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The accompanying report, the third upon age in the

building industry that has been prepared for the Nuffield Foundation

by Mr. Le Gros Clark, owes much that is of value in it to the generous
help given by members of the London Master Builders' Association and
the London Association of Builders! Foremen and Clerks of Works.
They were asked in effect to view the problem as a technical one of

the organizing of ageing men within the labour force; and on this
problem as an incidental part of the supervisory function in modern
industry they have concentrated their attention. As Mr. Le Gros

Clark points out, it is an aspect of the matter that cannot nowadays

be neglected in any study made of the possible place of elderly men

in production. This exploratory inquiry may well be followed by many
others of the same kind., Meanwhile, the Foundation is grateful for the
advice and co-operation received from all sides of the building industry.
In our present very limited understanding of the complex problems
involved, criticism and discussion can only be useful and constructive;
end it is hoped that they will follow freely the publication of these
reports.

L, FARRER-BRO{N
Director of the Nuffiald Foundation



[ P
SUMMARY

If we wish to study what chances elderly men have of holding their
place in the labour market, we have t0 examine the way in which modern
industrial processes are organised. Since for many processes men are
organised in teams or gangs, it is necessary to turn to the supervisory
grades whose business it is to maintain the 'flow' of production, The
present inquiry is concerned solely with the building industry; but
similar inquiries are needed in other parts of the industrial field.

Men age at varying rates; and cars has therefore been taken not to
define the term 'elderly' by any chronological age. The report is based
on the replies received from 78 building employers and building foremen
to a series of six quéstions.

The term 'industrially senescent' has been here used to describe
a worker who, while still far from senile, is plainly approaching the
stage at which he can no longer maintain either the pace or the standard
of work commonly demanded in his accustomed job. Reference is made to
other inquiries foom which it is suggested that somewhere about 40 per
cent of building workers (the proportion varying from trade to trade)
are passing or have passed this stage by their mid sixties. The organ-
ising of more than a small proportion of ageing craftsmen and labourers
on primary building contracts presents considerable difficulties,
especially on civil engineering contracts where mugh of the labour may
be casual and nomadic. The building industry has, however, an advantage
in being able to offer a wide range of maintenance, repair and alteration
jobs, where the pace is usually slower and where a reliable older man may
more readily play his part. The view is taken that, provided the main-
tenance side of the industry is not overweighted with the older men, jobs
of this kind can probably absorb at least twice as high a proportion of
them as can constructional work or civil engineering contracts. Anmong
the subjects discussed are the kinds of job to which an older man can
most usefully be put, the comparative problems inherent in 'bonus' and
'non-bonus' contracts, the indications that a man is 'getting beyond it!,
the problem of taking on an ageing applicant, and the relations between
older and younger men in organised gangs.

Estimates are made of the numbers o f men aged 60 and over at
present employed in the industry, and of the probable changes to be
expected in the age structure of the labour force. It is concluded
that, if the older men were to be more carefully distributed between
the constructional and the maintenance sides of the industry, it should
be possible to absorb a considerably higher proportion of the 'over
sixties'; but it is appreciated that such a re-deployment of the ageing
labour force would call for a co-operative effort on the part of all
concerned, .
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AGEING MEN IN THE L.BOUR _FORCE

————

The Problens of Organising Older Workers

in the Building Industry

% The report rccently published on 'The Employment of Older Men and
Women! " asks all industrics to review their employment policy., In the present
inquiry we try to assess how far it is nossible for the modern building industry
to use the labour of elderly men, No doubt what we shall say would apply in
some measure to s wider range of industries; but it is not safe to generalise,
since the conditions under which men work vary in so many respects.

It may be objected that it is quite impossible to define what we
nean by an 'elderly! man, The mere number of years a man hes lived is no
measure by itself of his fitness for a given job, But all ncn must at last
reach a stage when the signs end often the infirmitics of old age arc begin-
ning to manifest themselves in an unmistakable way; the time is clearly
approaching when they and their accustomed jobs will have to part company for
good, What decides when that time has come for a man is the actual naturc of
his job, the stresses and haozards it deily involves, and the wey it has now to
be organised. The last of these is probably the most importa:-. If the day
of the individunl craftsman working on his own has not entirely passed, it is
passing for most industries. Work is organised in a 'flow! of production and
in teams or gangs; it demands, not perhaps less skill and experience than
formerly, but skill and experience of a new kind, If he is to maintain his
rlace in industry, an elderly man nust be capable of fitting into the new
nethods and the new forns of organisation, Is it more difficult for hin to do
s0 today than it was twenty or thirty years ago? He nay, of course, if he is
forced to quit his normal job, find some other less arduous work; but with
that we arc not herc concerned, We are concerncd only with the job in which
he has spent his working lifc,

Ls a whole, the building industry has never adopted a fixed retiring
agey and it provides few examples of any superannuation schenes for its nanual
workers, Most of its employees seen to quit in old age, siiple because they
are no longer able to maintain the necessary pace or reach the necessary
standard, So we need only define ah elderly man as one who, while by no means
senile, is obviously on the verge of what we may call an 'industrial
senescence', There is evidence thot around their nid sixties about 40 per
cent of building workers have alrecdy passed or are passing into this stage =
not, of course, because they age norcquickly than other workers, but because
the way in which the industry is organised begins to discrimirate select-
ively between the fit men and those whose powers are failing., The proportion
varics somewhat fron trade to trade ond if a man has found hinself a
tsheltered! job, his chances of carrying on are usually better than in the
open market, But, broodly speaking, this scens to be the level of wastage due
to age that we have nowadays to expect.

To discover the answer to the question 'How far can the building
industry use the labour of elderly menPtwe turned to the supervisory grades in
the industry, chiefly the general foremen, whose business it is to organise the
lebour force on building sites. Most of then know what it is to have to deal
with men whose age is obviously beginning to make then uneconomic employees s
A foreman nay not be trained to recognise the medicel gigns of ageing, but he
is well aware of the practical linmitations imposed by the jobs he has to
organise, Not that the foreman's views on the matter can be accepted without
reserve; for he, too, like the rest of us probably has his bias. He has to
consider what he believes to be his employer's interests; and unquestionobly,
when younger labour is scarce, he will tend to take a more favourable view of
an experienced elderly man, But this is a technical problen - the problem of

First Report of the National Advisory Cormittee on the Employment of
Older lfen and Women, Cnd, 8963 H.M.S.0.



organising building labour in a definite way for a definite contract; and if
foremen are agked to take as unbiassed an attitude as possible, their combined
experience will give us invaluable guidance, It is difficult to see how we
can get the irformation we need in any other way,

Our report is based on 78 communications rcceived from building
firns and building foremern; in nost cases the firms seem to have consulted
their foremen before giving their views, The 78 records refer in the main to
a serieg of six questions that were set out in the inquiry form, The replies
to thesc six questions will first be analysed in brief; and the practical
conclusions they suggest will then be discussed. 4s it happened, not all the
questions were asked of quite all the participants; but a sufficient number
of replies was rcceived to show that any further inquiry would probably have
led to nuch the same pattern of comments and views,

Bach of the six questions is underlined.

