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THE ROAD TO AMERICAN PROSPERITY

By CHARLES W. ELIOT, President Emeritus of Harvard University

HE current prcsgrlptions‘ for the
restoration of prosperity in the
United States and_in the world
are curiously varied. They in-
clude high tariffs, low tariffs,

the extension of credit to bankrupt na-
tions and to commercial enterprises old
or even dead é.nd new but unproved, the
canceling of the debts of other natlons
to the United States, the lending of
money by Government to numerous in-
flviduals who can give no adequate se-
curlty, and the support by Govetnment
of distregsed, diseased, disabled, self-in-
. dulgent, shiftless and lazy persons In
both urban and rural communities at the
expense of the competent, Industrious
and frugal. A few clear voices can be
"heard saying that the only way to re-
store prosperity is to release, the
stranglehold of labor unionism on pro-
duction and on transportation of freight
and passengers by land and sea. But
this release obviously involves large re-
Auctions of wages in all production and
transportation services and a resolution
pn the part of the great majority of
the American people “that the strike in
trades which concern.the necessarles of
lifo In the temperate zones,. like fuels,
foods, bullding and transportatfon, is
no longer tolerable in civilized soclety.
During the past stages. of industrial
warfare the strike has béen an indis-
pensable weapon in_the struggle for
more pay and shorter hours; and in all
the chief manufacturing nations it has
done much good toward improving the
conditions of life for the laboring mil-
Yfons. Now it may be no longer neces-
sary, especi'ally under democratic gov-
ernments; but how many people are pre-
pared to say so?

To bring about the disuse of “the strike
by legislation backed by physical force
would be a difficult and painful process
full of disasters and Josses for both labor
end capital and for. the public at large.
It therefore becomes an interesting in-
quiry whether ther¢ ‘be any signs of
change in the states” of mind of the
owning and managing® claés on the one
band, and of the lsboring’class on the
other, which promise peaceful solutions
of industrial problems, '

Before we can deal with'the prospects
of' change we must -recall the long-
established states of mindton both sides
of the conflict. -All lahor unions have
believed in and taught the limitgd out-
put, the closed shop, taec uniform wage
and * going slow.” These bellefs and
practices are founded on the fundamen-
tal conception that there is not enough
work in the world to go round, and that
any man who does as little as he can
on his job and keeps it is bencfiting
other workers who have no job, or are
liable at any moment to have none.
One terrible fear has prevailed general-
ly among the laboring classes for gen-;
erations, the fear of having no job, espe-'
clally when the individual's productive
capacity declines, whqther from prema-
ture dlsabillty or old age. The insecur-
Ity of employment has been a terror to
the working clagses ‘thijall manufactur-
ln? nations that haved used the factory
system ahd and power<driven machinery,
particularly in those. industrial com-
munities in which the status of the|
family of every miner, mechanic, trans-
port worker or operative. depends on
his retaining the job he Has made hisi
own. It should be remembered that in'
the laboring class social distinctions are
quite as highly valued as in any other,
class and are even more rigid. Hence,l
the loss of its social status by the fam-|
11y of the jobless man is a terrible loss, ‘

Workers as Automatons,

The demand for shorter hours, en-
forced by the strike and other violences, |
is based in part upon another inevitable
development of the factory system,
namely, the extreme division of labor
with the resulting intense” monotony of .
work for the individual workman. This
monotony reduces the workman to the
condition of an automaton, makes it im-
yossible for him to be interested in his
daily work, and makes him eager fto
reduce to lowest terms the time and
strength he must give to the earning of
his livelihood.

The extreme division of labor is not
solely responsible for the evil of monpt-
onous and uninteresting occupation for
the {ndividual workman; for it has been
i Cownton practice among employers to
keep each employe as long as possible
inaxing ihe same bit of an claborate
machine, or performing the same small
function in a factory process which has
many co-ordinated functions. This
monotony in daily work has penetrated
even the original handicrafts, like that
of the carpenter, mason or blacksmith,
for cxample. Most carpenter-builders
or contractors now divide their carpen-
ters into framers, roofers, floor layers,
Jdoor and window hangers, and so forth,
thus Introducing an injurious monotony
into the work of an old trade which for
centuries has offered to a skillful man
large veriety in his dally occupation.
fome wise contractors, however, pur-
poscly avoid inflicting this injury on onc
of the most ancient and excelient of
trades. ‘The labor union rule that no
workman must go oulside of the pre-
scribed work of his trade, even for a
moment, promotes monotony of work
in every trade. Thus, if an electrician
engaged in wiring a house, Whose walls
are of brick, ventures to cut a hole in
one brick to receive the "gmall metal
box which he uses to change the direc-
tion of his wires at some angle-in the
house, all the union masbns employed
on the job must quit théir work. The
electrician must on no account do any
work on brick. This rule not only in-
flicts unnecessary costs -on contractors
cr owners, but Increases a great evil in
tfe modern industrial system, namely,
monotony in the daily work. -

