantages of the gams WI h the greatest measure
of justice. To attam to this, men of h ﬁ c aract?r are wanted
m the company and every means ava able should be adopted

et and enc urage and’ develop them. And the function

t esocra cu sh udbe to sup Iy these means.

At ough there would he a club —sa¥ —for eﬁch section

eam Ith 1ts own_ particular Interests, a the sections

ﬁ form one ama %amatron in which (e general and

er interests of the men would be furthered. “This would
comprrse the different trades, an? the different office staffs
and the employers would naturally be closely interested in
Its welfare. ~All the essential elements of the ofdinar frrendly
societies would be embodjed in it, for the benefit oft ose w 0
earn comp ratively small wages, and these woul Rt
tt]om g by those whom they most concerned, T e mam |
ﬁrests of the offlce staffs and emrt)oners worltld be to promote

the e ducational influences. he' genera meetmgs whic
would be held at regular intervals, discussions might be held
on subjects of genéral interest. Among these discussions,
the progress and work of the firm might come in for a share
of condideration. The general ecohomic laws governing
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industry—the _relationships existing _between capital and
Iabour and skill and opportunity—might be dealt with to
a vanta}g An |nteII|gent conception “of these might make
a_considerable difference in many a workman’s outlook on
life.  Instead of having crude, so-Called socialistic ideas abqut
the unequal distribution of wealth, which only breed dis-
content, he would be led to see that present econémic arrange-
ments are more or less a necessity. Although every effort
IS belng made to improve them, and that improvement can
only bé slow, they are not the. overnlnq factors In SUCCess,
Individual enterprlse must hold the field Tor all progress, and
%n syfstem of econgmic Iaws which takes awa the res on3|
it rom the |nd|V|dua and makes him rely for support
moret an area%/ oes on out5|de mrcumstanc s 15.a bad
system, . Although the palicy of the firm s to look after its
mlefnslhlghest Interests, 1t is not to make them lose their
self-reliarice

In a firm, constituted on such lines, then, the man in con-
tro| would not be an absolute ruler, The main advanta%
In having.one man who ultimately rules is that the guidance
of affairs’is centred in one mind, and the firm on that account
forms a unity. Every member of the firm should have a
measure of control |n accordance with _his respon3|b|I|t
deciding questions re atln% to the big interests of the fi
It i3 not possible for the head to know many thlngs as weII
as the minor officials, and his main duty is to"direct and con-
centrate thejr several activities.

Among the members of the firm there should be no
misunderstanding as to the performance of the necessary
duties. No one should e|n oubt about what are his duties
and what are no. efinite arran ement should be made,
and always kelpt def|H|te ilthoug ot fixed, %Ff (:lfylngS ever

mans uties, lettin now as far as p055| e his résponsi-
||t|ﬁs who' IS In aut ority over him, who in subgectlon
to whom he maﬁ Hlve orders, and from whom em
orders.  With

an arrangement, when Zt) oes
wrong there IS no trouble in f|nd|n the responsible pe son
ang in seeln? exactl g \( it has th]one wrong Besid e?
redyces greatly the possibi ty of things gomg wron at all.
The arrangement should owever be {J omptly ch an ed
when negessary. New ideas and new methods o work are
continually creeping in and demanding changes in men’s
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dutres and res onsrbrlrtres It is in keeping abre%st of these
changes that a firm maintains Its position,”and the arrange-
ment should be changed as quickl as these conditions demand
In arranging and Qistributing the work of the firm amang
the men who are to do It, It I1s important to make a distinction
between the work of the organizer and the work of the technr%al
expert or specialist, The organrzer IS essentially a man w
has a wide gra ﬂ) of the scheme of the firm’s ogeratrons His
assocratron facts Is more in_realizing their relative im-
portance than in being familiar with therr detar His work
IS t0 drrect and concentrate the manK forces which come into
ay In the particular section of t e firm’s operations for
which he is responsible. - The technical expert, on the other
hand, directs his whole attention to a particular specralrty,
and Instead of grasping widely he grasps deeply. He Is as
Important a man to the firm as the organizer.” His impor
fance Is often however, over-estimated, and because he shows
himself brilliant in” his own drrectron and srnce he Kknows
more aboyt his own speciality than any one else, he Is ttnven
the control of the whole orgariization producing it, sometimes
with disastrous resul reat %arg shoud e taken that
he 1S not given wor to do which demands more organizing
ability than he possesses.
It "is also  important that the men sh Lf|d be well
surted to their work and their work suitable to them.
The whole work ?f the firm should he considered, and a
the men available should be considered, and the wor
should be carefuIIy divided so that eagh man %ets a shar
which he is easily capable of accomplishing and which i
suitable to_him. “A man’s character, his témperamen, h
trarnrn% his natural cap aPrIrt what he has proved himse
to_be 1N the past, are the factors which determine what wor
will suit him'best.  All men |n contro] of dﬁpartments should
of necessity be good organizers. They should be men of
%tr?ng character and able'to deal firmly and freely and tact-
Wrt the. men under their control. The men who are
tec nical specialists or inventive geniuses should be allowed
%ote their whole attention, to their specialities, and should
not e burdened with responsibility outSide their own special

pThe Ppractice of the firm should be such that every encourage-
ment is given to new ideas. The source of thesé should not

