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GENERAL McKINLEY: Gentlemen, this is a rather unique hohor,
having a speaker in the College from across the seas. 1 think it is
a great gesture and I am very happy about the whole thing.

We have with us this morning Lieutenant General F. G. ¥Wrisberg,
whom I had the privilege of meeting in Ttely when I was on duty over
there. He came to Italy with = Supply Mission,.trying to see what
Ttaly could make for the war in the Far East, Unfortunately, it folded
up before we could geb much done.

General Wrisberg is the Controller of Supplies in the Ministry
of Supply. (The title has parentheses around "Munitions"; I -am not
sure what that means.) He is a graduate of Oxford University. In
1915 he was appointed Second Lieutenant and promoted, finally, to
Lieutenant General in 1946.

During his scrvice in the War Office, he was mainly concerned
with antiaircraft artillery and the air defense of Great Britain,
He was appointed Depuby Director-General of Weapon and Instrument
Production in Jamuary, 1942; Director—General in July, 1943 and
Director—~General of irmament Production in November of 1945. He
has been the Controller of Supplies (Munitions) sincc February, 1946. .

This morning General Wrisberg will speak to us on "Industrial
" Mobilization of the United Kingdom in World War II." I take great
pleasure, indeed, in'introducing to you Lieutenant General F. G
Tirisberg. : 7

(Applause)

LIEUT. GENERAL WRISBERG: Gentlemen: I want, in the course of
this lecture, to explain to you the mechanism and processes by which
the United Kingdom turned over from peace to war in World War IT and,
at the same time, kopt some measure of resources for its civil popu-
lation. E '

Before I say anything at all about the planning which, of‘course,
was primarily on behalf of the fighting services, I think I ought to
give you some idea of those Covermnment Departments which, of necessity,
had to take part in that work. Our system is rather different from
yours., Following a General Election, the leader of the majority party
is invited by His Majesty, the King, to form & government., The leader
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of the party generally becomes Prime Minister. He selects members of
his party who are appointed to the various Government Departments as
Ministers. From them he forms a cabinet. The whole system depends
upon Ministerial responsibility to the cabinet, and on to Parliament.

The Departments with which we are going to be concerned in making
this review are the Admiralty, the War Office and the Alr Ministry,
controlling the fighting services,

The m1nlstry of Supply, concurnlng whose functions T shall talk
at greater length a little later.

The Board of Trade, respensible for the general well-being of
Industry and for such things as the import and export policy.

The Home Office, who dezl with internal sécurity and during the
war had the problem of air-raid precautions.

The Ministry of Labour, dealing w;tb all qunsflons of manpower
and industrial relat1onsh1po. o

I would iike to brlng out one point: In each casc the Minister
is responsible directly to the cabinet end directly to Parliament for
the conduct of his own .Department.

With this rather genersl background, I would like to start by
giving you same idea of the prewar organlsatlon'

Between th@ wars (the period. 1919 and 1939), 1t was the duty of

the Committee of Imperial Defence to evolve plans against the even—. .

tuality of Great Britain being involved in war. In making these
preparations thererwere four. main questions which had to be considered.
The fi#st. was, What would be the estimated growth of the three services
during the opening phascs of the war? What supplies would be required
to meet their nesds? What labour and manufacturing capacity would be
involved? %hat suppllcu of raw material would be needed and what steps
would have to be taken to safeguard this material in time of war?

That was the duty of one of the sections of the Commitice of Tmporial
Defence in the prewar period..

To WdVlSw this Commrittec and to coordinate the War Sunply arrange—
ments for the three services, a subcommitbece known as the Principal
Supply Officers Committce was set up. - The members of the Principal
Supply Of ficers Comrittee were the senior Supply Officers of the three
services, with representation from the Board of Trade, the Home Office,
the Ministry of Lubnur and the Depn rtm(nt of Scile ntlflc and Industrial

~,Rcsearch. <
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The Supply Board that was set up under this arrangement worked
through a series of committees and subcomnmittees, Each one was respon—
sible for a definite category of &quipment,.. They would have the whole
range of war needs for the three scrv:c«s. “They also dealt with the
big problem of civil defence. :

During the years 1927 to 1939 this Committee was completely ham~
strung by the lack of strategical guidance. They had no idea what the
reldtive composition and relative build-up of the services was., They
asked two simple questions and got no answer to either one of them.
Those questions were: What sort of war are we going to firht? When
are we going to fight it? They got no answer at all. Their work was
completely hams@rung indirect efficiency as & result, '

- The main Work they'undertook was the compilation of 2 reglster of
British firms znd an assessment of each firm's capacity to make the par-—
ticular plece of war equipment, They made lists of balancing plants
required for the manufacture of the storc of her own particular section.
They drew up process nanuals, By "process mamuals" T mean a detall of
how = flrm, new to a product, uhmuld undert,kc its productlon.