So much for labor’'s habitual states of
mind. Now for capital’'s, On the side
of owners and managers the experience
of generations with industrial conflicts
has bred certain Inherited or trans-
mitted convictions concerning the con-
duct of 2 manufacturing business: First,
that there is a natural and inevitable
conflict between capital and labor; sec-
ondly, that the management ofany sound
buseiness will always have to be auto-
eratic and not demotratic! thirdly, that
the laborers in any works or factory
have no right to know anything about
the accounts, sales, profits.or prospects
of the business to which thefr labor is
an essential contributiong their sole right
being to receive -thelr s}ipulated wages;
and fourthly, that the’ employér is not
called upon to interest himself in the.
general welfare of his employes, in their
protection from ‘disease and vice, or in

the promotio, among them of education,
recreation and comfort, and that the em-
rloyer does his whole duty when he keeps
his business running year after year at
a profit, so that he continues to be able
to pay the market's wages to his em-
ployes.

New Attitude of Labor,

Having thus recalled the traditional
and commonest states of mind of labor
on the one hand and capital on the
other, we are now ready to ask if there
are any signs that both sides in the in-
dustrial strife are getting some new
light on these traditional habits of
thought. This is one of the critical
questions of the day inyrespect to in-
dustrial prosperity and social progress
under democratic government.

It would be quite possible to infer
from the recent strike vote in the rall-
road brotherhoods, the current strike in
certain building trades, the partial suc-
cess of the prolonged strike in the
clothiers’ trade, the effort of the union-
{zed eoal mpining counties in West Vir-
ginia to compel the non-union countics
to become unionized, the exhortatlons
steadily addressed by the President of
the American Federation of Labor to the
affiliated unions that they resist all re-
ductions of wages, and the recent de-
nunciation of the National Government
as a ‘‘merciless '’ employer because it
has discharged some thousands of navy
‘yard workers in execution of the agree-
ment on the reduction of naval arma-
ment just made at the Washington con-
ference, that the alms and policles of
organized labor are unaffected by the
prodigious events of the last seven years
and that the labor unions are still bent
on higher wages, shorter hours and com-
plete control of the principal American
fndustries and of the National Govern-
ment. On the other hand, certain
changes in the mental state of organ-
ized lubor seem to have occwrred or to
be in progress. Thus, organized labor
seems to have appreciated the effect on
the American people of the police strike
in Boston and to have accepted in good
measure the rule-no strikes in any
public service, national, State or munici-
pal.

Again, organlzed labor sees clearly, In
spite of frequent advices to the contrary
from their leaders, that numerous corpo-
rations and partnerships are conducting
their factories, mines, mills or machine
shops as open shops to the satisfaction
of their employes as well as of the con-
suming public. Furthermore, reductions
of wages are being accepted in many
trades or occupations, though by no
means symmetrically or universally,
extra charges for overtime are being
abandoned, ana ‘‘ going slow ' is being
voluntarily renounced by both union and
non-union men, or its abandonment is
accepted as the fundamental condition
of employment. In many conununities
scattered about the country building
operations are being resumed in a
moderate way with only slight reduction
in wages and fall in the prices of mate-
rials, but on an understanding with the
unions involved that there shall be no
* going slow,’”’ and that the contractor
may dismiss slackers on his own judg-
ment. The success of such arrange-
ments suggests that the self-respect of
American workingmen has not been
destroyed by generatlons of labor union
inculcation of limited output and *' go-
ing slow.” The cld feeling that *to
conie on the town '—or the State—is the
uttermost humiliation etill survives; and
the New England ‘' town meeting"
spirit still animates innumerable Amer-
ican communities far distant in time and
space from its original home.