X_hmma:/\_
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be confined to the offrcrals They should be expected from
every memper of th e firm.. Evéry convenjence should be
placéd in the way of the minor members of commumcatrnrg
any suggestions for improvement that may occur to the
to “the management or example, the ordinary draughts-
man Js often in a position to know a great deal more a out
certain sections of work than_any other man in the firm, and
is really in the best possible’ position to suggest where
improvéments could be made. For various reasons these
|mprovements often are never made He either does not take
a suf |crent keen interest in his work outside the actual
carryin of what |?] necessarly or he thinks his position too
Insigni cant tojustry imin ma In anysuggestron or he may
not"be fully aware of the value ot his knowledge and may
think that 'if the improvement is_of any real value those In
authorrt will be sure to see it. Furthef, he may never have
a any encouragement given him to take anyj Interest |n
his work beyond what Is necessary. This may be t e result
of the general policy of the man quer him In Control, There
are many men |n responsible positions and controlling men
who not” only do not gbve encouragement to their men to
suggest |mprovements ut do everything in_their power to
prevent any suggestrons they may make being carried out,
or if they do cafry them out they take the credit of their
SUCCEsS to themselves They become jealous of their position,
and If a man under their control shows himself prilliant, they
be found watchrng for the first opportunity to get his

|sm|ssa %arn there are men who are contrnua Iy telling
those under their char%e that the% are there to o what th ey
are told,_and not to interfere in matters which don’t ¢oncern
them. They_won't enfrust the slightest responsibility to
their men, The result is that work Is never done well,” and
the man In control Is always grumblrng because he can't get
good men. His usual complaint is thdt it he wants a thin
well dong he must do it |mseIf What is really wron? |
that he is not a ood manager. f%oo manager can often
get ver good resu Its from very indifferent men.

Suc Tr?]ractrces aeviary u u fo the best interests of the
|rm are difficult to deal with once they have arisen,
and the palicy adopted should be as much in” opposition to
them as possiple,

To get the best results from a man, he should be left more
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or less on_his own responsibility, and he should be judged on
results,.  Give him a rough oufline of what is wanted and
what results are expected, and leave him tqQ produce them,
and hold him responsible for that particular job to its end.

There should be a system whereby suggestions can be made
to the management direct If there is any doubt about the
trustworthiness of any intervening officidl. The man who
is jealous of the men under bis control would thereby be made
to"feel his responsibility on both sides. This systém should
be well explained to, and well understood by, all the men In
the, firm. ' The conditions and encourage ents should be
plainly stated.

When a man does_make a good suggestion he should be
well remunerated. This remdneration should referaby
be in the form of an increase of wages in fair proportion to
the valye of the improvement. If, for example, the improve-
ment effects a definite saving_ every year. of a certain sum to
the firm, he should recerveafarrBroportron of that sum. No
limit should be put to th y}m er of suggestrons any man
may mae an a reward $ ould always; follow anythrn
valuable, SV?Q’ sugtqestron however unrm ortant |
ap ear s ve 1ts fair share of consideration.
%enera 0 r4ect aimed at ?h ould be to make, every man devote

IS best energies to the firm’s interest, and to make it worth
his while tg. do so.

With a firm goverped by the grrncrgles which have been
outlrned ever member w %ud] el |% hest_personal |n
terest cose und up with the firm’s highest i terest
th ou many su estrons avte been ma e wrt regard tto

mi one In practice rovemen
not% r?as been laid down with auYhorrtg gs (been the
aim to show that the progress of the engin errng frrm IS cIoser
pbound up with the bro%ress of crvrlrzatron and (ov%rne
0y the same %eneral aws, and that the policy pursue ould
be based on the same principles and obey the Same laws.

DISCUSSION.

Chairman . We have all Irstened wrth agreat deal of pleasure
and interest to the paper Mr. L an%l as read It is one entirely
out of ourusaral cIass of papers o dou tmanyho our oung

members and the members generally have had emea san
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the opportunities of aﬂppling their energies in the direction
mentioned by the author, and | trust @ good number will
give their views on the subject.

Mr. F. M. Timpson (Member) : Mr. Lan?_’s Fa er covers a
(Ilood deal of ground on an elenient very difficult to deal with,
hat is, the human element. Improvements in workshop
organization generally have been adopted to a large extent
as‘regards machinery during the last few years. For instance
In the best organized works the machines ‘are properly 1grouped
and everything is_done to bring down the amount ‘of labour
required to a” minimum. _ In “several weII-organlzed Works
the adoption of the premium system to a gréat extent in-
creases the efforts of the men. °I do not know if this system
IS in universal favour, but the wages of good workmen are
raised in many instances by 10s. per week.” That is a method
which aims at giving encouragement to the best workmen,
and | think the” shops of thaf ¢lass certainly collect steadr
workmen. The uP-t -date bujldings and waorkshops are well
lighted and ventilated, and the good conditions, of course,
(t;lve a_man something to exert himself for, With regard to
he points mentioned P/ Mr. Lang, it 1s difficult to lay down a
rule’ that a man shou d_pet a fortnight’s nqtice, because it
depends so largely on circumstances.” It might apply in a
workshop wherg it is all new work that is undertaken, but it
could not gos_snbly be applied to repair shops. | was at a
works some time ago, where | saw a notice that premiums
would be awarded to workmen_for ideas which they were able
to give.. There is a box provided into which thé workmen
put their suggestions. | think Messrs. Denny & Co. give
similar awards. | do not know If there is any friction Over
the gremlum s?/stem,,but some of the best shogs in the country
have adopted it and it seems to have very good results.