1, If a foremon finds a certain number of rcally ageing men in

the labour force with which he has %o deal, are there any jobs or parts of
jobs he attenpts to retain especiaily for then? How far is this practicable?

Most of the foremen seem to realise that such men would have to be
kept off heights and very heavy work, as well as work involving an element of
speed, espcclially perhaps the last. On the more positive side, several
foremen would like, if they could, to s>t an old man to work on his own, or to
aope he will only have to be found a job during the finishing stages of a
contract, One foreman says, for instance, 'In nost cases it is preferable to
give then a job on their own; but I an afraid therc is not nuch scope for
this in these days, particularly with craftsmen. It is possible towards the
end of a contract to find work for old labourers in the general clearing of -
sites etc.! Lnother writes, 'On high class work, where output per nan hour is
not of primary importance, a foreman would feel safer with a conpetent old
tradesman, particularly on operations of a finishing characters... On a
contract wherc price is a consideration (usually cheap class work) foremen
cannot afford to enploy a large percentage of older men!,

A good many of the foremen nake little secrct of their personal
liking to have men of moture age and experience about them; and it is obvious
that they would gladly overlook, if they could, scme of the early symptoms of
declining strength or staying power. But even allowing for that, we have to
adnit that, as far as special or reserved jobs for the ageing are concerned,
they are not very plentiful on a modern building site. If older nmen could be
drafted on to the site, just at the moment when morc of them might be conven-—
iently absorbed, it would be less of a problem. In other words, much depends
on the size and duration of the contract, as well as on whether the work does
or does not require a high measure of individual craftsnanship,

About a third of the foremen gave some detailed indication of the
¥inds of job into which they would try to fit elderly crafismen and labourers,
We summarise briefly what they say. It will be observed that they seen usually
to have in nmind an older man on whose gkill they can rely; it is the unskilled
man or the man who has never become an all-round tradesman who is so difficult
to deal with when he is clearly 'getting past it!.

Carncnters: On contract work there is a tendency to keep the older
nen off carcassing and to concontratc thon on second fiwing (first fixing, too,
if they can safely undertake i%), interior fittings and bench work, Especial
nention is occasionally made of such itens as skirtings, locks, window boards,
panelling, door frames, the cutting of roof timbers, the cutting and fitting -
of ceiling joists. Foremen concerned with housing maintensnce and reconstruc-
tion scem mostly to agree on the ability of ageing men to undertake most jobs,
with the possible exception of heavy shoring and the renewing of floor boards.,
' have found that on reconstruction he doecs not seem to mind the dirty work
and has knowledge of how to get over the difficult jobs that are not shown on
plans,?
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Bricklayers: It seems agreed that an elderly man is usually safe
on scaffolding; but there is considerable doubt of his ability to hold the
pace on straight run building work, . foreman, it appears, would normally
try to retain hin for setting out and for brickwork at ground level; he
would also tend to sclcet him for cutting away and making good, nan holes,
main entrances and windows and light partitioning., On maintenance work there
is not nuch difficulty, except with stacks, roofs and possibly high pointing.

Plasterers: There is doubt among the foremen whether an clderly
plasterer can usually be employed on anything beyond patching up and making
good; it is suggested by some that ceiling work is in many cases unsuitable,
One writer would definitely confine then to the smaller contracts, DBut it is
agreed that, wherc they are skilled craftsmen, they can be found work on
cornices and mouldings, if such jobs happen to be still available.

Plumbersg: There is not nwoch reference to plunbers; apparentlyit is
assuned that they are nostly employable to a late age, provided therc is
labour for the heavier opcrations, Onc firn adds that its elderly plumbers
would be kept off work on gutters and stack pipcs.

Painters: Though again little attention is given to this trade, it
nust be realised that housc painting is often done under some time stress,
even in redccoration work. & fow of the writers suggest that nost ladder,
cradle and cven trestle work is unsuitable for the clderly painter, High
class work is reckoncd best for an old craftsman; but there is little of that
available nowadays, ‘

. Labourerst It is obvious that much here depends on the jobs a man
is qualificd to carry out, Thore are usually a limited number of jobs on a
large building site, retained by custom for older labourcrs, c.ge as storemen,
watchmen, cantecn attendants, first-aid assistants and in sone cases tine
keepers and delivery checkers, ALpart from this, a foreman nay consider that
reliable older men are helpful when it cones to timbering, striking shuttering
and working hoists. It is noticeable that a number of the foremcn tond to

put them on the more static jobs, c.g. levelling of ground, trowelling of
concrete, pipe laying, preparing naterials onthe ground and (in demolition work)
the cleaning aend stacking of bricks. We can no doubt assume that for an elderly
nan the climbing and hwumping about on uneven and encumbered ground is the most
trying feature of site work, One forcnan remarks that he finds the older men
prefer !rather to dig than to wheel a barrow, feed a mixer bub not drive it;
labouring for tradesmen, loading and unloading have little favour with them!,
Other foremen question whether such menoould be employed except on light
servicing work with carpenters or painters, or for cleaning up and malking good
at the closc of a comtract.

2. Does a foreman find it possible and reasonably easy to

organise the work in such a way as E place any obviously ageing men in jobs
where thoy can play thelr part? Or does this at bimes require a good deal of
thought and adjustment? "

The answer is that it depends mainly on the type of contract, on
the foreman's self-confidence and, above all perhaps, on his familiarity with
the men, If the records are taken at their face value, almost two in every
three of the foremen are inclined to say that it is a relatively simple matter,
But something must here be allowed for a foreman's assurance of his own
ability to handle his men, . fair number of the replies say nuch more
coutiously that, while it is just possible, it requires some considersble
thought and adjustment, It is plain that as a contract proceeds the problem
usually eases. The less fit and effective among the ageing men may by that
tine have left the site; and a foreman has taken the measure of each man's
capabilitiess On maintenance work with a permanent labour force, few serious
difficulties of adjustment will be met,

Two main problems seem to trouble foremen, the personal and the
economic, !The man himself,! writes one foreman, 'is a big factor; his
personal opinion often disagrees with the type of work to which he may be
allocated, especially if it is not of the type he has been doing for many
years past; he often feels that his prestige is lowered in the eyes of his
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fellow workers when set to what he teris o boy's jcb', But another guys, 'I
find they do not resent adjustments as the job proceeds, which cannot be said
of the younger elenent ,.. I find the older men more reasonable in trying to
understand the employer's angle,' Plainly nuch could depend on the way the
situation is handled, On the economic side changes in the methods of production
are certainly naking the problems of adjustnment nore complicated for the
supervisory staff., 'Men who are on payuent by results,'! comments a foreran,
tare frequently inpatient of the nore painstaking methods of the older man,
who even if willing to adapt himgelf, is often physically incapable of achiev-
ing their results; +this is particularly in evidence with bricklayers; morc
difficulty and thought are experienced with this trade in organising the work
of older men',

Hints of this kird occur herc and there anong the records, What they
rocan is that foremen too are having to adjust themselves to new methods; and
that nuch modern building work (like some other industries) seems tomporarily
in the process of becoming a !'job for the younger men'., If elderly men are to
be assinilated into the work (and some of the foremen are sure that, if it is
the firm's policy, they must be given clear instructions to that effect), the
organising of then almost certainly necds more forethought and adjustment than
it did twenty years ago., But again, as we have said, much depends on the .
nature of the contract.