The railroads afford a good field in
which to study these tendencies. The
railroad employes are a good type of
American labor, skilled and unskilled.
In the recent abandunment of a strongly
threatened country-wide strike by the
railroad Dbrotherhoods they showed
themselves capable of modifying their
traditional policies in order to bring
them into accord with the interests and
needs of the immense ihajority of the
American people, They apparently
learned that the American people would
not support the strike, or submit to the
domination at which it almed. They
apparently learned that in the opinion
of the American public the 12 per cent.
reduction in wages authorized by the
Railroad Labor Doard to be effective
July 1, 1921, will not enable the rail-
roads to serve tie public efficiently, put
their neglected properties into good con-
dition, and make a significant reduction
in rates. They apparently learncd that
the p\ubllc interest requires a further
reduction in the war's unrcasonable rail-
road wages.

Altogether the outcome of the threat-
ened railroad strike in 1921 suggests
strongly that the American public, the
railroad brotherhoods and - organized
labor in general have learned sometliing
since the .Adamson law was Torced
through Congress in 1916 by a stopwatch
threat of the brotherhoods to tic up
all the railroad transportdtion of the
country.

Efforts to R(-dlllce Yiving Costs,

The argument in favor of rcturn to
something like the cost of living which
prevailed before the war finds ready
acceptance among all sorts of people,
including labor, organized and unorgan-
fzed. Indeced, the American people as a
whole has become eager to reduce the
cost of living, and sees clearly that the
high cost which the war brought about
cannot be reduced substantially unless
the war wages are lowered in all the
industries which deal with the neces-
saries of life. Hence the great major-
Ity cf the American people are coming
to the conclusion that strikes should
no longer be allowed In industries which
deal with the necessaries of life, includ-
ing transportation. Within this great
majority will be found today hundreds
of thousands of men and women who
are accounted members of trades unions
but who set the general interest of the
community—including their own—above
the interests of their special class. Of
course, wages rose during and after the
war in railroading, the building trades',
and many other callings until they bore
no significant relation to the cost of liv-
ing. Thesc high wages established in
prudent families new standards of living
which it is not for the public interest to

lower sensibly, much less to abolish;
for increased buying power in wise

hands means stable community progress
based on industry, frugality and liberty.
Into other families, less intelligent
or less conscientious, the exorbitant
wa'ges of the wartime brought nothing
but habits of extravagance and sense-
less waste, These are now f{illing the
ranks of the™ unempleyed, and having

made no savings during their fat years,
are in want. Some students of indus-
trial relatlons seem Inclined to regard
unemployment as a cause of industrial
unrest. Is it not rather a symptom of
an industrial disorder due to error or
rashness on the part of capital or of
labor or of both?

There is some evidence, too, that the
members of labor unions in some trades
do not follow their leaders as well as
they used to do, sometimes maklng an
explicit'declaration that they are dis-
obeying their clected leaders, but oftener
contenting themselves with gilently act-
ing contrary to the express advice of
these leaders. ‘‘Outlaw " strikes have
fncreased in frequency. It may be re-
marked in passing that many events
have occurred within the last five years
(1017-1032) to Increase the distrust of
people in general concerning the inter-
nal management of labor unions., It is
confidently affirmed by union men, and
is commonly bellevéd. that on important
measures the determinations of the
unions are really made by the younger
and least responsible members, the older
members habitually neglecting to attend
'the meetings of the unions, no matter
how important the issue to be voted on
may be. It is also alleged that the
practice of keeping on their rolls the

the meetings and.never pay any dues is
extending in labor unions. Because of

it is impossible to get at the facts on
these subjects; but this very impossibil-
ity increases the object which the Amer-
ican public is feeling more and more to
the Invisible management of labor
unions and of the federations of local
unions. ’
Uniens and Plece-Work.

