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ROYAL COMMISSION

WESTERN AUSTRALIA }By His Excellency The Honourable Sir James
T0 WIT. Mitchell, Knight Grand Cross of the Most Dis-
JAMES MITCHELL, tinguished Order of Saint Michael and Saint
Lieutenant-Governor. George, Lieutenant-Governor in and over the
LS. State of Western Australia and its Dependencies

) in the Commonwealth of Austrafia.

To Alesander J. Gibson Esq, of Messrs, Julius,
Poole & Gibson, of Sydney, Chartered En-
gineers:

1, the said Lieutenant-Governor, aeting with the

advice and consent of the Bxeeutive Couneil, do

herehy appoint yon Alexander J, Gibson of Messrs,

Juling, Poole & Gibson of Sydney, in the State of

New South Wales, Chartered Engineers, to he a

Royal Commission to examine, enquive into and re-

port upon—

{a) The management, workings and conirel of
all branches of the Midland Junection
Railway Workshops of the Government
Railways in Western Australia;

(b} the supply of loeal eoal to the said Gov-
ernment Railways generally; and

{¢) such alterations and improvements in re-
Iation to the foregoing matters, includ-
ing the management of the said work-
shops, as may he advisable for eeonomicat
and efficient working, having due regard
to adequate serviees.

And I declave that yon shalt by virtue of this
Commission he a Royal Commission within the
Royal Commissioners’ Powers Aect, 1902, as re-
prieted in the Appendix to the Sessional Volume
of the Statontes of Western Australia for the year
1928, and that you shall have the powers of n Hoyal
Commission and of the Chairman thereof nnder that
Act,

And I heveby request you as soon as reasonably.
may be to report to me in writing the vesult of
this your Commission from fine to time as your
enfuiries proceed, reporting firstly in regard fo the
Midland Junetion Railway Workshops, and fnally
when your enquirtes ave conelnded,

{iiven under'my hand and the Puhlie Seal of
the said State, at Perth, this 26th day of
June, 1947,

By His Excelleney’s Command,
ARTHUR F. WATTS,

Acting Premior,

GOD SAVE THE KING ! ! 1



- Royal Commission on the Midland Junction Workshops of the
Western Australian Government Railways.

To His Brcellency the Honourable Sir Jamss Mitchell, G.0.M.G., Lioutenant-Governor of Weslern Australia,

May it please Your Exeellency.

In aceordanece with the instructions of my Com-
nission I have been examining matters affecting the
managericnt, workings and control of all branches
of the Midland Junction Railway Workshops of the
Government Railways of Western Australia. The
position ig sueh that T considered it advisable to
give you an interim report dealing with some matters
whieh, in my opinion veguire immediate considera-
tion.

INTRODUCTION.

The inquiry opened on Monday the 7th July, 1947,
and there were present as representing parties in-
terested in the inquiry:—

Messrs. (. Reymond, Secrctary for Railways; P
Mills, Chief Mechanical Engineer; P. C. Raynor, Deputy
Seeretary for ‘Railways; R. J. Dumas, Chairman, Elee-
tyicity Commiggion; A. R. Davies, President, Locomotive
Engine Drivers’ Unien; BE. Kenny, President, Metal
Trades Council; F. M. Bone, Secretary, Railway Officers’
Union; T. G. Davies, General Secretary, Aunstralian
Labour Party; A. T. Curtis, Acting Sceretary, Aus-
tralizn Labour Party.

In opening the inquiry I made the following re-
marks i-—

““I view the railway, as commonly referred to, ag
an organisation that is the combination of the. neces-
sary human heings, equipment, facilities, materials and
tools assembled in various and snitable locations, im a
gystematic and offeetive co-ordination, in order to
accomplisk the desired objective of servies to the com-
munity in the form of transport of people and goods
from one place to another.

““I view the administration of this organisation as
the process and agency which lays down the objectives
for which the various components of the organisation
and their managements are to strive and which estab-
lishes the broad policies under which they are to operate.
It is alse the work and planning and directing policy
at lower levels of action,

‘1 view management as the process and ageney
which directs, guides and leads an organisation, or
some part of ib in the atiainment of its general or
speelal objeetive. Supervision is that part of monage-
ment which undertakes direct faec-to-face overgight of
asgigned tasks in order to assure correct and adequate
performance.

¢‘Inspection is. that phase of supervision designed
to assure that both quantity and quality of work or
service rendered at individual jobs are up to standard.