Broudly speaking, then, adjustments can usually be made as the job
proceeds; and few foremen would care to admit that the task is beyond their
powers., But it is not, under existing conditions, a very welcome task; and
there is more than a chance that, if ageing men have to be employed today on
the production line, the pace of output will slacken,

3. In 2 nixed labour force, say of 50 or 100 workers, what number
of really elderly men can a foreman conveniently deal with? Is there a strict
linit in their number, beyond which the work would be difficult to orpanise,
because there were too many jobs reouiring sureness of foob, ete., to which the
older men could not be pub?

This is an at{émpt to arrive ot some kind of 'yardstick! or cstimate
of numbers., It was obvious that the answer would depend once again on the
type of contract or the work in hand, Some of the foremen, however, gave here
rather broad interpretation to the term'elderly'; and in consequence it is not
always casy to discover what they mean, So far as some of then plainly have
high class or specialised work in view, a limit of 20 per cent or so of
elderly craftsmen is not unreasonable, These writers usually qualify their
answers by contrasting the much lower proportion that would be possible in
cheap building work or with a casuel lubour force, There is also a school of
thought represented by the foreman who says 'On normal building work 20-25 per
cent could be men getting on in years, provided always they are keens it
night not be possible, however, to employ then (in some trades) throughout
the length of the job .... In painting, for instance, the older men would be
taken on at interior work stage's Lnother foreman remarks reminiscently,

'In the type of work on which I was engaged during the war a large proportion
of the men were elderly «e.ee When the younger men returned to the industry, it
was perhaps vith a little relief that one welconed them, as it was very
noticeable that their nmovenents were quicker!,

Comnents of this kind bear out what we have already found in
dealing with the previous questions, 4mong the writers who have given more
careful consideration to the problem, a clear distinction is alnmost invari-
ably nade between one job and another, For instance, the firms undertaking
extensive civil engineering or demolition work would not allow an average of
nore than 3 to 4 per cent of elderly men, One of them would go as high as
5 per cent for the craftsmen, but not more than 2,5 per cent for labourers.
On naintenance and some alteration work the proportion can plainly be much
higher; the average, in fact, lies between 15 and 20 per cent, though one
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or two of those who incline to the higher figure add frankly that it all
depends on the nature of the contract.

As far as straightforward building contracts of various kinds are
concerned, the estinmates are fairly uniform, They nostly range betwecen 5
and 10 per cent, with an average of abort 9, It is.agreed that on high class
work the proportion could rise to 15 per cent or beyond; but we have the
corment that 'there are certain jobs and certain jobs only for ageing men in
the industry'; and that would seem to be the general view, The firm thet
nakes this corment would admit a naximum of 10 per cent, about one man to each
trade, 4 plastering specialist considers that a ratio of one in ten should
not be exceeded; 'the ageing man would not in general stend the pace set by
the younger', A few firms nake useful comparisons, as for ingtance 'if it is
a reinforced concrete contract only a few could be used, approximately 1-2 per
cent; if it is o housing contract, where thc anount of finishings requires
skill, the percentage would be 10-15', On the whole foremen scen to prefer
to have a few older men about them on the job; but they are frequently
cautious in their estimates. They differ curiously in their views about brick
two-storey houses as contrasted with multi-storey flats; and it is clcar that
they are often thinking of the comparative strain placed on somc of the
labourers servicing the tradesmen, The usual opinion is that brick two-storey
houscs prescnt less difficulty, though this might be questioned under modern
building conditions,

What it anmounts to is thet a foreman with the right temperament can
probably make shift with a considerable proportion of older men, provided they,
too, have the right temperaments, and provided the time factor con be more or
less ignored., But for the ordinary run of foremen and in normal building
practice today much beyond 10 per cent would begin to tax a man's organising
powers, Of course, when it comes to finishing and naking good,a rather larger
proportion of older craftsmen and labourers might safely be infused into the
labour force; but whether that is practicable would depend on the size of the
contract. A maintenance foreman can usually nanage with anything up to double
the pioportion possible on a constructional job, especially wherc they are
reliable men who may be left to get on with the work in hand, Much depends in
building operations on the hazards, obstacles and broken ground likely to be
encountered; and it is on these that a foreman has his mind, as well as on the
factor of costs, when he is trying to cstimate what proportion of older and
slower men he can confort-ble fit in.

Given the normal proportion of maintenance to new construction going
on in the country, the industry could probably use clderly men up to 10 or
even 15 per cent of the labour force. But they would have to be rather care-
fully distributed over the whole range of varied contracts; and the nuibers
would probably differ somewhat from trade to trade. To put it in precise
chronological ternms, from what we know about the health and physical conditions
of older workers it scems doubtful whether more than 15 per ccnt or so of the
building labour force of the country could be efficiently nade up of men over
sixty years.

4s We ask you to suppose that g man of over 65 (i.c. the pension—
able ago) is gradually failing to maintain his efficiency, and that you have
Lo decide when the time hap tome %o dispense with his services or suggest he

should retire. Could you deseribe on what general evidence you would base
your views that he has become uneconomic? We are assuming here that no alter—

The man can apply for pension: and an employer or foreman would thus
have less reason to hesitate on sympathetic grounds, We may dispose irmedia=-
tely of two of the possible cases, that of the nomadic worker and that of the
long~term employee of a family business, Most older building workers would
fall somewhere between the two; for a good proportion of them even among the
casuals are at leastknown to some of the local foremen and employers,
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As for the nomadic building labourer in the extreme sense, a fore=
nan often has a shrew idea of his capabilities after a week or so; and he
is in any case usually discharged at the end of the contract, In the
experience of one firm, 'it is very seldom that we have to suggest that
he should retire or that we have to lay him off, =g such men, when they
find that they cannot keep up with the rest of the gang, leave of their own
accord to get another and easier job, The first sign our foremen have that
a man is becoming unecononic is usually that the other men in the gang will
not work with hin',