In recent years, the method of paying
the Individual workman by the plece or
by his * results ** has come Into rather
general "use in some of this country’s
most considerable industries. Organ-
fzed labor has always been opposed to
plece-work; because a factory which
pays its workmen by the picce permits
its individuasl workers, both men and
women, to earn very varlous amounts
of weekly pay, thus violating a funda-
mental policy of unionized labor, name-
ly, a uniform wage in a given trade or
occupation throughout the largest pos-
sible region, The uniform wage for all
journeymen or skilled workmen in a
given trade has always been a funda-
mental doctrine with the labor unions,
a doctrine very injurious to the personal
character of the individual workman.
When, for instance, a young man has
once been admitted to a carpenter’s
union, he has no pecuniary fnducement
to become more skillful at his trade from
year to year; because he can only earn
the prescribed uniform wage, no matter
how much more skillful and productive
he may become. If, however, he be
pald by the plece, the higher his weekly
earnings will become with every increase
in his skill and therefore in his produc-
tiveness. In other words, plece-work
abolishes the uniform wage. It is a
significant fact, therefore, that more
and more mills, mines and factories,
using a great varlety of raw materials

and turning out very various products,
pay their workmen by the piece. They
do this, of course, becausc both parties,
managers and 'employes, or capita! and
labor, like that way best. The method
is applicable to crews or gangs of work-
men who combine to produce a given
article, quite as well as to individuals.
Let us consider now, the many signs
of changes in the traditional views of
owners or managers concerning the rela-
tions between capital and labor. 'To
many employers the conflict between
capital and labor seems more and more
destructive and injurious, as organiza-
tion is perfected and extended on both
sides, particularly as the organization
of capital has proved to be more dif-
ficult and less firm than the organiza-
tion of labor. As the conflict becomes
more destructive and Its losses heavier,
the question arises whether after all it
be Inevitable. In the next place, al-
though niost owpers and managers still
hold that success in any manufacturing
industry is dependent, as a rule, on one
head or controller of its policies, it is
not inconsistent with that principle to
supply the indispensable head with inter-
ested advisers and associates who exer-
cise important functions of oversight and

'discipline, although always under the di-

‘rection of the head or chief, Again, the
pames of members who never come to .

repugnance on the part of owners or

' managers to giving the workmen In the

¢ ’
| st
the secrecy of all labor union meetings, }factory or shop knowledge of the cos

of its plant, and of its sales, accounts
and risks has been much diminisned in
many cases by experience of the great
increase in the efficiency of any body
of employes which results from {he con-
viction on their part that the zhop or
factory fs in some true sense theiry as
well as the owners'; theirs because they
wish to promote in every way Iits Int rest
and its safe functioning; theirs not only
belause their daily labor is ess.ntial to
that safe functioning, but because they
feel that on their fidelity and efficiency
its prosperity depends and therefore the
security and well-being of themselves
and their families through a long future.
Again, the state of mind of the employ-
ing class has undergone within recent
years o great change in respect to the
expediency of promoting the general
welfare of employes. It has clearly
become the interest of the employer to
protect his émployes as well as he can
from disease, accident and premature
disability, end to promote among them
education, comfort, sensible recreations,
and sound family life. Naturally, this
interest takes cffect only when the re-
lations between employer and employe
are not casual and btief, but durable.

Better Industrial Relations,

To what do these considerations lead?
To happier industrial relations, Wher-
ever a relation approaching that of part-
nership between owners and employes
{s instituted, even though the form bhe
obviously crude or incomplete, there will
arise gn effective co-operation between
owners, managers and .hands, a co-
operation in improving the plant as a
means of earning Interest on capital and
simultaneously improviqg the moral and
physical conditlons under which the
necessary labor is performed.. Wherever

the idea that increased returns to the
capital invested in an Industry should
be accompanied by increased relurns to
the labor which carries it on s accepted
and carried into practice, and i: has
also become an accepted charge on
capital to promote the moral and
physical well-being of all the employes
and their families, there the industrial
strife which inflicts such terrible losses
on the entire community tends to c¢ease.
Wherever employers admit employas to
knowledge of their busliness, its profits
and losses, its risks and advantages, its
hopes and fears, and also to a control,
shared with management, over the disci-
pline of the works, the hours and the
wages, while retaining {n their own
hands medical and nursing provisicns
for their employes and facilities for play,
recreation, education a_nd soclal enjoy-
ments, there new rerations are estab-
lished between capital and labor to the
unspeakable advantage of both.

Innumerable efforts in these directions
have recently been
manufacturing regions of {he United
Statgs, some by individual owners, some
by firms and some by corporations,
large or small. Some of these efforts
have failed because badly conceived or
badly managed; but all have succeeded
for which has been found a single di-
rector or manager possessing the needed
personal qualities as head or leader. A
striking instance of that kind of success
under very unfavorable circumstances
will be found in the Mitten Co-operative
Management of the Philadelphia Rapid
Transit Company from 1911 to 1922.
Through the study and working out of
such plans employers and employes are
alike improved, and from these improve-
ments spring bright hopes for demo-
cratic society.