t Mr, PetelI)<| Smith, R.N.tR. Meﬁw?ﬁr): t\ﬁ/e ﬂave I!(sjtenteld
0 a very able paper, one to which the author has eviden

Iven g )éood dgaPof t_houg%t and also ong Wth?] forms th%
asis of a very good discussion. | might Aust mention a few
points that oCclirred to me, In the “secon ara%raph the
author refers to the fact that the men should be the best ob-
tainable, and |1 presume he means that they should get the
best remuneration. But what about those ‘men who™object
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to that rmcr;;le and who do npt want one man to get more
than another ? Employers are forced to pay alarge minimum
wage, consequently they have to make the maximum wage
much lower, Which'| think is very unfair to the. deserving man,
A little further on Mr. Lang say - “Neither will it be affirmed
that anything should he dane to take from the men the feelin
o theirown resPonsmrlrt Now that IS {ust where the tren
o many present-day workmen ig apparen he seems_to think
th at ever thing should be done for' him.~ The men might do a
g more for themselves than they do It they did not
llow themselves to be blindly led by agitators. = The sugges-
tion about the men’s food is good. There shouId be a Stove
or mess-room for workmen w o come from a on |stance
It could be provided by the employers at avery |l expense
and the men could maintain nd manaqe it themselves, It
works ver WeII In Iar?e works where fac |t|es of this kind are
afforded nd | do not see why the practice should not be ex-
tended.  Then agam there is’the questron of{)rovrdrng lava-
tory accommodation so that the men could go 0 work respect
abIe In a pearance and leave it in the samé condition. Th |s
1S done In some of the more modern shops wasvery(g ease
when Mr, Trmpson referred to the wo ks of Messrs
Weir of Cathcart. In myo&mron that i |s% ne of the most uP
date works in the United d ave] been over It o
several occasions and it Is provided with all the latest imp rove
ments. There are close u on 1,000 men engaged, and every
workman has a small locker in Whl%h he can kee his clea
clothes durrng the day and into whic ecaniJ IS overalls
after his work is finished. He can wash himself, put away his
d|rty clothes, and Ieave the works neatly dressed, and " can
0 straight away to eep an appointment, | was very much
|m£ressed andthou tltas Ien i arranﬁement It encourages
very best cass f men, WhIC evidently, these works have
0 tamed Of course the work on the Eremrum system, and
evidently F(y %rn wa es. Workshops as a ruIe are
ver uncom rtanl think more at entlon has heen
?rv n to their im rovement m this respect of ate Iyears than
ormerly, and I daresay 1t will be a matter of everd more im-
Rortance In the futuré. With regard to the suggestion of
aving clubs, that again is a good one—It Is very |m ortant
and very necessary It might include a scheme of Sick benefits
and old-age annuities, but some men do not encourage arrange-
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ments of that kind. ~According to their system a man who
has made,_provision for old age or who has paid into a club
ets nothing, 1t is the man Wwho has made no provision for

imself, who has wasted his substance and who has been a drag

upon’ his fellow-men_ all his life, that is the one whom they
expect to be orovrded for by the country. Another item of
Importance is the matter of encouragement for sugfgestrons
as to Improvements in the tools. Some irms in
this country do. carry qut this principle, but |t has received
more attentlon |n America, due, no doubt, to the higher wages
?u there. Of course America has the advantage, becalise

of llie emig ratron to that country of the best workmen from
all the natlons of Europe. = They are encouraged to make sug-
gestions, . A man will say to his'manager, “ I 'know a tool that
wil| do this work in half the time. emanagersays Ver%
well, let us try it.” It is tried, the result is that more wor

|s turned out”at the same expense, the employers.reap the
benefit of jt and the man gets a remuneration for his stgges-
tion. It the man were to ‘make a sugPestlon in this country
in man¥ cases. he wouldfrobabh{ be t0fd to mind his own busi-
ness here is too great a qult between the employer and

he workman.