The firm that naintains a pernanent body of craftsmen, on the
other hand, treats then much as would any manufacturing concern under the
sure conditions. Most joinery shops, for instance, and speciclised fitters
say that they retain their regular employees as long as possible, This is
no doubt true of a good many old established bullders., !Foremcn,! runs the
answer from one such fim, 'are generally sympathetic to the old hand, and
are loth to deprive him of his 1livirg .... When reports from the various
jobs or contracts, on which he has been working, coincide in suggesting
“that he is getting past it, it is usunlly correct to assume that this is
the truth',

But the records as a whole seem to fall into three distinct
aroups. Therc are those that imply simply that it is a matter of costing;
there are about as many that try to measure the efficiency of a man's work
in a more practicsl way; and there are a considerable number that make
sone effort to define the physical and psychological symptoms of industrial
senescence, Ls for costs, it depends partly on the extent to which a
costings department can nmeasure individual output. Bub a further prime
difficulty is that of carrying even a few ineffective men on a site where
costs are severclycompetitive, 'A man still has to be paid the rate for
the job ssee To be employed in a lighter capacity he would have to be
regraded and subsequently re-cmployed as, suy a watchman, hut orderly or
welfare man',

Tor our purposec some measure of physical efficiency is more
important, because it helps us to see at what point the organising of older
men on the job actually begins to break down, Acquired skills seem rarely
to desert a man; what leaves him is speed or at times interest inthe work,
or rather perhaps (to put it more precisely) the ability to complete a good
job in the time that can at the utmost stretch be allowed, Either time or
finish, or possibly both, have to go. Thus the foreman of a joinery firm
renerks that in estimating the output of a labour force both the highly
efficient and the not so efficient members have to be taken into account.
'"When the standard of work and/or the rate of output of the older man fall
below the lower level of the whole force, he becomes uneconomic!., This
is helpful; and cgain 'the general effect (of a man's loss of output) on
the production of his fellow workers' is mentioned by a construction
company,

The comments of one old-established fanmily firm are worth sum-
narising here at length, The firm is engaged on a variety of contracts,
usually with a labour force of up to 25 men, Synptoms of growing
inefficlency in ageing nmen are suggested in the following termss-
Bricklayers: A4 decline in accuracy, e.ge bad levels and angles, work not
nlunb or square, inability to complete work with the same finlshed appear-
ance as hitherto. Plasterers: Inability to obtain a satisfactory finish
in setting coatr and cornices, usually due to failing eyesight and an object-
ion to wearing glasses, Plumbers: 4 lowering of standard in the finishing
of work, c.g. pipe runs fixed out of verticel, untidy joints and a tendency
to take insufficient care on the difficull jcbs, (Carpenters: Age is
usually apparent in o lowering of the stardard of finish and a lack of cone
centration, Painters: A4 decline inthe svandard of preperation and in
obtaining a well finizned job, e.g. bad joins in papering, due in the main
to failure of eyesight ond not of skill, Laotourers:i Ageing is usually
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detected in the amount of physical fatigue and in the inability to produce
the physical effort previously obtained. The labourer usually knows when
it is time to retire'.

It is, then, less a failure of skill that counts than one of eyesight,
endurance and possibly real interest in the job. The factor of eyesight is
mentioned in several of the records; but it is difficult to determine what
part it plays. There is some slight evidence from other sources that men
occasionally feel that the wearing of glasses will affect their prospects
of employment. More important are probably the increased accident risks
in the case of ageing men, and the shifts to which they have recourse in
a vain effort to elude the years. 'A man that is failing to maintain his
efficiency', says one foreman, 'is quite easy to spot. He will start watch-
ing his charge hands and foreman. Hc will appear busy while under observa-
tion, but will slack off when not; some of them have this to a fine art!,
Other writers draw attention to the curious ahanges in personality that
do at times accompany old age. O0ld men, it is said, become 'argumentative!,
‘may fail to grasp simple explanations', 'will not carry out instructions!,
show 'a reluctance to undertake certain work', 'become awkward and eantank-
erous'.

The risk of accidents is referred to by a number of firms, frequently
in relation to failing eyesight, unsurenecss of foot and so on. One corre-
spondent, for instance, mentions 'such evidence as falling over materials
or involuntary unsafe acts caused by physical disability. In view of the
present position with regard to the enployer's liability this is important'.
Among the other symptoms said to be observable are more frequent absent-
eeism and, of course, an increasing slowness of performance.

Several of these comments may .reflect a personal bias on the part of
those who make them; but we set them down without further remark. In
effect, however, the nature of the industry does almost invariably demand
a certain pace of work, determined sometimes by the speed of a gang, some-
times by the materials used, sometimes by the factor of costs. Under such
conditions a man aware of his age and his growing infirmities may follow
characteristic paths of evasion. He may, for example, absent himself in
an attempt to recover from incrcasing fatigue; or he may put up a mental
resistence; or he may slow down when out of observation; cr he nay begin
to neglect the finer points of craftsmanship. There is no suggestion of
blame in all this., It is simply the normal reaction of a man who is trying
to prescribe for his own increasing disabilities. As a matter of fact, if
he could be left to himself, he would probably 'ease up' in almost exact
proportion to his declining powers. But he can rarely be left to himself;
and the majority of ageing workers probably retire from the industry at
just about the stage where their failure to maintain the pace demanded of
them by the conditions of modern building may no longer be concealed from
a foreman. A few elderly men survive in light or 'sheltered!:jobs. As
we have already said, there is some evidence that around 40 per cent of
building workers (the proportion varying from trade to trade) have passed
or are slowly passing that stage by the time they reach their mid sixties.

_ 5. Is it your experience that really older and possible slower men
ix woll with younger ones in a working gane ¢ If older men of thig & i
have o be employed, is it preferable to put them in a gang of their own ?

