In talking of the Conference which hw
by the present administration to study the fr'ofriii"-n.
in this country, both present and ruturo. I am anlv Qﬁ
to carry out the duty with which every member of thst'
nas been charged by its director. A council of unof "
‘ihatever it may be able to advise or plan, it dinlnﬁa

operation of the citizens themselves for results. Thie

ment Conference is an agency, the usefulness of wh15'

established during the War, and an agency which botﬁ'iaéi‘ i

tions aoom to be using since the War. Not that we htvor_~
had groups of citizens of various views called toclﬁbor tn'ﬂ
about difficult public problems. We of course have had
very large scale; but the experience of the Council 6&1“
Defense in the recent War has given an idea of uling suck
in a little differont way than we have ever done bofor'.-
Two years ago President Wilson called to;i;;=%_
known as the President's First Industrial Council. If_ﬁni
r1n1t§ plan put before it, fo lay out a plan for the t§37

of industry in this country. It went to pieces tifhl#_ﬁm_,

situation., That is, it refused to bo a non-p&rtisnn

7 unything ‘but the pro-ont and itse troublon. aad tho
- #mmod-




furnish relief, it was a conference to furnisk !ork. -q‘

.

later, a second industrial conference was called to
replace it. It sat in iecret for weeks. It turned out an ad-
mirable report, and one which is of value to people who are éon- .
sidering a more scientific organization of industry in this country;
but it was a report entirely lost on the country because the Ertr
of citizens composing it did not take the citizens of the counfry
into their plans as they worked, nor did they make any pl-n for
carrying on what they had done.

The experiences of both of these conferences were utilized
in the conduct of the present Unemployment Conference. That is, care
was taken that its sessibns should not be devoted to partisan indus-
trial politics and that its findings should not be shut away from
the public. The first was accomplished by a thorough preparation
of the work which the Conference was to do. For some weeks before
it was called together there was at work with the Secretary of
Commerce, Herbert Hoover, the Chairman of the Conference, an ad-
visory committee, made up of some-of-our wisest and mest pro-
gressive business men and soundest students of economics. When
the Conference met on g‘#obi}' 10 there was, therefore, a complete
plan of the ground which it was to cover, ready.

The President and Mr Hoover set the note at the very start.
He had not called us together, the President said, to solve the
problems of the social system, nor were we called together to throw
the blame of the present difficult situation on anybody or anything.
What was wanted, in the President's judgment, was to know how much
of a problem the one that was scaring us was, how we could deal with
it, and what we could do to prevent & recurrence. :

Mr+ Hoover still further limited the field - we were to

make no raids on the public treasury. The gist of his remarks was

that we must find work for people. It was not a confe nn. -. ‘f

e it ol Soed
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lé members could not settle down to consider the problem too quickly.
%% As a matter of fact, six hours after the Conference first
Lc\; met, u-_ Organization Committee was back, ready to appoint the

:__: various committees which had been decided upon; and before the even~-
i ing of our first day those committees had all had their first meet-
I(:; 1xig and organized.

|§§ There was a wrinkle in this organization which contributed
::: enormously to ites effectiveness.

|:—H.S Executive Secretaries ‘

Ei? Morning meeting of Executive Secretaries

Iuj Daily progress reports of all committees, given
Q to all the members that they might n; where all the work was headed
I&? and how far they were overlapping. This, with fixed dates for

:Lé making reports, made the Conference one of the most regular and ef-
5\!: ficlently working bodies that I have ever been associated with. It
ISE takes time to work off obsessions, to get down to business; and it
LF was done in this Conference with a minimum of -loss.

I‘L‘_\“ The work had been cast into two main fields - emergency
;;JS and permanent. t emergency meant finding firet

ii how big a probiommn had \on ;Klf”hgnda ‘r - .