Mr, Wm. Britton (Assoc. Member) : The Chairman, in his
openrng remarks, pointed out an uffortunate circumstance
when fe said that it was an_uncommon thing for us to have a
Pa per on a su kect ke thrs as where there IS an engineer
here IS most Iely a wor shop somewhere near. EVER on
oar sh |§ there |s a little workshop organlzatron required,
and suc subject should be of interest to all marine engineers.
| should like to congratulate the author on having the témerity
fo_write a gaioer on'a SH bject of su?h a controversial nature as

The Or% zation of thePersonnel of an En meerrng/ ol s
because there are so many opinions, and so%reat a Variet
opinions In connexion with it. It we could. now listen o
similar paper written by an emolo yer, I am inclined to think
we should decide in favour of the enrtTP Iye rather than the
employer, as we are apt to look at a matter of this kind with
the eges of the workman rather than wrth those of the emglo er,
Therg is a passage In which the author s% betteér a
man looks after” them—the conditions |msef the better
man he is for the business.”  That Is a sentence which can be
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translated in two ways, one the direct opposite of the other.
A little farther on the’ author suggests that sometimes men are
Ill-fed and are regularh{ hungry urrnﬁ working hours. ~ Well,
| do_not think the matter of ‘not having sufficient food comes
within the province of the employer, as, if he pays the wage
regularly, his contract ends on that score, byt 1'héartily agrée
with the |dea whrch he sug este In connexron with having a
mess room, | have known ‘one firm where this s¥stem was in
?(ue and the profits, though small, were givento the men’s
Sic It was not a great_success, and one of the reasons
was th at the men wanted the tilings on the very cheapest scale;
they would notg d. for a mug of tea but wanted it for Id.
Thé Iabourrng lass especially would go outside where they
could get a \d.. pot of tea or a glass of beer. | fully endorse
the au hors views with regard” fo lavatory accommodation,
and also the provision of lockers for cIothrng Such a system
IS in use at the British-Thomson-Houston C Banysw rks at
Rugby. Other works have been referred to | would point
outt at these are equally well gppointed wrt convenrences
for the men, and In t ose works from 1,500 to 2,000 men are
able to wash thems? S before gornﬁ home atnrtrrht and each
one has a separate locker. One"thi g | do not favour is the
suggestron to allow a few minutes fof’ the purpose, “A few
mrnute seems vague; to one man It may m ﬁn five, to an-
other fifteen.  Take'the case ofasmaII shop with 120 men, for
example, and sa frve mrnutes wasa owe ) each efore each
tog |n fime— ost]s ops th ree %r Itwou mean the
of h|rt workrn ours dar which would mean a very
%reat amou t|nt ecourseo th eye{a For example, thirt
ours at 9d. per hour= ay, or £6 15s. per week,
and assumrnrq there are frft workrng weeks In"one year the
amount woud total £337 1S£er annum. M experrence IS
that if you allow the average man five mrnute?] e will take six.
I suct;gest thath be Ieft to change himself in his own trme and
wha man wou qru ge five, mrnutes for that purpos With
regar to the matter 0f giving notice, how woud the author
that)to a shop that took on erJIarrwor 7 and also, is
easona le to expect that a man grve the same return
or his wa%esw en under s0 long notice t0 leave ? | have not
found it_so myself, and | have had charge of men for eleven
years. There’are shops where the work Isuncertain and where
It 15 only possible to engage men at a few hours’ notice.  The
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same filin aPplres to the next paraﬁraph where it js sugqested
that the chier should let each man Know whether he 1S likely
to be required for a month or longer, or for six months, 1
maintain this is impossible so far as the average works is con-
cerned, aIthough of course, it is often possiblé with regard to
the regular_staff in works where the work Is In view fof years
ahead. With reference to the observations respecting the
man in_control, the man with two faces is often met with,
but is it to be wondered at that aforeman’ s often disiked by
the men and distrusted by the emnlo yer ? He is between
two fires and is often asubgect for P Xrather than contempf
With regard to smoothness of worki % first by the officia
and secondly by the men. | was for Tour ears with a firm
of engineers—a, very successful firm—in which the mana([rer
had a consyltation daily in his private office W|th each of the
foremen, when they discussed the work in hand and other
matters, and once,weekly he had them all together for the same
urpose, often with far- reachlnF results.  With reference to
he ‘formation of a social club T was mstrumenta |n havr
one started and it received support, but the head of the fir
declined to take part, his reason bejng that he employed the
manager for that purpose. | should like the autfor to say
when e thinks the megtings should take place, as, |fthe¥were
not held |n the frrms time "It 1S very I|ker the' men would not
attend. | like the idea éu?%este that everPr one should
deflnltely understand his duties and responsibifity. | would
emphasize that point.  To my mind a good organlzer IS worth
a_dozen specialists. Iendorse the view, also, that a sugges-
tion box should be placed in every well-appointed shop “for
the workmen to drop in their ideas of improvements, ther
|n methods of manu acture or machinery, and that any suc
(rr&restlons bfe aid for, If used, accordlng to their estrmat
e to the firm, the box to eopene I the presenceo
my th emana%er or chief. This could a%o be a means o com
unication between the workmen and the manager. | know
of one place where this Ian IS carried out andt e box often
used by the men for complaints. Itwas%goo means of inter-
commnnrcatlon between the men an the mana%er and was
the only means the mana?er had of knowing how t emen were
being freated by the foremen. | smiled”to myselt when |
read” the sentence towards the end of the paFer where the
author remarks upon the men who are continlially telling those
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under their charge not to interfere in matters which do not
concern them. Some eleven years ago | was once told that.