More than 60 per cent of the records venture a view on the employment
of separate gangs; and, while many are uneasy about mixing young and d1d,
the proportion of those opposed to any policy of separating the ages is of
the order of 5 to 2. Some of the foremen. are strongly opposed to it; and
we are indeed left in doubt how far most of the foremen who advocate the
practice of separating young and old have actually experienced it at work.
They have 1little to say on the subject; and a few qualify their
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renarks by adding that sep ration would be preferable if ageing men have to
be employed,

Several of the foremen, who would isolate the older nen if possible,
rezlly prefer to have then working individually on thoir own, or at most with
one or two sclected younger men who could both benefit from their experience
and help them out., The views of those who arc completely opposed to any idea
of separate gungs may be judged from such phrascs as the following:- 'If all
the older and slower men were placed in o gong together, the tempo of product-
ion would inevitably be governed by the slowest member!, 'In such a gang you
only have to have one lazy man to roduce the oubtpub of the gang to his level;
o nman of sixty working with younger men knows that he has ot to pull his
weight or he will be noticed; the scne men in a gang of slower uen knows he
is not so likely to be noticed!, 'When o bunch of old nen get together, they
arc the most quarrelsone, contentious persons it is possible to imcgine!,
Hloving that herce again thore nay be some bias, the argument is o strong onc,
Whatever the composition of a gang, some »acce has to be maintained; and men
on the margin of old age may well hove their morcle gustoined by association
with men of leoss mature years. Scgregation, in other words, is psychologi-
eally a questionable proctice in this industry (even if it is not so in other
industricl ficlds) wunless on ogeing man con be sct to work completely on his
OWll,

The records are coloured by the idea of bonus incentives, A4t least
a third of the writers refer to such schenes, and scveral others probably heve
then in nind., Whetever forenen may fecl cbout the advisability of mixing old
=nd young they tond almost invariebly to swggest that a bonus produces or
accentuates friction between the ages, Some of the foremen, of course, have
no experiencc of working bonus schemes; ond these seem usually to favour
mixing the ages. It is admitted, however, by more than one writer that the
attitude and age of the forcnan may affeet the worldng of even a bonus scherne,.
'Group bonus,! says one of them, 'docs cause o slight grievance 4... but
nroviding the percentoge of ageing men is spread over the various trades, all
should go smoothly'. inother gives it as his experience that Yewen on bonus
work the younger labcurers will carry the older uen, so that all may have a
share; if they feel the ageing nen is pulling his weight to the best of his
ability, there is little grousing. smong operatives there arc far more requests
to renove ageing men from bonus gengs'.

Lbout 20 per cemb of the records nake some refercnce to the factor
of tenperament; and neny of these are clear that the foreman's job is to
mix nen of compatible minds, olmost regardless of ege, Intolerance, it is said,
ig by no neans always on the side of the young., Now it is certain that, if
tenperaments arc well adjusted, almost any gang will steond the test. Bub
forenen remain cautious; and some would hesitate cven at the best to mix the
nges of conercters and bricklayers. Occagionally the good traditions of the
industry are uentioned with approval., !'There is,! says one foremen, 'plenty
of good natured leg-pulling, but thc younger men usually do their best to make
things casy for the old'; and another rcmarks that 'unless you pick men of
the sane tempercment, thers is always troubley I am very carcful when mixing
ny oangs's

Whet has undoubtedly inpressed many forenmen is the advantage to
thengelves of having grades of cxpericnce and skill mixed in a gang, even
where the higher level of experience may be coupled with some decline in speed,
It is for o foreman the naturel wey of going about the job, Oh building and
site prevaraticn the younger men should be learning the knacks and refinenments
of their work as it procecds ; and much of this can safely be left to the
older employees. The agility and strength of the young is expected to compen-
gate for any failing on the part of their elders. ALlmost 25 per cent of the
rccords stress this factor of mutusl need. Only the older nmen, it is said,
Inow how to stcer round difficulties; the younger craftsicn of today have had
too little experience of high class work; the presence of older nen secms to
impart stability and a stcady rhythn of work, A1l this is truc; and it under-
lines the fact that most foremen are themseclves craftsmen of standing who have
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a natural sympathy for the older craftsien or labourers on the job.

Foremen of this kind tend to find the new methods and the appli-
cation of bonus schemes rather disturbing, The transition comes at a time
when a fair proportion of the younger men do seem to lack experience and
concentration., The difficulty, if it is a difficulty, will only be over=
come by training courses that produce young tradesmen of a reliable
quality, Even then, if the pace of construction is to be speeded up, we
may not for some years solve the problem of absorbing older men; and this
is particularly true for the ageing bricklayer, plasterer and labourer,
While, in brief, a good many of the abler foremen can probably combine
the ages on a bonus job, the fact has to be faced that most of them would
prefer to be rclieved of this degree of responsibility., Separate gangs of
young and old do not seem ordinarily to provide a solution,

6. When you have obviously elderly tradesmen or labourcrg

applying for a job, can you explain how you would judge their suitobility
for the work? WUe should be glod to know on what general evidence you

would base your decision that they can at their age maintain the necessary
speed and standard of sperformance,

The question has a special inportsnce for the building industry,
because men are often moving fron contract to contract; and an older nan
may find the intervals between his periods of employment growing longer.
It con indeed happen that a shrewd forcman (as one of them implies) will
see in this a sign that a man is becoming less employable. Certainly
there are many foremen who would prefer to have some personal knowledge of
an ageing applicant, or at all events to have hin recommended by o fellow
worker,

It is admitted by several firms that much will depend on the tyme
of contract and on the labour available, The usual practice is for a fore-
nan to rely on his judgment and then to watch a doubtful case morc closely
for a week or two, Normally during the first week's enployment o man
may be discharged at two hours'notice; and this gives the forman the
chance of sceing whether a mon fits the job. it least a third of the
records agree that the only sure mothod is that of trying a man out.

So far ns it rosts, however, with a foreman's ability to sum up
an applicant, we have some indications of the way his mind may work., The
nan is usually asked his experience; and herc it is plain from the
corrzunications that an ageing labourer who had never worked in the building
industry is not likely to be tcken on., . man's novements and gait are
observed., Any suggestion of failing eyesight would be at once noticed.

If the face has a 'worn out! look and the hands give no evidence of nower

of quick rezction, a foreman may hesitcte. Unsteadiness of gait or an
apparent lack of incentive would often be decisive; a foreman cannot

afford to tolke on an accident risk, But much still depends on the kind of
job a foreman has in mind; and there are times when a man's craft cxperience
will outweigh his obvious physical failings,

The test of performance is mostly carried out on a !rule-of-thumb !
method, 'If a labourer is willing,! says one foreman, tand can keep going
for the working day, he can be made use of!'., .nother indicates how he judges
the various trades, !Carpenters,' he says, 'must be able to move about
quite freely, bend down to fix skirtings or climb on to a hop-up or stool
to fix a picture rail; but in bench work if any, there would be greater
allowance made, Bricklayers can be less agile, but once on a scaffold
they must be able to bend their backs and be capable of an effort on corner
work or on the line, Plastercrs are always strong across the shoulders;
and they should remairn so if they arc to continue at work; they must also
be able to do celling work, as there are few light jobs available,

Painters can possibly get away with slightly less effort than other trades—
men's He adds that 'labourers are a little deceptive until they are tried out!,
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Broadly speaking, the state of the labour uarket has no small influ-
ence on the decision to try an elderly man., It is reccognised that he might
well have gravitated to a more or less!'sheltered! job with a maintenace firm
or public authority; and the question in the mind of a forenan may be why
he has not donc so, If he is known zs a good worker with a stcady reccord of
caployment, he would uvsually be given a trialy bub if, as occasionally
happcns, a forcnan has no previous knowledge of him, his chances are more
rcuote, In brief, the ncmadic character of nuch of the industry ankes it
somevhat less favourable for the ageing; and a mon night be well advised.to
have found himsclf a settled job, if he could, by his late fifties.