11 ia to these elements of the organisation to which
this inquiry is directed, insofar as they are determined
by the ferms of referemnce of my Commission. If is
of course obvious that within the orvganisation, as I
view it, and . as set out, there are varying levels of
responsibilities with regard to the activitics and asso-
ciated services of the component parts of the organisa-
tion which may become the unified responsibility of a
person or department. The limits of sueh responsi-
bility must be assessed and defined.

““There are many funetions of a major or minor
nature in the organisation, and these may econsist of
operationally similar and elosely related bodies of
duties grouped together for the purpese of execution
as a unifiled regponsibility of a person or a depaxt-
ment, Many of these funetions within an organisation
are fundamental and cecur with more or less foreo in
the varionms departments, sub-organisations or groups in
deterring or assisting the atfainmeni of the particular
objectives for which the group is striving.

‘‘There is the operation of the central serviee or
process of producing what the gronp iz organised to
do; that is, production of material things for the
achievement of partienlar services requircd. from the
group.

““In the over-all gense of the orgunisalion there is
the task of muking kuown, prometing the use of, and
having understanding of, the services produced; that
is, relationg with the community for whom the gerviee
is provided.

#Thero is the task of systematic recording, evaluat-
ing, measuring and cosbing with reference to the ser-
vice that isz beicg vemdered by onmc growp or depart-
ment to any other gromp or department and so finally
determining the price which individual members of the
community must pay for the serviee they may purchage,
That is, finance and accountzney.

““There is the personnel funetion dealing with the
human relationships and precedurcs whieh cfectively
bring together the staff for the work of the organisa-
tion as a whole, or for its compoment parts, and for
the purpose of providing such services as will edueate
the cntire group and maintain and inerease-its emergy
and loyalty.

‘“There is, ahove all, the task of over-all co-ordination
of assuring that production, distribution, services,
finance and personnel all work together for the desired
end or result, in terms both of the organization and
its strmcture and willingness to make it operate.

“If ean be secm from the above that my view of
organisation is that it and the various functions operat- .
ing within i, are for the purpose of scrvice fo the
community and not for the henefit of the organisation
as a whole or for any of its component paris.

‘“Thiz inquiry will neccssarily deal with various dle-
tails of the functioning of the partienlar department
referred to the Terms of Reference of my Commission
and the effieiency, or otherwise, of the group. or groups
within the department with which I am concerned. It
is possible that the officieney of a department or group
may be affected by policies directed from higher
authority, and which are outside its own control, or by
the inefficiency of some related serviec outside the
group, and it may be found difffieult in some eascs to
formulate effectively the causes which affeet the effi-
ciency and productivity of = particular group.

““T cannot but he aware that therc are events, eco-
nomie, industrial, seasonal or political, the incidence
of which may affect the free working of the organisa-
tion. The nature and time of these events can be
correlated with the general activitics of the undertaking
and their effect perhaps assessed. Government policies
with regard to State development may result in eharges
againgt the financial structure, which, wmnless clearly
placed and adjusted, may make it difficult to evalnate
the rea! efficiency of the undertaking in velation to its
services to the general community,

‘Tt will be the objective of this inguiry to cvaluate

- these various factors, and it iz to this end I shall ask

the assistance and eo-operation of the persoms respon-
sible for the various activities within tlis organisation
in an endeavour to determine in what directions we ean
inereage the effectiveness of this public service,”’

T informed those present as to the nature of the
evidence T would reqguire, setting out in some de-
tail the methods to be adopted in its presentation.
This information was to provide such faets with
regard to the operation and control of the work-
shops and of the general railway operations affeet-
ing the workshops as I would expect to obtain
from any undertaking of a similar size and earrying




oat work of a similar nature, The inguiry was
adjoarned for a week to enable the parties to con-
sider these matfers and resumed on Tuesday 15ih
July, 1947, '

Mr. P. 'C. Raynoy appeared with Mr. ¥, Mills for
the Commissioner for Railways and Mr. T, G.
Davies appeared for the Railway Unions and the
Collie Miners’ Union, TFvidenee was tendered hy
Mr. (% Reymond and Mr. ¥. Mills, These wit-
nesses were examined at some length by me but at
the end of the second day it had become guite evi-
dent that mueh of the information that I deszived
could not he obtained. On Phwrsday the 17th Jnly,
1947, T informed the parties appeaving hefore me
that, in view of the evidence already reeeived and
the lack of information for which T had asked, and
as the result of my own obsevvations doving nyy in-
spections of the workshops duving the previows
weel, I considered it necessary to alter the method
of my approach to the inquiry,