Thls Commlttee had no finances at its dlsposal, so it was unable
to acquire any of the balancing plant., It was unable to place any
educational orders. They could enter into no firm commitments with
individual firmses They could not build up the reserve stocks of vital
materials which they knew would be wanted in war. But nevertheless they
got a good plan on paper.

The year 1936 saw a completely new outlook. It was started by
what we came to know as “Mussolini's African adventure " It really
scared the United Kingdom irto a measure of rearmament, Ve started
to make new Govermment ordnance factories. The Admiralty extended -
their dockyards and the Air m1nlstry started shadow factories for the
aircraft industry. S :

During this period the first steps were taken for the institution
of the controls., Controls were dosigned for the distribution of the
basic raw materials the industry must have in order to meet the new
wWar €Cconomya

There were & nurber of problems which had to be tackled. The
first one was the purchase, sale and usc of the material, :The'second
was bthe requisitioning of materizl for Government needse A lotiof
work was done on substitutes; their problem was to find out’ how sub-
stitutes could be brought into operation. Other problems were price
controly restriction of experts; precautions zgainst air-raid damage.




The Control Organisation started, in about 1936, to tackle those
problems. -So.we can say at this point, although we had no real -indus—
trial mobilizationsthe background had been fllled in. We had at least
marked out: what we: wanted to do, ’

During'this period it.beccams very clear-that under the condiilons
of modern war the concentration of control in London for all the complex
arrangenents for the conduct of a war was a risk which we could not
possible accept. Apart from bombing, there was a very serious possi-

- bility of invasion. If the invasion were successful, there would be
loss or isolation of sections of the country.

The Supply Committec of the Committee of Inperial Defence and the
other committees of that body paid really serious attention to this
centralization. The beginning of decentralization came in the setting
up .of what we called a Regional Organization. The country was divided
into nine (9) main regions, each in charge of a Regional Commissioner.
The.. Regional Commissioners functioned through a Regional Board, on
which there were representatives of 211 the Supply oréanlzatlonu in.
the eountry: Ministry of Labour, Board of Trade, and the Home Office,
A very, large mezsure of rronon51b111ty wa s dc*ag“tad to> the regions.
The various Ministry representatives were kept completely informed of
the production progrems and the deteils of orders placed in their
regions.. .The regions, thersfore, in this way, were able to act in-
dependently in. any energency, wqth a full knowledge as.to what the
Government intended to do and a full knowledge of NhatAtnclr\oun
. Department had plannesd,
I think & good thing to do now is to see what practical facilities

existed in the U.K. at the outbreak of wdr. .In doing so, I think we
should considér the Govérnment Departments under three “¢1n headings:
Ordering Departments, tho Purchasing Dcpqrtwontq, and the Supervising
Departments.-  And, 1n order- to keep 2 sequence in our heads, I think
we should confine our zttention to the three Service Ministries because
their demands on the country represanted a very large proportion of the
problem,

The three Service Departments were The Admiralty, the War Office,
and the 4Air Ministry.  For the purpose of supply, each of them could
be locked on as possessing a General Staff section, responsible for the
military conduct of the war and defining the size and build-up of the
forces; a provision section which dcveloped the plan inte actua 1 equip-
ment details and programsy and & production sectlon, rdspon51ble for
ordering and delivery to meet those programs.

The Admiralty had under its control the Government dockyards. It
had its own propellant factories and its own torpedo factories.

The War Office controlled the Covernment arse nals.

o
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~ -The Air Ministry had the nucleus of aircraft shadow factories which
were designed to supplement the very inadeduate home civilian zircraft
industry. There were one or two private armament firms, chief of which
was Vickers armstrong '

With war comblutely imrdinent, the Secretary of State fnr flar took a
big decision. He decided that the problem of research, design,- devolop~
muﬂt, and production of Army equipment wes putting too big a strain on
the “ar Office. BHe, thereéfore, proposed in the early Surmer of 1939 that
a’ Ministry of Supply should®be set upe. The Ministry of Supply camc into
being early in June, 1939, with the sole objsct of providing, from Ceneral
Staff Sp@lelC&tl”nS, dﬂllvery to ordnance depots in the ficld, the whole
of the equiprent of the Army.

.
s

In 1940, the iZir Ministry took the same decision. The Ministry of
Alircraft Praducthn was sot up. .

ned its original

The Aduiralty, throughout the whole war, mair tai
S .0oWn supply orv” ization.

formation. Under its own Controller, it kept it

" Therefore, throughsut the war, we had thrce main Purchasing Depart.
nents: The idniralty, the Ministry of Supply and the Ministry »f Lircraft
Production. Before the wer, the problem was simply one of purchase Dy
open tender or by direct ordering on the Gnveancnt arsenals. There was
little 'or ro planning and no progressing by any QUallflcd enginesring
staff in the threc Serv1ces.