CONCLUSION/
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CONCEUSTONS

The varied and complex nature of the building industry makes it
impossible to generalise about the employment of older men, It has fow of
the characteristics of a factory industry, If we take the extremes, we
have o:n the one hand civil enginoering contracts employing a very large
proportion of casual labour, and on the other hand maintenance and jobbing
yards that may employ a more or less permanent staff, The conditions are
clearly quite distinct,

In civil engineering contracts, for instance, the proportion of
elderly men taken on will often depend quite frankly upon the availability
of young labour., The proportion preferred is small, not more than 3 or 4
per cent. .. foreman or agent is here at a disadvantage, in that he fre-
quently knows nothing of a man's previous record. Not all foreien can
trust their judgment at sight, and they may be suspicious (as some of the
records suggest?mthat an ageing man would not be applying for a job unless
he had proved unsatisfactory to local employers. Work eof this kind is
vsually organised in gangs; and a gang is an organic unit maintained in
a delicate balance of temperaments, One slow or incompatible man in a
gang influences the pace and output of the whole gang. It is for this
reason that many of the writers insist on the need of forethought in
adjusting the composition of their gangs.

To put it briefly, the casual nature of most civil engineering
contracts makes it difficult to absorb many older men; it is exacting
work on broken ground (not on a factory flooi)} and under varying weather
conditions, What mainly linits the employment of the old is the average
foreman's inability to judge at sight whether an elderly man is likely to
prove an econonic proposition,

iR gt o e

In maintenance or alteration work, whether it be with a building
firn or with a public authority, most of the nmen are or could be fairly
pernanently enployed. They may have drifted into that type of work while
they were in their fiftics and still thoroughly employable. Many of the
jobs are completed by one or two men working on their own; and if they
were not efficient and reliesble operatives, they would usually have been
discharged before they were becoming industrially sencscent. Experience
is here more important than time stress; and since a man's basic skill
rarely deteriorates, and since he and his emnloyer have had the chance of
knowing one another intimately, there secms little reason why he shculd be
rctired until the job is literally beyond his powers. It nust, however,
be added that it is better for a man to gravitate to this type of enployment
while he is still vigorous; there seem to be many tradesnen who wait until
age is far advanced before they seeck jobbing or maintcnance work,

The cvidence suggests that the proportion of elderly men in
meintenance nay safely be made twice as large as on constructional work.
This cstimate is supported by one or two restricted surveys. For instance,
the age composition of 8307 mon engaged on maintcnance work was comparcd
with that of 4896 engagoed on building construction. dbout 9 per cont of
the men on maintcnance were over 60 years of age, as contrasted with less
that 4.5 per cent among the constructional workerse The proportion is not
dissimilar fron that suggested in many of the replics to question 3 above,
It is a subject that deserves much closer study; and further evidence might
be sought from various branchecs of the industry, including the medium and
snall maintenance firms,
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Firms that specialise to some extent oa high class work may be in much
the same case ad maintenance firms. They usvally yc ly upon a nucleus of
tried employees, and can often call upon a certain number of 're_ular
casuals'. It is the gquality of the work that counts rather than the time;
at all events a wider margin of - time can be allowed for the completion of
the Jjob. Here again a craftsman will probably continue to be employable
up to the stage at which the physical and mental adjustments that compensate
for his age (economy of effort, steady rate of production, planning and fore-
thought) begin at last to break dowa.

o o e e e e o e o

Most building work, however, lies between these two extrecmes; and

it is to the ordinary run of building contracts that our records in the

main refer. In the construction of houses, blocks of flats, schools, public
buildings and so on, some of the labour is necessarilylcasual'e There may

be a number of ‘'regulars' employed by a firm; and the chances are that many
of the local craftsmen will be known to trades foremen and charge hands. But
if competitive costs are involved, the fact that a foreman has not been in
permanent contact with an ageing worker must creatc some doubts as to his
ability to hold the pace. Throughout the whole ficld of industry foremen
and operatives need time to take measure of one another; and this is
especially difficult in building. A man of unknown ability has often to be
tried out in a gang; and a foreman is conscious of two doubts. How far will
an ageing man be compatible with the rest of the gang? And would it not be
less disagrecable to refuse him a job at once than have to discharge him later
if he proves incompatible?

The size of the contract makes no little difrercnce in the decision.
Not only is there more chance on a largc housing site for oldcr labourers as
watchmen, checkers ani odd job men. There is also the fact that, as the job
progresses there is continuous work necdecd on cutting away, finishing off
and making good. Most of this can be securcly left to the older craftsmen;
and meny foremen would probably prefer to have a few experienced if elderly
men following up the gangse.

It may be th:t the slighting roferences made here and there to the young
men of to-day reflect no more than the mood of each passing generation of
craftsmen but they possibly contain a modicum of truth. There has been a
break in the transmission of skill and experienc:; and the post-war genera-
tion:isin process of acclimatising itself to new methods of construction. It
has not yet completely done so; and in some instances the training the young,
men received may not have produced good all round craftsmen. Undoubtedly the
training schemes will improve; in the meantime, it is questionable whether
meny of the young bricklayers or carpenters of to-day are as well equipped
for slilled finishing and altcration work as were their fathers at the some
age, though the training of plumbers and plasterers is probably more tradi-
tional.

The fact that on group bonus cuntracts some men in their sixties, and
even in their late fifties, fail to maintain the pace (or have a rooted
dislike for this mode of production) creates a problem of a special kind.
It disturbs what has always seemed to be the natural rclations between the
old end young. The old, it was felt, should initiate the young, and the
young watch and help the old. Therc arc many knacks and shifts that can-
not be taught in a trainin; course, or if taught will not be fully assimilated
until they are met in practice. In the building industry trodes foremen,
charge hands and craftsmen may be to some extent interchangeable; they may
incdeed change places from one contract to another. A general foreman has
thus been accustomed to rely on his experienced craftsmen to play their
part in ensuring the smooth running of a contract. So far as the mere pace
of production discriminates against the older man, there is risk that the
full transmission of skill will suffer, that there
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has to be more 'making good! on a site than should have been necessary,and
that the task of supervising the younger men is made more difficult,

12t is the least favourable view we can take of bonus schemes
and payment by results, No doubt the problem is one that needs study.
The industry, as we have suggested, is in a state of transition and has
still much to discover about the newer techniques of production, It is
not impossible that the techniques themselves are capable of much
. refinement and experimentation, For instance, the tempo of work on a
contract might be graduzlly increased, so that by the time construction
is under way the older oneratives may be drafied out of the zangs on to
the finishing and interior processes, They will me.nwhile have done
much in the early weeks both to train the younger men end to initizte a
smooth rhythm of excavation and construction.