%ﬁ And there, at—the—start, ‘#o- ntmck';l: snag - & very serious snag in-
g? ;!oed. A V'\PUV

(FWMW This country has no reliable method of collecting statistics
S“»Q as to the nurber of its people that are out of work, no sure method
(\(E  of #elling how serious a depression in any one part of it is, no

SDL_, possible way of shifting bodies of workmen safely from one locality
I((% to another. The first break of the Conference came in a statistical

ke ooo ooo but it eaused some very severe strains to uhi that ¢
'-ai

committee, to get some figure thnt was conpnnt:l.volj safe to settle

on as the number out of mploynont' As you know, we settled on

lhn, for you had the pooplo lhe. for one ruwu



get work to people. What could you, the aonnunity,:dogl

claimed there was no unusual unemployment in the country, and those
who insisted that there was as much as 8,000,000 out of employment.
On this problem of statistics, the Conference has put
out to the country some admirable suggestions. It is obviously
our business to establish what Mr: Gompers oallug an industrial
weather bureau, something that will tell us weekly, we will say,
just how we stand in the matter of work, that will make it possi-
ble for us to advise men where jobs are ﬁo be found. Mr., Gompers,
in making an eloquent plea for the perfection and completion of such
an effectual agency, picturesquely compared the tide of workers
to flocks of birds and schools of fishes seeking food, only that
the flocksof birds and the schools of Tishes have a sure instinct,
they know where food is to be found, and our wyorkers in periods
of dobreuu1bﬂM€£:Jéiaéke£~iﬁtt}Lt§££7Y!a:gdée foun
The establishment of agencies - local, state and federal,
properly equipped, rigorously and scientifically administered,

is one of the most important immediate things for us to do in thie

country. e.
Ahd the next was, How are we to get immediate work? Ve

controlled no industries, we had no legislative authority, we had

" no appropriations, we were only a band of citizens. Could we make

any reasonable plans and back them up with sound auggegtion.? It
muuy be. something which would be within the range of the great co-
opnrativo body of the citizens of the United States which were our
constituents. We were citizens, officially called together.

We |poko directly in a non-partisan,meg-political way to citizens,
We were not asking their votes, we were not using their money,

we were only, like you, trying to find out some pmctical way to
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see how thoroughly the citizens recognize its peculiar relation
to themuelvos and bring out suggestions. It is to hundreds as if thoy
aaid, Well, you are only one of us., My idea is as good as yours,

probably. here is mine. The mail of every conference member was

- Cut down. or reform the
what
taxes - Use the land for gain - Consider/the surplus of gold is

heavy every morning with auggeations.

doing to us = Build public works = Bliminate Women from industry -
Reform the railroads - Aumend the Constitution so that the Govern=
ment will have to give every man work = Turn from the service of
Mammon to that of God, practice the Goldon Rule - these are random
suggestions from my own mail bag, and these were the lines upon
whiech most of them ran. I heard Mr Hoover say, two or three days

after the opening of the Conference, that he had 2,000 suggestions on

hi# table.
which

_ It is right that the citizen body/feels its responsibility
80 keenly as to crystalize so many plans for relief should be called
upon to carry out the suggestions that its representatives make.
And this wae the central thought of the emergency suggestions which

came out within a week after the Conference was called to order.

These auggeationa. rough i. said to tho comuunities of the country,

You have a natural leuder in yOur mayor 1et thin mayor form an
emergency commnittee, find out 1n the best way that he dan =- and the
Qonroronce had the advice about these ways ready for him - what your

problem is., Stir your community to find wor t are your

factories doing? Can they not, by half time, by shifting wérking

forces, by doing repairing or building, give at least a day or two

a tuk? Are there any of them so exhausted that they cannot do

something? What are your private oitiaenn doinc? Are thlr ndiia'”

all the repairs, employins all the people that thpy u4¢n$ 4

there was an urgont pressure pn'thc cunﬁunit;rtp



of general depression.

Attention was given to a connidornblc no-stblo roliot
that lies at this moment in the country in public works, Take
the matter of road building, for instance. (See report) :

We fouﬁd on examination that there weresreclamation
projects in the country, half completed, that by an appropriation
of some 16,000,000 dollars from Congress, could grvi imnmediate work
to some 32,000 men. THese,.it is public knowledge, were approved
projects. That is, it was found on examination, that there are
approved projects, for which the money had been voted but which
because of some little hitch are being held up. Those in authority
said, If we wait, freight rates will come down. Mnterlsll_will
be lower. But by their waiting they were only adding to the de=

pression.