It became n*cessary to build up that type of staff at creat spead,
It had been a problem never tackled, so much so that these Purchasing
Departments had to set up 2 production orgenization, The Purchasing
Ministries were, therefore, divided into Production Directorates with
a -technical staff, either drawn from the Government factories or from
qualified technical officers »f the Services, but in very large measure
from industry. These Production Dircctorates were responsible for the
development of wcapacity and for the allocation of orders and thei
progressing., It was, therefore, to them that the firms in the country
locked to wake the contact between 1n»ustry and the Supervising Depart—
rents, They were the Depa rtmants which were XuTClSlng control over
materialse. 4 : - ‘ i

But therc is onc point I wsuld 11kv to brln" ﬁut. The ¥inistry ﬁf
Supply was not only a Production Departuobt mt, in sther of its sections,
it was the biggest controller of material in thx country., The Ministry
of Supply operated the controls for iron and steel, nonferrous retals,
rachine tools, timber, chbnlcals, wool and eotbon, anong a large number
of other thnrs. ' ‘ '

a3
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The hlnlstry of Lircraft’ Prgduﬁtlon held the CJntrols for 13v}t
alloys and other special materials particularly wanted for aircraft.




The Broard of Tr ade held the controls for civilian necessities,
meinly clothing and textiles. ' ’ ’

The Ministry of Food controlled the ﬁ“d of thc cnuntrf.

The V¥inistry of Iabour contrslled thc whole of the labour organ-
ization.

The Controls were responsible for prices, They were resp snsible for
the level of production in thelr own fields.” They were responsible for
the financing of facilities; alsn for the import and expirit policy.
They alsc had the job of implementing the Government policy by allocat—
ing materials to fall in with the Drﬁluctlﬂn Min 1stry*s war requircorents
and civilian necessiticse.

The ulﬂlStTJ’?f Sanly operated those controls through a Raw |
Materials Department, The way it functioned was something like this:
© The Production Direstorate estirated the needs of its own sectinn and
put it into the Haw Materials Department who finally got a view of the
whole of the material requirements for.a piven year, breoken into quotas
for the wheole production pf@bl”ﬂ of the country., It then g¢ave alloca-
tions in relation to output of that perticular materials For example,
_if the Produgtion Director kn*w he had asked for ten thousand tons, say,
of steel and he had been given only elght thousand, he could draw hls‘ '
own checks against that eight thousand in faver ﬂf his own firms. The
system worked well because the Production Director thus was able t»
deliver material in relatinon to the poriorm nce of a firm. Tt stopped
stockpiling by the lnbleClbnt firm ' Co

These C“ntrﬁls were, “in the main, staffed by personnel from the
trade associations comnected with the particular product. The iron and
steel ¢ Jntrul was staffed by the Iron and Stesl Federation, and so on.
We regarded thot as absolutely essential.  We wented industry to hove
confidence in the organization, It was absolutely vital that the men
dealing with steel should be men who knew what stesl was.

4s the war developed and both capacity and manpower became in-—

. RE] - / ] . . . o . ..
creasingly difficult, a coordinating ministry was set up. It was known
~.as the Ministry of Productisn, Its functions were really over-all
planning and, in cenjunction with the Ministry >0 Labour, to advise on

location of new factories and the .placing of fresh orders in r‘la~
tion to the manpower available. It vanished at the conelusion of
hostilitiess

So far we have seen that the Supply Officers Committeo carrici
out a survey of existing capacity and planned balancing plant in reclation
to specific stores, I would now like you to ses how the Production
Devartment dealt with the expansions of capacity, bath in private in-
dustry and in its own Government factoriess

3
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The expansisn in private industry was effected in three main ways:
by capital-assistance schenes, as we called them; by the creation of . ¢
agency factqgries; and by‘qhawa'factﬂchs.

.
«

Under the camital-assistance schcne the Production Directorate of

the Purchasing Ministry agreed with the firm on the additional capacity
required, drew up a building scheme and a plant list and operating throuch
the controls for licenses and the Repional Organizetion for facilities
provided for the extension at Govermment expense, These schemes were
dravn up under a contract arrangement. Most of them contained a clause
giving the firm certain preenptive rights at the end of the war. The
firm then JporauV; the »lant normally because, in the main, the plant.
had been put in to balance its existing iuCllltiCS. Tuuy SPETE .ted that
plant as if 1t belonged to them. These schemes varied from the instal-
lation of one or tw» machine tonls to schemes running into half & million
pounds '

In the case of agency factories, the Production Departrents entered
int? an agreement with a firm to build and equip a factory to mest a
program. The fim provided the nanagenent, recruited the labour and
manaced the factory at a set fee. In t11° case, the factory and its
equipnent remained Gocvernment property.