It would be interesting at this staze to know what proportion
of older men are actually now employed by the industry, The following
Table has been compiled from the Age and Occupation Tables published in
the Census Report (1 per cent samnmle) for 1¢51; and presumably the
numbers have not changed much sincc that date, ALl the categories of building
labourers have beun grouped together; most of them are probably civil
engineering labourers, It must be noted that the tcrms painters and
carpenters undoubtedly cover a fair number of men outside the building
industry (though not cahinet makers).

Table 1  Proportions of Older Men in the Building Industry

Trades . Total ! Totel - 60 end over | Percuntage - 60 and over
? H
Bricklayers; 151,900 | 10,400 ; 6.8
Plasterers | 41,500 i 2, 800 | 6.7
Painters ; 335,500 | 30,000 ‘ 8.9
Plumbers ' 100,900 . 7,900 ! 7.8
Carpcntors : 281,600 ! 27,900 $ 9.8
Labourers . 443,800 : 44,600 9.9

The proportions of the men of 60 and over in the industry have
been affected, of coursc, by the large post-war inteke of younger men,
In earlicr Census years tic proportion of older men in sevcral of the
trades had been considerably higher, As the total labour force bucomes
more stable, and as the men move on graduszlly in cge from decade to
decadc, the proportion of older men will risc perceptibly; and it could
probably risc several points for &ll the craftsmen without disturiing the
industry, The prescnt proportion of oldcr labourcrs may bc somcwhat
nearcr the meximum the industry can absorb.

In a few year timc, then, the pronortion of ‘'over sixties!
among the craftsmen may wcll have rcached 12 per cent or mors, Judging
by previous Ccnsus reports, we may rcgard this as a fairly normal pro-
portion; and it gives somc sumport to thc sugsestion alreedy made (pb )
that the building irdustry could possibly cmnloy 10-15 per cent or morc
of elderly men, their numbers being somcwhat carefully distributed., This
must not bc teken to mcan, however, that men in their early sixtics are
usuelly ‘ageing!' or 'ineffecctive', The main criterion is undoubtedly
thoir ability to maintain the nacc of production. 10 pcr cent of manifestly
elderly men is about the upper limit a foreman could comfortably handle on
a largc building site to-day. On a small contract the proportion might
have to bc lowcr, except where a builder is persohally supervisinz men
with whose capebilities he is alrcady familiar, On maintcnance work or
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where the quality of the work is the main consideration, the proportion could
risc much higher,

It is a common imprcssion that many ageing men gravitate to maintenance
work, e.g. in the 'small works' depertm.nt of a building firm, with a local
authority or jobbing builder, or in a factory maintenancce staff, To what extent
this happens, we do not know, It is possiblc that the high labour turnover of
rccent years has compellcd some maintenance employcrs to carry a larger proport-
ion of older men than they would have prcferred, The national labour force sorts
its.lf out in its own characteristic way; and since most of this type of work
is on a basic rate, it hes lecss atiraction for many of the younger men. It soems,
however, that we arc safe in suggosting that thc proportion of older men on
maintenance could often bec at least twice as high as in primary construction, and
that it could without damaging costs rcach a levcl of 15 per cent or more,

The number of building workcrs engaged at any one timc on repair., main-
tenance and alterations is probably large., The Table below, taken from the
Ministry of Works' Returns, shows the distribution of the labour force in May,
1953, about the period when our enquiry was made,

Table II Numbers Employed by Tyre of Work
Houses_and Flats Non-Housing Work
Site prcparation and Other New Work including Other

crcetion of permancnt | Housing Work | Civil Enginecring Work| Non-Housing Work
houscs and flats

330,350 170,054 225,224 243,755

It may be assumed that ‘other housing work! means in effoct housing
maintenancc, The figure under this heading is possibly a slight understatement
since rcturns were not received from a number of small firms, For housing as
a whole the proportion of workers cngaged on the maintenance of existing
structurcs can scarccly be less than 35 per cent, 'Other non-housing work'
presumably includes a large amount of alterations and cxtensions to existing
foctorics and plents, as well as their gencral maintenance; but it dcfinitely
dous not cover mest of the permanent maintenence staffs of factories, hospitals,
and other establisiments,

Thus we cannot be quite certain how many mcn are engagcd purcly on
maintenence and repairs, But it cannot be less than a third of the national
labour force, and mey cven at times approach a helf, If an cxtensive plan of
housing rcpairs is undertaken, the proportion will naturally tond to rise, Let
us supposc that there are about 350,000 men cmploycd on this typce of work, 15
per cent of them would be 52,500, This number could comfortably ebsorb almost
70 pcr cent of the craftsmen aged 60 and over at prosent employed (sce Table I
above), as well as a fair proportion of the older labourers, Since there is
rcason to believe that the mejority of cruftsmen remain £it for all types of
building work into their mid sixtics and beyond, this should bec quitc sufficient
to absorb most of thc ageing men who can no longer stand the tempo of straight
contract work, It is herc assumed, incidentally, that at least 40 per cent of
the carpenters and painters referred to in Table 1 are cmployed outside the
building industry proper.

It must be said cmphaticelly, howcver, that to overwcight thc mainte-
nance side of the industry with the 'over 'sixties! would bo bad cconcmics, Costs
have here to be considered just as much as in construction work; and perhaps the
mein argument for directing so much attention to maintenance work is the fact
that there secms alreudy a tendency among the older men to gravitate towards it.
We arc obviously in a better position to plan where we have an existing practice
to guide us, 4s a matter of fact, costs would probably mt suffer, for it is
often prefcrable to have operations of this kind.in the hands of reliable older
men,
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No one would suggess that an ageing craftsman should be automa-
tically drafted into maintenance work., All we need is that he should
find the transition an easy one if he wants to make it, For this purpose
some current superannuation schemes may have to be reconsidered; if they
involve a fixed retiring age or a restriction on the employment of men
in their late fifties, they are likely to dam up the normal flow into
maintenance work, Since it is national policy to encoursge more men to
remain at work, the courses they themselves adopt to enable them to do so
deserve some recognition.