| had a lot of tools to make, 1 believe about fourteen of them
|n which there was a considerable amount of marking off to do.
I thotht out the situation and saw that by a simple arrantlte
ment I could mark them all off together and do the job al a
saving of 90 ﬁer cent, of the time. ~ | told the foreman, when
he_gave me the job, that | thought | could save fime by doing
it irt another way, and he said, “*You are pot paid for th|nk|n?
do them the way you are told to do them.”  Mr, Lan ?has ony
touched upon the subject, it covers so W|deaf|eld thou%h
the matter could be brought out ver cear)& y means of a
diagram, which | have sketched on the blackboard, showing

GENERAL
MANAGER

WORKS
HaNAGEk ESTIMATING DEPT

TIME < WAGES WAGES TIME

STORES
OFFICE CORRESPONDENCE

ERECTING, TESTING CASHIERSr CONTRACTING

PRODUCTIVE PROI’DVS(’:VTIVE ADVT
DEPARTMENTS PATTERNTOS)

DEPARTMENTS

fitting (<

MACHINE FOUNDRIES FORWARDING ORDERS

BOILERSMITHY
SHOPS AND TRAVELLERS

the inter- communlcatlon between the works’ manager and
the various dep artments A system like that | think, ou?
to be in eve%wor sho and a ti? of the p a]n in the 0 ce
of every fore an so that he will 'Know exactly who_to look
to for orders, and whose orders to carry out. ° Mr. Timpson
mentioned the premium s stem It was mtroduced into Scot-
land about sIx years ago %a firm 1 Glasgow. Th e offered
premium cards to an}/] one ho cared to afply and | %ave the
question some thought at the time. mian save
ot 9d. In the first mstance but since that time the emp ogers
enerally have not seen eye to eye with the men and have
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%ven the men the 3d. and taken the 9d., hence the reason why
e men may not take to it so kindly.

Mr. Timpson_: | think Mr. Britton is in error in giving the
proportion as 9d. and 3d. The general plan is to divide the
saving, half going to the men and half to the master.

Mr. Britton ; That is quite true but in some cases the
proportion is 9. and 3d.

Chairman_; With regard to the box into which complaints
about the officials werg dropBed, were those anonymous, or
bona fide documents signed by the workmen ?

Mr. Britton : Anonymous contributions were never taken
notice of, but it did not follow that the manager would tell
who had been complaining.

The Honorary Secretary © There is a aragwraph on the
subject appearl_n% in this month’s issue of The Marine En-
gineer and which I will now read — .. .

“Those who have had the privilege of visiting different work-
shops both In Britain and across the seas. can Romt out a con-
trast, which has become very great urm% the past twenty
Y_ears, between new methods” and old.  The care and atten-
lon bestowed on the building and the details of a workshop
at the R,resent da¥ are very marked. The arrangement of
the machings, the store, the tool-dressing shops and the labour-
saving appliances, has become an exemplification of method
and 4 fine art, while the provision made for the comfort and
convenience of the workmen Is such that in most of the re-
organized workshops nothing is left to be desired.  Cleanliness
IS a feature which is conspicuous and in some cases rewards
are given to the maﬁhlnlst Who maintains consistent gxcellence
In keeping his machine and its immediate surroun mgs In a
state worthy of the hl%, est praise, Th% modern fac or%/ IS
an illustration of the principle that method and cleanlingss
In unison go far toward a guarantee of success In the direction
of carrym(t; op work to the best advant%%e._ More than thi
IS yndgubted| nechsary for Success In smes%, the metho,
and organizatjon of thestructural portion of the b_undm? IS
only one pbortlon of the whole, the other parts require no Tess
atteéntion, but generally speaking the former part is an evidence
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that the remaining parts are not overlooked. The employer
who provides a buifding with all the modern improvements
should, and probably does, get better service and etter work
from his workmen than andther who, wrong R/ think |n th at
cheapness and economy are synony mous _terms, al ows old
builai ngs old tools, old metho S and the fallacious policy of
“let It suffice” serve. In the competition which every
manufacturer has to face now, both from competitors at home
and abroad, it behoves one to consider well and wisely where
improvements can be made to secure better service and im-
pr ved output, with room for deveIoRment at possibly the
expenditure of more capital. That there are Iargey m use
in_ this country, hut manufacture abroad and” imported,
articles which could be made within the borders of Britain,
is well known: In some cases these articles are manufactured
abroad for the British market because contrnental machines
have been constructed with a view fo the Tpossr erequrrements
of customers_present or prospective. This applies more to
textrle factories, and to some extent it is due t the deftness
o handrwork which has been acquired through gengrations
ﬁ]errence but beyond this it does seem as if Bri |s ?r
r|r| as_has been s ?qeste d—manufacturers should be ab
to cope with these art Cles did they but rjse to the occasron
trs a1para raf which bears somewhat upon our subject
to- n| kgen ral idea given b %] that ever
one. s ou |d work for the best |nterests of the firm with whic
he is connected IS no doubt an ideal one and we have every
sympat erth it. As has been mentioned to- -night there are
several elements at work which seem to mrlrtate a?arnst that
Idea, and although it 1s drffrcult for us to discuss matters which
are a little utsi eofourscope gather from some of the com-
metﬂtsthmatrde to- n(rj tttdhat we are certarny not in harmony
Wi e tenets adopte man erhaps, are workin
for their own benefrtp rathey than ¥or the' bpenefrtp of those who
they profess éo serve.  Messrs. Werrs works have been men
tioried. No doubt’ there are man srmrlar works th rou%ho
the country/and'l have been 1n several which come wel P
the standard Messrs Werrs Is an ideal workshop, and th
view has been end orse d/ one or two who have s oken
In onnexron with the cookin arran ements there
work In Glasgow mang years agoo the Great Western C oo |n
Depot whrch was a véry great boon to the workmen and no