The Air Ministry went in very extensively for a system of :
factories. The prewar aircroft industry was not cepable »f assimilating
anything like the load which we had to put on it during the war. There
did nct exigt in the industry either the plants’or the bUlelngS suitable
for the mamufacture of airceraft in quantity. Factorics were, thercfore,
built and equipped before the war for the specific purpose QL aerert
production, They were put under the contrel of certain manufacturing.
rroups. The motor—car industry, in particular, managed these factories
for the Ministry of dircraft Productloﬂ.

The hard core. of munitions prod uctlwn, bjth before and during the
war, was centered in the Royal Ordnance Factories. The Royal Ordnance
Factories are Government arsenals controlled and operated by the State.
The whole of the Working people are, in the over—all term, civil secrvents,

In the carly Thlrtles we had Woolwich iArsenal, which has te be seen
to be believed; the Royal Small Arms Factory at Enfield; and the Doyal
Gunpowder F%ctory at weltham abbey. They were all slig hbly‘out—ol~”ntv,
alth*ugh we had produced workmen of skill, I think, uncqaullou anywhere
¢lse in the world. Bubt their plant, their layout, and their general
facilities were very. muck Qut—01—”“tc. :

We had a filling factory at Herceford, which had been in the state
of care an? maintenance since the 1914-1919 war; &lso a qutrllPO case
factory in the narthern part of England. 4t that time the total payroll
of the coperatives in the Government arsenals was round about nine thousand.




When the 1936 Rearmament Progrem was initiated, one of the first steps we
took was to remove the filling factory from Woolwich. It was a strate—
gically unscund site, We bullt three new filling factories.  We built
some new factories at Nottinrhame By September, 1939, our three out—of-
date ordnance factories had been replaced by fourteen modern ordnance
factories, all of which were in productione At the peak of the war we
had forty-five Government factories in production. We had a payroll of
something like 350,000 people, :

I think all of us appreciate that industry in the United Kingdon
is not marked by a large number »f firms with a lsrge payroll but, in the
main, they are small firms with ~peratives of about five hundred, or less,
We, therefore, found it very difficult indeed to place orders with firms
of that type for complete equirnment; or to adjust plants or facilitics to
"make it possible for them to deal with complete e uipment.

4n interesting system, which came to be kn~wn as the Group System
of Opersting, was therefore stbrted, It was nothing more or less than
a. system of rationalized production, The Production Directorate broke
down the equlpnmnt into its component parts and brourht the firms to-
gether under the chairmanship of one of their number. We selected one
or two assembly firms. The member firms, with the technical staff of
the Production Brench, planned the jobs They (rew up a standsrd-material
schedule; a jig, fixture and caupe schedule and a production program.

The material was ordered by the Production Department. “¥e held
monthly progress meetin;s. The system worked extremely well. As an
example, we had some sixty or so small firms in the south »f En;land,
in the Kent area, ncne of which had a staff of mrre than thirty or forty
penple. Throughcut the war they made one hundred six-—poundsr run-
carriapes per month out of their »wn resources. . '

I think one 2f the mgst interesting things is that this (roup has
carried over its wartime associations into peace,.  Its practiczl advantage
to us came in the heavy air-raids:” it is almost impossible to knock cut
production whlch is based on that type of system,,

So far, we have considered very renerslly the plaming and the methods
adopted to provide the physical facilities for the war ef fort. But we
have said nothing about the manpower problemn, with which we were faced
on mobilizations. In order to see what the manpower problem was, I think
we ought to look at the method of recruitment of the Jlrmy before the war.

-

The British irmy was based on a voluntary system. &4 man unlertook,
in the main, a l2-years! oblisation, of which something like three years,
or uﬂwards according to his choice, was served with the Colors and the
balance w1th the Heserves Durins his Reserve service, he was virtually
a civilian with a ninor obligation for training, annvally. The system



gave us & very considerable Reserve of itrained men taken apainst the
size of the Repular arny, 1Lhtu h th Regular drmy itself, of course,
was nﬂthln" like large cnough. '

The Royal Navy and the Royal Adr Force o pur“tuﬂ 8y ufbho sically
similar,.

Behind the Hegular ormy and the Reserve was the Territorial aArmg
This, again, was a voluntary organization made up of youns men, throus
~all walks of life, whe undertook training in peace and assumed responsi-
bility for service in WaT .