What it amounted to was that the Conference said to the

oeuntry, Here are curtain suggested things that you can do. G:gl
to work and do them. % \ ﬁ P M

The press characterized this emergency program of the

Conference pretty largely as 'passing the buck.' But it was very
interesting to see how seriously the communities themselves for th'}:a
most part have accepted the buck. Within two days after that pro=-
gram was annouficed it was necessary for Mr* Hoover to establish

at the Dgpartment of Commerce a special committee to rooeivo.thir
calls of communities that were willing to do their part, Within s
week over 100 cities of 25,000 or more inhabitants were in com=
munication with the chairmen of that committes, seeking infomati
about the best available plans. The press ﬁigh& 1&u¢h hut&iﬁ‘

did not. As a matter of fact almost .vo:yboﬂy r.nlisad thn&

had not done all that they might have done to rmama."

sttuutton.

Luckily, there were certain




oxncllont things. For instance, Milunukoo had a full prn&tﬁ! iﬁ§ﬁ§¢
out with the aid of her progressive employers. Detroit had llin;

Your o'n experience was called in,/ In this finding of work, one

(’fiing was lnin“ﬁiiﬁ';;‘;I:;;;;’- that it must be work which was

i

f economically sound, useful work. No toting of stone from ono pil. 2
to another and then back again = no sewing of seams and ripping
them out. It was very interesting to see the emphasis that was

J placed upon the work being economically sound.

The Conference saw the problem not only as & utilitarian

matter but as one of a great waste of human energy. Think of the

f waste caused by 4,000,000 men out of work. Taking the average wage i

' as only $3 a day, and it amounts to #12,000,000 for a single day.

2 Add that up and see what kind of & sum you get for 300 days in &
year. And then remember that these millions of dollars are the
¥ind of money that is in constant circulation. They pay rent, buy

| food, pay street car fares, buy clothes. A community runs very .
largely on these wages. I have seen towns brokwn down and doatroy.f
‘ by long periods of unemployment .

i And not only®that. There are the social effects - the

breaking up of families. There is the mental effect - unrest tnﬁ

bitterness. A great deal of the present unrest and dissatisfactic

in this country comes from the fact that we have an industrial and

political system under which these things can happen . 'ﬂnm.thtngi

is wrong," your man out of work says - and he is quite right.

the waatafulnosa of this thing, constantly thrown in the flnn lf‘

3

é confcronce. that was a great urge in finding methods,if thn:; W

'\ nny.by which to pepvent tho recurrence of these pcrtoﬂp .,

\\:i':_*;ﬁ B NI §
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Two features of industry were much dis
1 appear eventually in the riporiq-of thp‘:
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_ég qn employment.is coming to be pretty well known. We have great

é? industries in this country = coal mining, for instance, in which

?ﬁ _ the worker never knows anything like what we call steady work.

{_T The most conservative estimates show that in the bituminous
'ﬁ:ﬁ coal mining, men work not more than two-thirds of the year, about
'Ei* 200 days, and that out of the 8 hours which he stays under ground
E?i he usually has not work,for one reason or another, of over four

Ei hours. The ;esult of this is what? That we have twice as many
| E? coal miners in this country as are necessary, and these miners are
%ﬁl fully a third of their time out of work.r There ies no organization
_Ei of the businees, no cooperation between the transportation agencies
Ei and the buyers of coal so far which makes it possible to do the

?% only intelligent thing and that is to so organize the business that
;Fék the mining force required for it has steady employment. The troubles
ET:; which have grown out of this failure of management are terrible, and
i@g the fault, primarily, is not with the miners' ofrganizations that are
e
iﬁ:_ fighting for regular work, it is with the operatives, the railroads,
;§§ the conswiers of coal, who do not insist that there be an organiza=
TI> tion of the business which will make this chronic unemployment of
IQZ the industry impossible.