American trades unionism has learned
much from the intense labor {roubles
in Burope during the years of active
fighting in the World War and since the
armistice; but more from the British
Isles than from the Continent. The suc-
cessive defeats of the revolutionary
trade unionists in Great Britain during
the last three years and especially the
breakdown of the Triple Alliance, a
formidable ¢ombination of miners, rail-
roud employes and longshoremen with
other marine transport workers, all or-
ganlzed In strong unions under experl-'
enced leaders, were apparently due to
two causes; first, the steadiness of the
British public and their prompt volun-
teering to maintain indispensable public
services, and, secondly, to the modera-
tion and conseryatism of large numbers
of union men, who were not willing to
seize by force the immediate control of
the principal British industries, In the
Untied States, organized labor has al-
ways been comparatively free from the
taint of socialism, red or pink, Russian,
Jewish, German, Frepch or Itallan; al-
though some of its leaders have enter-
taingd the 'sotialistic opinion that a
union man who owns his house, or has
a deposit in a savings bank; has really
become a capitalist and tiherefore an
untrustworthy member of a militant
union or of the labor class. This so-
briety and intelligence in the ranks of
both British and American trades union-
fsm may rcasonably incline any ob-
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made In all the

server, sympathetlic or unsympathetie,
to belleve that organized labor may cone
sent to abandon before long policlea
which are demonstrably bad in their efe
fects on tne iIndividual workman and
have become unnecessary, tudugh fom
merly indispensable.

There is great need of a thorough sure
vey by a board of competént cxperts to
ascertain what capital is now doing to-
ward admitting labor as a partner, give
ing labor knowledge of the work of each
separate plant and a larger share in its
profits and accepting o large responsi-
bility for the education, health, recrea-
tion and social enjoyments of their em-
ployes and their families. Such a board
would need to be clothed with adequate
authority; for there will be considerable
difficulty in getting at the facts on this
subject. Many owners and managers
attach high value to their recent inven-
tions concerning co-operative action be-
tween employers and employes and are
reluctant to reveal these assets to their
competitors. Other proprictors have
adopted schemes which have met with
only partial success; and they want time
to improve them before they are pub-
lished. 1In -general, owncis and man-
agers are averse to Government in-
quirles into their doings. Labor, on the
other hand, is in a cautious and In-
quiring state of mind with regard to
these new performances on the part of
capital, enjoys the new yeneﬂts it Is re-
celving, but wonders why capital is con-
ferring them, and whether they are go-
ing to be_permanent. Ilence labor, like
‘capital, Is lilely to prefer privacy in
these matters to publication,

The survey should not only state the
facts with regard to the industrial ex-
periments ~already started, but should
demonstrate the need of much time for
further experimentation and study, Time
is needed for further trial of the method
of discussion and compromise in indus-
trial  disputes—the only successful
method in political conflicts—and for
further experiecnce with the method of
conference followed by arbitration. The
best mode of constituting an arbitration
t'ribuna‘l is not yet thoroughly worked
out, although a presumption has been
established against tribunals represent-
ing labor, capital and the public, and
in favor of tribunals representing the
public only. Nobody knows in how
many hours of work per week for
ecach individual workman the total
needed work of the civilized world, out-
side the tropics, can now be porformed,
without hurting the workers and with
the aid of all available machinery and
motiive power. The best guess at the
present moment scems to be forty-four
to forty-eight hours per weck; but that
is nothing but a guess. How many
years of normal industrial conditions
will it take to determine that funda-
mental fact? It cannot be determined
at all in the present abnormal con-
dition of the world’s industries and com-
merce. It will be a great step forward,
however, if the principal {ndustrial na-
tions of the world, and particularly the
United States, can sce thefr way to put
an end to war between capital and
labor as means of scttling industrial
disputes. Many nations seems to have
made up their minds that fighting Is
not the best way of settling interna-
tional disputes. There is some chance
that the chief manufacturing and com-
mercial nations will come to feel that
cruel and destruclive violence is not the
best way to settle industrial conflicts.
It the American democracy can carry
that feeling into practice on fis own
territory, it will add greatly to the ser-
vices it has already rendered to hu-
manity.