> labour orvblcﬂ was that with an 1nsuiil01cnt populatinn a
balance had to be struck bxtwren the needs of the fichting services,
-the needs of industry in order to equip the fi: ﬂtln; services, the neeug
of civil defense, and the needs ~f the balance ~»f the prpu ]1t ion-in terms
of socilal survica and the distributive trzles, .

This prﬁblcm althoush it had been anpr°CLdth, nad never bheen
dealt with in peace. It was agiravated at once, on.the sutbreak of
war, by the calling up.of the Rescrve and the calling up »f the Terri-
torial army. That ﬂh11““t1“n tn serve in war overrode every ~ther
congideration, chiefly, I think, because afttontion had not besn naid
t5 1ts implications. So the task of the Ministry of Labsur, in con-
Junction with the heads of the fizhting services, throughout the war,
was to effect that balance bebween nen to fight and men tn eguip the
soldiers, sail-ors, or airmon to fight.

M

The first labour problen we hod was to recruit and train new labour
not only to make new work but also to replace the men and women who had
gone into.the Services.

The kinistry of Lebour, in addition, hal to nerntiate with the trade
unions with regard to the preservation -f the richts and Cﬂ* tions which
applied to thﬁ services of. labour in industry and which :d, in
pwrtlculu;, > the skilled trades., I think it is a n*tuVﬂvtn fact
that, in thv mala, there was no difficulty at all with the trad) .unisns
and the Ministry of Lubour reytlnk a moous vivendi.

By reaching wartime a;reements in this way, it was possible to
bring in men who had been trained by uln*_try of Labour training schenes
or by factarj'tralnln“ schemes, or by upirading int> the skille A ran
The principle was to present a man b trade union f£for a classifi-
cation of his sklll. With the arrecne of the unisn. he was rated as
a skilled mon for the rest of the war, It was an integral part oFf tho
agreenent that that scheme should be abandined completely at the end
of the war and that men so upgraded shoulidl ‘be the first to ¢n when
reductions cams
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4 similer scheme was adopted, too, with regerd to the training of
women snd the use of women »n ed works. In the case of women, in
addition to the nomination and 'qrﬂbnﬂn with thc uniong, thore was
the big problem of -the classificati- of the skillad work whﬂch couls
be undertsken by womon. Here, ] there wag no difficulty in
agreerent, Tn¢rb was no uLitJCULty in scodng that the agreements were
honored. The unions and the Ministey of Labour were very successful in
avoiding any disputes arising cut of this problenm.

»

~ The employment of women in industry als» brought in its train a
series of wage nesotiations, espocially in the trades where women had
not been cmployed previously. The agreements were reached very carly
in the war and remained substantislly unaltered throughout the oner

There were further negotiaticns, vital to the succossful carryings
on of the war, betweecn the Kinistry of Lebour and the unions. That was
in regard to the hours of work. The nced we had was for the maximum
nunber of hours to be worked. We went in for double—shifts and trohlo-
shifts. They were agreed on almost ot the budmin ¢ war. Double—
shifting meant 12 hours a day with shifts J“lulHL and work stopping
seven o'clock Saturday nipht. This meant a 66-h-ur wesk.

" Tn 1942 came the bigpgest piece of lﬂhqur legisletion »f the war,
That was the Notional Survice Aet and the Bssential Vorks Ordo ich

gave the Finistry of Labour complete control and full Jirsction »f labour.
These two pleces of legislation provid Hnistry of Labonr with thc
meche anism required to operate the national manpower to its fullest ad

vantage. The magnitude of tho task performed by the Ministry of Lubour
can Te secen from a fow figurds, I would like to give you.

Between June 1939 and June 1?44 the totel number of men botwosy

14 and 64 snd of women between 14 and 59 in the Services or in ind
trial employment rose from 18-1/2 m11¢ion to 22 million. You should
also note that something like 57 per cent of all men bubtween 18 and 40
served in the irmed Forces during the war, By the middle of 1944, out
of 16 milli>n women in the CJuntry between the ares of 14 and 59,
seven million werc wholly engaced Jn the Forces or- on full-tine
direct war work; another million and a quarter were enragod wn part—
time work. The whole of thet was arranged by cooperation botmc:n the
Ministry of Labour and the uniomnes of the country.

15—

The war broupght no radical changes in the wage structure in indu
try. We had two main systems in operation, what we call straicht day
work ani straight piece work. They were mndified by & variety »f methods
_of bonus nﬂyncnfs. &t the beginning of the we thu aversge h“ymbnt of
a skilled man was about forty-—six shiliin:s sek onc-straight day work,
This was increased through additions, in the woy of war bonus or indus—
trial bonus. The standard in industry finally came to aboul seventy

shillin:s a week for & forty-—seven hour week. -




Thesc basie earnings, of course, increased by plece work balances
nf bonus payments, which dncreased that seventy shillings by anything
up to, say, 200 per cent.