24 THE ORGANIZATION OF THE PERSONNEL

only to them, but others, for the idea spread of providing meals
In & roomy burIdrn% at a small cost. In the workshop” of the
White Star line they have a system under which their appren-
tices get prizes at the end of the year, and not only prizes hut
also an addjtion to their wages it they have complied with
certain conditions—that is_to" say, they must he good time-
keepers and must pass certain standards in the technical classes,
| think members will read with very great pleasure_the reﬁort
of the meeting at which the prizes Were grven The whole
proceedings sfowed a very nice spirit indegd, very much the
spirit with which Mr. Lan?sroaper is pervaded, thé spirit that
we should aIIwork unitedTy for the ood of the firm we serve,
The system which Messrs, Denn 0. have carried on for a
good many years is that if a wo man makes an improvement,
or makes arly suggestion towards an improvement, he receives
a reward and In some cases a patent is taken out in his.own
namegornt y with_that of the firm, the workman receiving
the profits due to his partnership in that patent. Unfortunately
t ere are unscrupulous employers.  One case was brought to
notice where an employé in a certain firm worked out
Ia oriously, in his own timé, a certarn idea. _ He brought It
to erfectjon, made his drawrngs and everxtr Ing . complete,
trusting to his employer, brought it. to his notice, where-
upon he employer took the natent out in his own name and
denied anything to the emp oye One who would so act is
unworthy of any job, or of a g designation. . No doubt there
are exceédingly few who would do such.a thing, but 1t shows
that one runs a certain amount of risk in showrng to another
the creation of his own hrain. A firm such as Messrs. Denny
& Co, and others of their standard, we know, from our own
experrence and the ex erience of others drve all due credit to
any employe W 0 rrn% a good id ea before them, “and such
ac on proves th em to. e onoura e and itisa osrtron all
emﬁ]oyer should marntarn | h%vs regard
e“club element, T am muc a rardéuc oud be inadvis-
aple to |ntro uce on the lines ndicate Lang as em-
Ployes encouraged to meet together to drscuss the arfairs of
he'firm mrghtl ad to consrdera le confusron and | do not know
that therewou be verZ much bene |t Mr, Brrtton 'S Idea seems
better, and | know It 1$ carried out b ymanY |rms where the
heads of the departments meet togettier daily in the luncheon
hour and discuss the matters of the firm, so that all through the
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departments there is harmony and unison. With regard to Jeav-
Ing off worksoonerforwashrng daresay from ouF experience
we may agree that the few mrnutes Iven would mean many
taken. “I do notsu'o pose the desire of the majority of the men is
to overste rivi eFe ut|t IS the minority ‘who"often destroy
a privilege of that fand, and one man can do a great deal of
harm In that way, harming nof onIY himself, but bringing
trouble on the rest, by a curtailment of good tilings. It IS
the one man who qoés the step beyond what 1s fight and
Proper who brings about the change ‘in which everybody has
0, Suffer.  When we recognize a tendency in the mén we deal
with to go beyond the limit, it shows that we must be rather
drastic I our arrangements, that Is to say, with regard to
Ieavrn? off five minutés earlier, and 1 should sag as others have
said, If @ man 1S anxious to leave his work clean and nicely
dressed he will want to do it in his own time in preference to
doing 1t in his master’s time.

Mr. A. Robertson (Member) . There is one aspect of this
question that 1"should like to draw atfention to and that is
more from the master’s standPornt The master has to con-
sider the question of making the works pay, To do that he
has to et to the greatest possible extent the utmost out_ of
the em o¥ Now | maintain that with mﬁ men, urrng
the time they are servrn% their apprenticeship, their futur
prospects are not of a very brilliant nature. The man’s ampitjon
IS to a certain extent stunted he sees only so far ahead of him,
and cannot see that he will ever rise to eafn more than a certain
amount per week. This is nq doubt depIorabIe and, under
the Rresent system ruling in this country cannot be overcome
at the present time, In a works, all he men, rnractrcallg/
have to be paid a similar wage whereas If a ma could see
that by usrn? his energies more durrng the time he was at work
hewould be |keI to reag reater Denefit, he would give hrs
pest work.. In man shops at the p resent 'time the tenden
IS entirely in theop osrte |rect|on Il of us know thatw ere
2 man IS; conscren ousIX disp osed to do a fair dastork or a
fair day’s pay some qne will come along to tell him he was
doing too much Is 1t Irght that such condrtrons should be
|mposed upon the men ? "~ The employer takes a man on to