At the same timc, as we have already pointed out, it is possibly
better for men to gravitate to maintenance work in their early or mig -
fifties, The job is one that needs skill and judgment, It is, in fact,

a job for a man vho has had time to know his émploycr and to become
familiar with the local property., Much of it is likely to b: old
property; and in the handling of it the new mcthods of construction,
which a man has for some time grown accustomed, may provide little
guidance, It seems probable that, as time goes on, many men in their
fifties will come to bencfit from a short 'refresher course! in the
details of maintenance work, Such a coursc would have the further edvan-
tage of giving maintenance and repair work the standing it should enjoy
in the minds of the public,

*
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We conclude, then, thet the building industry as a whole is
fairly well adapted to give clderly men a chance of remaining in employ-
ment, provided (and this is the important point) they are carefully
distributed throughout the full range of building jobs and contracts, If
they arc not carcfully distributed, there is bound to be a stcady loss to
the industry of men who are still reasonably effective, i.e. of ageing
men who have not managed in time to find themselves jobs on maintenance
and similer work, While such men might often in theory gravitete to jobs
outside the industry altogether (always a doubtful prosvect in later lifc)
they would represcnt a loss of building experience, But the re-deployment
of the older men within the industry would require planning and forethought
on the part of all concerned, The balance of the industry would otherwise
be seriously disturbed; and employers who found themselves burdened with
an unduc proportion of elderly operatives would heve a justifiablc causc
of comoslaint,

It is solely with the organising of labour under modern building
conditions thet this inquiry is concerned; and that ususlly means the
organising of the 'flow' of work on building sites. No study of the ageing
man in modern industry that does not consider how far he can be organised
into the normel team or sang work that is typicel of production to-dey has
much inhcrent valuc, The real problem is what is to be donc for him when
he can no longer hold the nace; &nd behind thuat problem lies the question
what are thc factors that decide hc can no longer hold the pacc or reach
the standerd demand €d We heve attempted to answer these qucstions as
objectively as possible; and in so doing we have indicatcd what scems to
us a practicel path to solution,
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APPENDIZ

Sclected Ixtracts from the Communicetions

L foy further comments may be quoted verbotim from the rccords as
pessibly throwing light upon the problems of age in modern industry,

1., 'An clderly man do.s not find it co cesy to leavs one contract
and get a job at another; he is thercfore usually morc painsteking with his
work and mey become morc cconomicel in high standerd work, in that it mey be
unccessarr to do the work a sccond time',

2., 'The writer is of thc opinion thut older men in the bvilding
trede cre, goncrally spocking, the bettor croftemen; we do not hesitute to
corloy them whon an opportunity occurs, It seoms to us that there is e case
for c¢nabling older nun to start work leter than the normal timc, but this does
rnake site manag.ment difficult, On the other hand, therc are many positions
within the industry that older men cen £ill, prov1dcd thay themsilves are
content to give of thelir best for rcdumdhours at an econonic wage'.

3, 'Cicdur men, starting pcrhaps in the late fiftics, groducdly
forgsule the fast temmo of now constructional work for the ~rencrelly slower
gpecd anG cosior conditions of jobhing work, I would say that ozt jobbing
builders have a fer hicher percentege of older workers than the lerge contract-
ors, Deeriny in mind that the industry cs a whole cmnloys morc men through
smell end mcdium builders than through the large contractors, this may be the
answer to the problem,!

4, ‘'Mogt building flrms are engegcd on a wide varicty of work; and
som¢ work is obviously more suitenle for the older craftsmen, The older
erployee would thercfore tond to grovitate to the departrnent swecielising in
coutinuous locel work, probobly on very enall contracts, whore the pressure

is not so griat as it ir on the lorzor contracts whore bunus sch.mes wre
operated ',

5. 'As in most thirgs, thore ers nsturally awkward periods whon
zn 0lé man would have to be a little flezible and not too difficult about &
job he might considcr buncath his diznity., No amount of organisation will
find o job that is not therc; there is thus & roquircacnt on the man to be
recinroezl !,

aan starts to be a croftsman when

6o 'In the building industry a
ot £ifty, and thoen rotains his skill but

e is forty, rc.choe u high standcrd
loscs hiz speud!,

r~

7« 'On¢ of the primery factors must necessarily bo the cconomics

of the contract; if the oldcr men ure obviously not doing tucir ghore, it is
tho forcAan'ﬂ duty to his emsloyer to discharge thim, However, the foreman

has alce o duty to the woen to sce that the contract is cuooth running, to sco
that eny disor.cniszing factors wund grounds for disscnsion arc rmeVud or
aGjusted, and to rogard nis men as individusls nceding individual consideration,
It rcquircs a oot deal of thought, adjustment end reocjustuent to £it the
oldcr men into the lubour forcc; but the efforts ar. fully repaid’,

[ed

8 'Amen's age is not a ftruc indic.ition of his scuvice velve, I
hove known w.n vwiac «t, suy, middle =g have become disinturcsted, stele, with-
out initiutive and hine. slow ond wasteful, On the other hand, many men above
the normel retiring age have proved veluable servants, Such men erc conscicn-
tious, knowiny from chrl nce the begt way to upproach : job, adopting gocd
ceconomical mothods of doing work, heving clever menipuletion of thoir tools,
using tﬂulr encrgy wiscly and t""np aﬂvkntugu of cvery opportunity for
improvisation, While their movenents in welikidng und climbing «rs slohur, it
is oftgn offsct by their nlodding waysy; end every moveaent of o tocl in thedir
hands is achicving its purposc!,
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9. 'it nust be remembered that in the building industry con-
ditions betwein the wars performed their own sorting out; the older man
of to-day has survived the test of those competitive years and is in con-
sequence probebly above average, The probability is that, due to better
conditions, men generally retain their physical powers somewhat longer
than formerly; but I do not think that the proportion of men who are
getting on in years can very well be increased on a building site or ever
will be',

10, 'The employer feels that the older man cannot give full
capacity for the basic national wage rate; yet the old man requires the
basic rate to meet his liabilities, Could not a pension scheme be thought
out whereby, for examole, the older man can bc employed for a reducecd
national rate of 2s,6d, per lour, while the insurance pays ls, ar hour,
making a full rate 3s.6d. an hour for young and 0ld? For those mcn who
through i1l health have to retire at whatever age, a doctoris certificate
of incapacity should suffice to obtain a pension adequate for their
security’,

11. 'It is our view that a good workman, when he rcaches an age
at which he can no longer keep pace with other men on contract work, tends
to transfer to the department carrying out altecration and jobbing work, or
to a smaller firm where his ability to carry out tasks with less super-
vision offscts his physical handicop....In the case of labourers thc small
work is generally lighter, since the labourer has to attend upon onc trades-
man only., Smull work is usually carried out in a ccrtain district, so that
cléer men find the reduction in travelling acceptable, We think there is
a tendency for older labourers to take up work in other industries, unless
they have acquired skill such as bar bending, scaffolding, ete',

12, 'The older operatives need not necesserily be segregated into
separate gangs.....The older worker tends to feel that he is being singled
out or designated as a less efficient worker if he is put into a speciel
gang composed solely of old people!.