'ﬁgé That it is possible to handle seasonal industries you

i%, - have had demonstrated in your own town. There were at least two

=) reports of handling seasonal industries that came from industries
E% in this town to the Conference. The manufacturers of clothing

%% who by standardizing of models, the use of staple materials have

G? been enabled to manufacture, a certain sure percentage of‘ondl

= ‘ g - A

g being relied upon. l*ws gL _M?W il

{(n It was very encouraging to have men dppearing at the

Conterlncc that had been able by foresight to 8o h‘ndll the

of depression that they had kept their force inthﬂ



methods were reported, and not only from the individual concerned
but by great corporations. The Harvester Company, with its 20 great

plants and some 50,000 employees, has been carry out, through co=-

operation with its shop councils and the unions a method of piling

up stock, making repairs, pnrf time work, preference to men with

S
H;? dependents, aid in securing employment elsewhere, warnings about

:iéi the amount of work that the plants had ahead that would serve as &
E%i: notice that a shut down might come. That is, intelligently and

'EE codperatively keeping their force uniform.

?E?; There are concerns in the country, particularly in the

’ﬁgj building line, that have kept their forces together by putting up
7(;} buildings, even at a loss. They argued that they made great money
.%%i during the War, and that it would be better policy, even to go ahead
§§§1 at a loss, than to let a trained body of men scatter. And the wisdom
éﬁg of this policy certainly will be shown when business rcvivo; and

they will be the ones that are seen to be going concerns and ready
for contracts.

But it is not alone seasonal employment, the cénforonce
found that was troubling industry. .It recognized what is called

so graphically the business cycle. That is, the recurring periods

of prosperity and depression which for a half a century at least ;
in this country has gone through until it has come to be regarded
as almost a chronic condition. Why should they be? Can we prevent
them? That is one of the most interesting and fundamental studies

the Conference has taken up and in three or four months it hepil to

have a careful, suggestive pamphlet on the subject ready for die-

tribution.

We all know this truth, this buainens of cycle. We
 peak, a
an onormoug/boom period and then gradually we drop down ta a

”--npondingly low depth, and we so round and round- We .:n




helping ourselves when we drop into the depths. The gist of the
suggestions for handling the business cycle which came before the
Conference and which have been put aut are something like this.,
In good times prepare for bad. In good times we don't
believe there is a possibility of bad, If money is plenty we use
all we have and seek enormous credits. We build, and ovar-bﬁild.
Take the textile industry of thia.country. as an illustration.
It today has three times the spindles that it needs in any normal
prosperous time. WMany other industries are like that. They
build for the boom period. And, remember, ths& equip theﬁnclvau
with workers for the boom period. They knew what they were doing.
They were expecting money enough to pay for this investment.
But how about‘tha man that have brought, perhaps from over sea?
He is looking for some permanent thing - he finds the most transient
thing. That is, in periods of prosperity we treat them as if
prosperity were eternal. We don,t hold back money or work for
the period which always surely follows the boom. This problem is
being wrestled with already in at least two states, and it has been
attacked by the federal government in this way. ILet us plan for
roads, we will say, or for building or for reclamation of land.
Accept the necessary plans. Vote the doncyn; but always hold
back for possible depression periods, say 10% of the whole sum.
The State of Pennsylvania has done something like this, so has
Hew Jersey. The Federal Government two years ago approprilted
$200,000,000 on condition that the states match this sum, to be
spent to give work to the unsmployed in the period of doyrluqiph

which Congress foresaw might follow the War.

That is foreseeing youtfnomploymont period. Intelligent
handling of the business cycle means that you will not be oofin@j@;*

over-manned in industry, and that when you dripfdnin”yiw,h‘ _have

-

ready for the men that have been thrown out,




= the trouble, and you will getfar toward handling the permanent

QG difficulties.

& But the Conference saw very clearly that wise as we might
be nbdut our business cpcle and our seasonal employment - well
organized and busy and roppon-ivo we might be as communities,
knowing exactly how many we had out, foreseeing where we could
put them when they were out, that there were other and larger

influences at work. There were great economic causes, quito outside

|_‘, that have brought this thing about. We might have been very un=

ST ’

i_"} wise in not foreseeing what was coming; We might lw_u been very

I(% unintelligent about not handling it as it did approach, but still

(&) : the depression was inevitable, under the conditions in which the

e

»% world has been operating. | i MIJ’I’;