There hes beon a good deal of uninformed criticism in the Unitod
Kinzdom on wages earnad in war; but when they wore rolated to hours and
output, in the main, they werc far fron oxcessive, st of sur new
factories, when they were built, were built outside the norral povulsti-n
centers, We, thercfore, had a tremendous pvﬂblgm on the welfars sidc.
The use of the double. ani three—shift systems made life very Jdifficult

for tho workers, The blackout, bombing, rationing of £50d; and all the
rest, made it necessary that wc should A hvch)hlnx to improve goneral
conc 1t13ns. Every tfactory having over a certain number of workers lhad,
by lew, to provide a canteen where food ot econmic priccs could
obteined. e alsc provided medicsl services, dental facilities, and
t}b whole “ramut of welfare work,

One »f the most successful things which kept the workers intercsted
and helped increasc output was visits to and lecturcs in thc fﬁctsries
by the members of the Services who had used the equipment and who came
back to thank the workers und to tallk to them about it.

inother very useful thing which wa did 2 po-d deal »f was to ar-
range field demonstrations by trocps for the factories enpased in meking
cortain aquipment,

Before we leave the labour problem, I would like to say s mething
about the rachinory which had been developel before the start ~f the
last war, und.%hlch was elaborated during the wrogress of the war, for
the avoidance of disputes hetween the emplvy@rs and the work peoolo.

I think if we take the enpincering inlustry os typiecal we can see what
principles were brought-into effect, and which are still in operatiin.

The first ayreement in this L£lcld was made in June Wf 1922 betweon
the big Amalg 1matc Engincering Union anld thoe Enp ]Ufkrc Foderation., Tt
is the basis of & number of successive achuucnts and is founded -n
three big-princiwlus. The first one is that the employers have the

right to manage their factories; second, the trade unisns have tho richt
to act in tﬂu exercise of their trade uni-n functioney and the third

one 1s there can never be any question of the nraatlﬂn »f o speeially-—
favored class of work gu)ole.

These basic vrlnclpla accephbed, the questions srising enme under
three headings:  the pensral a]teruflﬁn in wapres; the "ltcrutién in
working eonditions, which have alrcady bucn the subject of operative
agreementsy and the a2lterations in the length of the reneral working
woeks It has been aprced that where disuutes arise, no chanres unler
these headings should be put ints offect until the agreed procedure of
conciliation between the Euployers Federatiom and the trade uniun has
been broug t into operation and exhonsted,




The provisions £or the avoiding of disputes operates something
like this: when o question coming within the terms arises, an effort
rust be made betwecn the manasoment and the work people eoncerned to
settle -the dispute in the Works. If this falls, derutatimns of the
work people, accompaniced by their orgyanizer, meet the employers, with

a representative »f the Exployers Fedoration, If ny sclution is .
rcached,. o local conference is called bebween the local Eumployers Fed-
eration and the local representatives of the trade unions.

If there is faillure to agres there, either party is competent to
bring the dispute to what is known as the Central Conference. The
Central Oonferonce consists »f & Jolnt meeting of members of the Fed—
eratinn of Employers and of the BExceutive of the trade unime Neither
the representatives »f the menacement nor the VWork peovnle ongared in
the dispute ars ahle to sit on ﬁh@_Oentral Conference, althoush thej
can provide their cvidence and he present with witnesscs.

The Central Confersnce is called the "Central C-nference! Tecause
it is held in the Central Stati-n Hotel at York. That is o convendent
center. for d]l of the industrial interests., 411 parties stuy'thbrr.

I think it is true t» say that the fact tn_y are living in the hbsd
has a pond < Ldl to do with the smo~th working »f the Central Confe

[SARE) HICIN

Iir they should fail to z2grec there, either
take what cetin it plezses., Under the war condibions, either lock-ut
or strike actiom was definitely frrbiddsn by lawe The ldepute went to
the Nationel Artitration Tritunal. Even now, arbitratior
The employers have a3wayq reserved the richt £0 put inty effect their
views in disputes where the matters lay cuteid tbc thr e main Plasses
of subjects which we have discussed; that is, 1

sarty then is frec to

ke ged working
conditions, and apgreed hours ~f worke This: coneiliation mvchdHJSm has
worked reasonably well, OF coursc, the a;rcements reached arc intende
to be binding, and are binding, on both sides,: o

I think in osriler to complote this labour picture, you »ug
realize the position f shop stowards. When the avoiding—nf-dispul
procedure was laid u,xn, provisions were agresd o Ly the auployers and
the unions with repard i~ shop stewards. Shop stews rl% are appointed
in a Works by the trade union, but the trade union must nHtify to the
managenent tne namcs of the men appoinbed.