his best possible. 1f the map is’ copscientious he will grve
hrs best fort eemployer and If he will consider the employer
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the employer will consider him. | have one case in view where
the employers were going to put the men under_these various
conditions’ put forward in Mr. Lang’s paper. They built an
Institute for them but the men themselves opposed it, insti-
?ated no doubt, by the evil-disposed. To finish the matter,
he employers sard “We will have nothing more to do with
It, and they turned the Institute into offices, That was due
to the facé at the men did not realize what the master was
trying to do for them. There IS another point In the organiz-
ation”of works which must be attended to before any firm can
be successful, and that is in the estimating department. Many
firms have a slip-shod way of preparing estimates. If there
IS one, thing essential to the perfectly successful nature of any
firm, 1t 1S in keeping a correct account of aII the work going
through the shops, gvery item heing_ properly booked. By 0
dornq when tenderrng or anotherHob of a’similar nature it
IS only necessary to refer back to the accounts to see exactly
what a similar {ob has cost oing through the various staqes
That Is very often an advan age in ten errng because first of
all one has 1o get work and t0 be able to arrive at a * rock-
bottom ™ price s an a vantagle whrch no doubt, all of you will
recognize. As to the contr |9 of the men, we know that
somé men work befter when grumbled at than when being
Rrarsed | know of one man in aworksho who .never does
IS best uness the foreman |s contrnua qrum |ngr at him.
When theﬂforeman says, “ That is all right,” or * That is a
good job ™ he slackens. down . until the foreman begins  to
grumble, and then he thinks it is time to waken up again.

Mr. P. Smith : One other thrng I mrttrht mentjon. The
present-day tendency seems to me o lead to the opinion that
It Is more important to eatr%desunronrst than to have served
a regular app rentlc EJ( and be able to do ar%ood da swor
When | was'|n the worksh E astran er a ernto
e%re %gteodesta rentice woul % u(nan as |m |f
lings, and gs grven twenty-four ours to
duce them but now, if lon stote njon, nothin ore
Is considered.  We hear that there 1S a lot of taIk |n A stralra
about whlt men only b erncrr] pone on oar S'Q but it
Is absurd for them to”say anything about the Work ern con-
fined to white men as any one who has beep to Austral |a will
have seen the West Indian negroes at work on the wharves,
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b%h they belong to the union, and that seems to make it all
ri

Mr. Robertson_: With regard to the remarks about a man
belng a trades unionist without having served an apﬂrentlce
ship, | might say that before becomln% a member of the union
a.man is supposed to have served his time and has to produce
his lines.  But one dlsat];reeable oint about the %}/stem Is that
If @ man as a labourer Is able to pick up ideas ffom the men
with whom he 1s working_ he is not allowed to do the work.
If a man who has not had the op portunlt}/ of servmg his ap
Prentlceshlp comes fo that state of perfection that he is able
0 do a fitter’s work, | _do not see why that man should be
stopped from doing a fitter’s wo rk.

Mr. W. E. Farenden (Associate) - | should like to thank
Mr. Lang for his paper. With regafd to havmﬁaspemal Mess-
room, |"think it 'is a splepdid suggestion. | know of several
firms in Shefﬁeld where they have a mess-room an the men
are able to get good and chieap meals. With regard, also, to
the Iavatory accommodatlon where the can chan%e the|r
cloth |n% have a good wash before e%vm ome
think that Is a caﬁltal Idea, which should be Iarge%/ adoPted
in engineering works.  With reference to the question of allow
Ing 4 few minutes’ leave, | do_not consider the sugngestlon a
good one, and agree with Mr. Britton that the men stiould not
bject to ‘doing this in their own time,. | do not think it would
bepossible to” give a fortnight’s notice in shoRs where there
IS a good deal of repairing work, and where the competition
Is s0°keen and the work has to be done very quickly. The
custom of recelvmg suggestlons from the workmen s, 1 he-
leve, extensweg/ ?% ed in America, where, in many of the
workshops, a spécial box is provided t0 gjve an opportunity t0
men wh o ave su gestions in re%ard to"Improvements in ma-
chinery to rlng ose suggestions direct to the notlce of the
Ermmg —t e oreman qoés nqt see them at all. Any good

tion from the workmen is considered carefully, and, if
It |s found to be of any value, the man gets compensation in
some way or another.

Mr. Britton : If you will allow me I should just like to give
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a case of men takmn six minutes where five were allowed.
At the works of a well-known firm they used to ring the bell
seven minutes and agarn at two minutes before the startrng
hour, and 1t was the usual custom for the men to stand outsid
in the street until the two minutes bell had sto rr])ed with the
result that in man instances it took the men from ten minutes
{0 a uartero an hour to get to the respective departments.
Ultimately the management saw that so much time was
wasted In” this wa}/ that they adopted the time clock in the
various departments, consequiently the men, instead of gaining
two minutes lost fifteen.