IL: ) There was the War, with its terrific doatmo!th). There was

\_Ig Mu“‘burpm\k:kran %rﬁ{w:fiaj:::hir basis to the

'(; relative value of commodities. There was the dflnstroul state of

g | the tax bill which although three years have pluoa. since the

'\LE War closed, we are still on the basis of war taxation, and the

\ji measures which are now suggested fill us with misgivings, There

iWi has been no definite settlement of the t:;irf. = no definite

;%T ' settlement of the relations between the government and the nililyo. ;

i_(:; We still have no satisfactory arrangements with Europe, making it

|-E possible for us to n:Z:rt freely. Of all the ngonc!.u_ that are

(C? in Burope, that are trying to stabilize its wretched condition,

I: we have no part in .__such as the reparation committee and other
agencies. The daaation from war prices has not gone oqul'.lly'.r :

__,_—# ik
Some of the tables that we presented to the Conference Were very

many discontented citizens.
Comparing prices mow and what they were tn 1

an index of the number 100. The man who



at various points. Take a manufacturing L R

Ty

to 91¢. The man that buys the sirloin steak is still inflated

to 157. The railroad rate on this.aumo beef, compared with 1913
is 214. When it comes to hides, it is worse. The man who has
raised the hide has been deflated to 76; and the shoes into which
it goes are inflated anywhere from 185 to 225, while the freight
rate on that leather is still up to 210 and the labor to 200,

No wonder at all that the deflated farmer raises & }ow when he
goes to buy boots, and has little nympqthy with the shoe worker

who is still inflated to 200 or the railroad worker who is drawing

The Conference put up these fundamental economic matters
plainly to Congrese. Every committee reiterated them. We can
advise, but you must act. And of course again comes the citizen.
Can we again pass him the buck? If Congress acts it will be
because of his pressure. The insistence he makes that it get
immediately down to the reconstruction of taxes, tariff, foreign
relations, railroad transportation that it has been so long
promising, that it decide something at once. It may not have
brains enough to find the best thing, but let us have its
solution; and if it is wrong we will correct it.

ThHe#e, very briefly, are the lines on which§§he Conference
has been working. It is interesting to note that the suggestions
were unanimous from a Conference which was made up of men and women .
of véry different experiences in industrial 1ife, conflicting
interests, and who attacked the problem in very different wayes.
That this was possible was due to the remarkable leadership
F4-was-a-marve:/on the part of Secretary Hoover and-a-mazwel

and the very general consent of disagreeing parties that they

owed it to the country to find out how far they could get together

and so to save.

There were the sharpest dissents about causes iﬁd measu
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!35 manufacturers of a range of view from the most old-fasibioned

é%‘ conservatism to the most progrgsnivo scientific vision, sitting

{i; ) with representatives of labor, Samuel Gompers at their head, and

- with them academic men, arguing from theery and not experience =

: and you have achieved a roaﬁlt when you get a report of real

i;i suggestiveness on which they can agree.

S; It was not always in the Coriference disagreements between

%il labor and capital, by any means. A very interesting disagreement
F% arose at the last public session in points of view of labor re-

é; presentatives on that qu stion of jurisdiction. The committee on
?E% construction brought in a report in which it said that jurisdictional
{:i controversy in the construction industry should be permanetly aban=-
& — - I e PR
,E%: doned as dtff}?:?ff% to the public welfare. Mr. Gompers immediately
égl arose and protested, citing as an example the well known con-

E;‘ troversy between the structural steel builders and the carpenters °

as to who should set steel window and door frames. One of the
most significant short speech made in the Conference came in reply
from John Dolan, president of the building trades department of
the A.F.L. and the labor reproientivo on the committee on*onn-
struction. "I had that paragraph put in," he told the Conference.
*"In my Judgment. there is nothing that today is doing more harm
to labor in this country than the insistence on jurisdictional
controls. It is leading to abuses which are an offense to common
sense. Jlabor cannot afford to support it. I am not willing
that that paragraph should be cast out." And it was not cast
out,~-Wisely enough, from the point of view of the whole Con-‘
ference, I think. That is, the Conference held together- Where d”";
group did not agree with the majority report, it filed its object
and this was put into the report and will be put to the public,
This work that I have outlined and the ;“‘ etg h : e

done and the principles it hés laid down -ﬂ.i‘ﬁﬁj‘