In addition to the shop stewar 5, 2 Works Committee 1s often ap—
pointed. This comaittee consists i sevon, or 82, representatives of
the shop stewards and of the manscment, IL@ shop stewarls are clected
annually by the Yiork pesple. The shop sta'aru orcanigation forms the
basis of the initial eppreach bhetween-the Wn ple and Menacement
when a dispute arises.
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I would now like to say something about the method of placing
contracts, lelng prices, and proflt standards during the war.

The normml peicetime procedure, which satisfied the requirements of
the firhting services, was the motuod of coupetitive tendering. Com-
petitive tendering was reoparded as necessary for the protection of the
taxpayer and in order to snable as many fixms as possible to come in on
Govermment—term requirements.

Competitive tendering, of course, rcsults in contracts Leing placed
on a fixed-price basis. When the war came and the volume of »ricrs, the
time factor, the controls on labor and materiale, the multitude »f modi-
ficetions which always come from the fightin, services were taken into
account, competitive tendering became hopeless,

So,.in the United Kingdom, wo started s system knpwm as the system
of Instructions to Procecd. Under this arrangement, thu requirements
for & particular store for varying periocds ahead were progrommcd by the
Production Department, who allotted a part of the program 4o cach firm
with a letter known as an "I,T.P.," or Instruction to Proceed.

Price was not discussed at this ustag since production in the
shortest time from the capacity earmsrked was the only thing we were
worried about. On the instruction of the Prgiuctlmn Department, the
Contracts Department then carricd =»n its Instruction-to-Procecd proace
dure with the firms. The Instruction-to~-Frocecd was a legally-binding
document and the firm would start working on it.

Fixed prices under war conditions were very difficult to oblain,
gspecially when the production cycle was more than a few months and the
method adoptced was to agree that the finzl price should be assessed after
a costings investigations This took twoy forms: Either s tCChnlle enshe
investipation aofarc oy during Druructlan, aftcr which the parties agrecd
on a fixed price; or the firm quoted an over-riding meximum price for the
Jjob, their actual reccorded costs boiug investigated after completion of
the contract and the actual ascertained cost plus prafit then heing ace
cepted as the price. ' 4

To reduce subeontra webing and to provide for the inclusion in &n
equlwm nt of approved specified cousponents, a system of Free Issues was
developeds. Under this system of Free Issucs the components which were
_tc be free~issued were Jetulled ln a cmrtrﬁct ”ncument and wers ob taln“ﬂ

methods. There were arfumcnts f)r uﬂd a&alnst thlu Fre@~I5puus rotpr.
But T think, in the main, it was a good systen because it allowed bulk
ordering, proper Or“Nermvng, and proper delivery in relation to the
requirements of assoembly firms. '
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An dmportant element of any article ~f cost is the nrofit ally
to the contractor. FProfit-margin wes a very thorny subjcct in Greatb
Britain becsuse there were two sides of it:' Thure was the need of
proventing excess profits being mece on war orders; and, secondly, there
was the need of encourwving efficiency in production. Of caurs», thr ~u:h-
cut the whole war we had the Excess-Prafits tax, but this opcratoed aftor
the profits hod been made. It was incumibent on the Producti cr

on and Crme
tracts Departments, in fixing prices, to disregnrd the subscquent effect
of taxatisn on a firm's profits zs a whole. '

48 between a profit—rate applied tc cost »f ureduction and
applied to the value of the capital employed, the Jecisinn was in o
of the la ufer. There was a ;pod dsal of arcument as 5 what the rao
should oe. In the main, it was somawhere in the order of seoven and
seven and a half per cent. The metind of placing contracts and »f
assessing pruflt applies to all ori
empley, in gddition, Government-owned factories, which were laid ~ut
for the pr“ duction of specific equipment. These factories were oocroted
at cost by the Government,

vy

crs wlaced with i industry. We did

Therﬁ is one further 331n which I shtu’ﬁ liks to expand -n, -n
the industrizl mobilization side, and that is the nart vlayed by the
Jominions and India, Before the war, a cerinin amwunt of planning had
been done on a Commonwealth basls, but it had never been pushed to a
proper conclusione The Dominions and India wers, of course, aware of
the policy decisions of the Crmmittee of Tmperisl Defence; they knew
dll sbout the Suwyly Of'ficers Cﬂmm1+upe- they k GW'Wndt work was bulng
4ono e :

By 1937 thc Dominions and India, influonced by the trend of inte
naticnal events in much the same way as the United Kingdsm had
the Imperial Conference, were prepared to consider certain prepars t
measures, including the plaming »f supplye. This work, althouch it was
not adequate, did pormlt of a measure o *n+g*rat‘ﬂn ~f qu/ply “wl1cj
throughout the Commonwealth whcn War Czmee

There had been no conscious plannin; in the Commrnwealth during
the years between the Werld Wers on industrial matters, tut the nati-ngl
industrial development in the countries had improved the pVLrJ&ll Brpire
position in the supply ficll ernormously, For instence, sustralia,
South Africa and India had undertaken stecl producti-n in a serious v
Cenada had developed a vnry hlrhly nrganized engineering industry.