Mr. J. L. Hodgson, B.Sc. (Visitor) : I should like to have
the opinion of am{ member as to how he would suggest that
the workmen should be remunerated for ideas, whethér in extra
wages or by a lump sum down, and, again, as to what basis
the workman stands uPon in this respect in, comparison with
the drawing-office staff. The workman’s idea would doubt-
less be in amuch more crude condrtron andyet it seems to me,
It might be much more valuab e Would not, say, 5 per
cent, on the grofrts be a fair sum ? | know of cases where a
man has ma e a valuable sug%estron and got £1 or £2 for it
which | t Ink is vergunjlust like Mr. Lang’s suggestion that
the workman should be looked upon to a greater extent as a
human being and consideration shown to hrs personal character-
Istics, and yet one has to consider that a foreman or mana er
has not always the time, or from other causes scarcel |n S
It possrble to’ look upon’the workman as_an individual and
drifts. into the habit of looking upon him as Part of
machine. ~ As has been mentioned, %osa to %rve a
fortnight’s notice depends upon condrtron ut the idea Is a
00d 6ne and ought to be_carried out where possible.  Another
00d point IS the su% estion for %reater flexibility In engineer-
mg Works. g The arrangement “should, how-
ever, he promptly chang d when necessary New jdeas and
new methods of work ar€ contimually creeping in and demand-
Ing changes in men’s duties and responsibilitiés. 11 1s in kee -
Ing abreast of these change ?that a firm maintains |ts posr
and the arrangement sh be changed as quickly as t ese
conditions demand.”  Of course in the vasém orrty en In-
eering®works which manufacture standard articles’ this goes
not dpply, but in a few firms that specialize and are continu-
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ally contending with new improvements—in the building of
torpedo hoats, “for instance—it is very necessary to be in"the
fore-front and_to be able to keep ahead of rivals. The prac-
tice of many firms does not seem to be to encourage the men
who will dothis. The tendency is to develop the” men who
get into a routine. I think Mr. Lang’s suggestion 1S a ?ood
ne—that the men should be encouraged to Work on new Tines
and adapt themselves to new conditions as they arise. | wish
to thank Mr. Lang for his paper, he has made many sugges-
tions which might Very well be acted upon.

. | am very pleased that so much_ interest has
shown in my I|ttIe effort. | think in the discussion Mr,
son s touc ed on the_main Romt when he said that

at principally with the human element. ~That IS
r he dlfflculty of the whole_situation arises and that, also,
what makes it most interesting.  Mr. Timpson referred to
Messrs. G. and J. Weirs’ system“of lavatory accommodation
for the men and that was touched on by others. Here again the
“ human eIement comes In. The aver ge British workman
IS more or less mdeﬁ)endent and if he finds the employer pro-
viding these good things for him he does not seem to care for
them“and jn~some cases the schemes do not work. | have
heard it said that even at Messrs. G. and J. Weirs’ works the
men do not take fuII advanta%e of the acci<ommodat|on pro
vided, With rﬁN to glvmg otlce to wor men ese
that in acasua In"keeping with the wh oeteno o the
paper. | have S gt[]ested nothmg definite. Mr. Britton
suggested that | shoud have made dlagram of some scheme
of or%amzatlon g keeping In touch with current |tera
ture it 15 easy to flnd Very Hood schemes to suit works of dirfer
ent natures,” and | thought it advisable not to lay down a
definite scheme, but to confine myself to principles. ~ If a man
I uncertain as to how Ion? his w TorkW| last he is anxious, and
oes not give as good work as If his mind were at rest.
fteadx (I;omg workshop it might be é)OSSIbe to.give a man a
% otice, but of course Iqmte recognize 1t is i rgossmlewnh
working, on rep alrg There has been some difference
of opinion W|th regard fo the question of clubs. Mr. Britton
has evidently had some experience of them and 1 do not sge
¥the stiould not work. ~The point I have had in view In
writing this paper Is in the direction of having an ideal towards

b
T
the
wh
IS



THE ORGANIZATION OF THE PERSONNEL

which the tendencies should be directed, and although there
would be great difficulty 1n carrying out some of the things
have advocated, they should Be Considered and the poss|-
bilities of adopting them reckoned up. Mr. Britton asked If
| would say when the meetings between the clubs and the
managers Would be arranged.” That would come into the
arrangements of the firm’s system, whatever system was
adopted. With regard to, the men gettln? a few minutes
hefore the usual sto |nlt\]/|t|me that Would also be a matter of
definite arrangement. Mr. Britton made a quick calculation
of the amount that would be lost in the course of the year by
the Ioss of tlme but grobabg that amount would come
%mte ea5|y|n some other |rect|on and If we encourage
t e men It is bound to repay |tse in better work | must
heartily thank XOU all for the kind ﬁ/ ?/In which you have
recelved this paper, and. also for the information WhICh has
come out in the discussion.

Mr. Timpson : | have great pleasure in movmgahearty vote
of thanks to Mr Lang for his very able paper. ~ He has aimed
throughout at a very good ideal, that all classes should steadily
pull together in the one direction.

Mr. W. Watson Member&/] | have reatpleasure in second-
m% this vote of thanks to Mr. Lang or |s interesting paper,
hink he has evidently laid downf a Ran of campaign
for the day when he will have works of his gwn to manage

if they are run as he suggests there will be no doubt
as to theha py lot of the workmen—but perhaps they mlght
not pay 10 per cent.

The motion was carried with acclamation.

A voie of thanks was accorded to the Chairman on the pro-
Posal of Mr, J. H. Redman, seconded by Mr. A. Robertson, and
he proceedlngs terminated,