Canada was the only one of th Empire cwuntrl@s ca“ahle 2 manu-
facturing motor vehicles. The other Brpire courtries were simply
assemblers of somebody else's productinon. I think 1t was one nf the
outstanding facts of the war that the motrr-car industry caome to the
assistance of the Services in practically every field where heavy and
sericus production was necessary. Each of the Dominisns had small Tat
effective Govermment arsendlo capable of malking munitions ~f one sort
‘or ancther.
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T would like to stress one faet . and that is in the openin; phases
of the war.immcdiate res-urces, like the small-arms factory we nad in
New Zealand, are worth pages and pages of paper-planning. The result
of the 1937 Imperial Conference was to strengthen and expend the ro-—
gources and to enable us to place educatimal orders in civilion in-
Justry. Canada be mn to tune-up three factorics for war pr-ductlon.
One of them was zctually in production when war broke out.

411 members of the Commonwsalth have repros sentatives in Londone
They all have, and did have, supply ~fficers in the ecapital. Jarrange-
ments were maue in 1939 for two Supply Missions: one to Cenalz and the
second one to cover South Africa, uustrallz, Indiz, and New Zealand.
The Canadian Missi-sn sailed a few days before war troke out and operabed
in Canada throushout the war, Sir alexander Rogers tonk a mission to
the Bast. -This developed inte an Eastern CGroup Supply Council, throwsh
which 21l or'ders from the Ul Ko were placed in those theaters,

The effect »f Empire combributions against the back;rﬁunl ni air-
attacks at home, manpower shortage, U-Boat and sir-attack at sea, camnst
be overcstimated. Since the war, serious efforts have been made, by a
number of discussions with each of the Empire countries, t~ maintain a
measure of war protentizl and t5 insure thot close contact is kept on
matters of a defensc nature so that cmbined action can be taken in a
rational way in any future emer;oncy.

There are a very lar;e numbcr of other questions which hal to be
tackled; matters like Shlpbul]llﬂ“; transport by sea and by land; ex—
pansion of raosearch and design faecilities; expansion of pronf and testing
organizations. But I don't think we can pﬁssibly'hﬂpe to look at them in
a short review of this typce I should, however, like to survey the field
of war rcserves and war potential as I sce it, persmallye

I think that the first thins'-ﬂquired is an over-a2ll straterical
pcllcy, 12id down by the Genersl Staff. This stratecical policy must
indicate very broadly the type of war likely to be fourht; the eomditions
under which it is likely to be fourht; and the tine &thl ble for prop-
aratiosn. From this over-all ilrcctl n, the operati-ns staff must then
Jdeduce the rate of build-up »f the forces the sige ~f the Reserves to be
held in peace and the points in time at which re—equipment with modorn-
ized materlial must be undertcken.

From this same guidance the research and design authorities must
balance their program of basic and applied rescarch apainst thoe develop-
ment of designs and prototypes. Here, a definiti-n ~f "time availlableh
is absclutely essentiale The supply authoritics, in conjunction with
the cperations staff, have then got thr ~roblem of assessing what ime

ediate production must be held available tv maet thi ~ver-all planning
1n dircet relation to the reserves hbla an tlu rate at which avallable
capacity must be expanded t» match the growth of the forces.
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Tt is guite clear that it is impossible t» insure completely in
neace against the risk of war. The premium to e paid must be settled
as a matter of GQwermment policy. It is vital, in my view, that all
the. authorities interested in the question of ,repuredqess Lor war wmust
- De. closely integrated int> some central organization, If ary'rlsk is

icy

taken over this field; it must he -taken as a matter of pol and nob
as & matter of chance.

. This review, which I have baen thrauﬂh very quickly, of necessi
~has been rather sketchy. I hove, in anj‘suhscquent questlﬁn weris

shall be able to pive you fuller information on any points you ws
to raise,

Thank you.

(ipplause)

GENERAL McKINLEY: Gentlemen, General Wrishery has been kind enough
te submit 4o & question perind, whieh will start 2t two o'elock, Thero-—
fore, I want to confine this period to any, shall we say, minor questions
concerning some statement he may have made, »r socme peint you want to
clear up &t this time. I would rather you think gbout what he has said
and prepare yourself fzr the guestion perisd this afterncon,

are therc any ninor questi-ns? (N~ response)

Thank you very much, General Trisber

(4pplause)

(7 May 1947—350)E
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