At this session I made the following vemarks:—

fWhen I addressed this Commission firgt of ul1 T
drew your attention to cerfain, what I think arc fanda-
mentel matters with vegard to this organisation, and
L want 1o erll your attention to them again. About
half way down the first page of the transeript notes
I said this—

I view the radlways, as commonly veferred to,
#s an organisation that is the combination of the
neeessary  human  beings, equipment, facilities,
materinls and teols assembled in various and suit-
able locations, in u systematie and effective co-
ordination, in ovder to accommplish the desired oh-
jective of service to the commumity in the form
of transport of people and goods from one place
to another,

T stress that point, This organisation iz not made for
any part of the organisation, or for any group in fhe
organisation. T stress that point beeause yesterday I
had also to refer to the fact that there are cerfain
things fundamental in wanagement and adminisgration
which must be unfeitered, It is no good disputes aris-
ing in regard to them. "They ave so fundamental that
they must he part of the organisation. T want to
elear that peint as soon as possible, After very careful
thought I made the fellowing statement to My, Mills,
the day before yosterday, when you, Mr, Idavies, were
not here—that it is the funetion of maunagement to
run these shops. It is not the funetion of fhe uwnions
or the workmen, hut that of management. T want that
to Dbe carefully considered beenuse as far ag T am con-
cerned the guestion of -pelities, or anything of that kind
entering into this dees mot come into my mind. "I am
concerned mervely with the operation of fhe organisation.
Therefore I shall rely on certain facts whieh T am en-
deavouring to get. T shall rely on my cwn observations
bhecause, fortunately or unfortunately, I have some know-
ledge of these things and eannot divorce my mind from
that knowledge and cxperience, In many cases, while T
want the faets, T shall therefere depend to & great
extent on my own observations, T asgked for certain
information early in the inguiry, and set out the lines
uper which it might be given to we. Again, I was
cnvigaging an organisation which wonld be somewhat
in line with modern tremds. Geing through the evi-
dence yesterday it became evident to me that I eould
get answers to certain questions concerning certain
material things and their condition, but that when it
eame to fundamental points the answers could not he
given, because the organisation is just not there to
give them. It is no usc this Court beating the air
or wasting time by merely putting down in the tran-
script reeords of things of the past that cannot and
must net affect whag is to he dene in the futore,

47 felt that we eould possibly save a Jot of time
if we thoroughly understood one another in that way
from the beginning. I would again call attention to
those fivst priveiples that I set down when the iaguiry
began, hecause, to my mind, they are fundamental

things that must he congiderad in an organisation. 1
shall perhaps bring you back to them time and time
again.  Thinking over the matter last night—it has
caused me considerable worry as to how best I can
do the kind of job T am asked to do—I have perhaps
to some exient altered my viewpoint in my approaeh
to the problem, but I want you gentlemen to comment
on wmy remarks if you do not like them, or do not
agree with them,

‘“This organisation has grown from a vory small
beginning over perhaps 50 years, and las been inbrecd-
ing all the time, Things that started in a very smail
way and that were satisfactory while that state of
affuirs vemained, bave tended to persist and by and
large—as far as I can follow the position—there has
been very little expansion of the orgavisation regarding
things that are new congidered neeessary in modern
indnstry,

‘' laid down—again on the first day of the inquiry
certain services that have to be within any organisation
and I tried to make it clear that I looked upon the
various departments of this organisation as services one
to the other, and not as ends in themselves, Acecountancy
is not an end fo ifself. The fact that it has to provide
a certificate to somcoune at sometime is not the whole
funetien of accountaney. It receives money and las
to account for the moncy spent, hut that is not its
whole funetion. Tt is o service, and T want to aseer-
tain how this service is functioning within the organisa-
tion ag a whole; what. help, what lead or direction it
is giving to the other departments. The fact that we
have net within this organisation the fundamental basis
of & costing system is, to my mind, a very serions
matter, and I want some thought given fo it.

““Among the departments I instaneced the case of
personnel. It is not a nice word, and I de not alto-
gether like it, but it does now amnotate a certain king
of function in an organisatiom, which hag to be pro-
vided as a service, and again I find that thai does net
cxist.

“Quite frankiy I am left, at presont, a little at a
teose end as to what we ean do. However I have this
in mind; this inguiry is of no use unlesy out of it
we can suggest something that is obviously going to
make the organisation funetion more efficiently, always
bearing in mind that it is for the service of the public
and of the community and bas to help the development
of the State.

T wm less eoncerned with getting evidence of all
kinds of things that I ean see with my own eyeg, thouglh
I Enow that usnally, in such inguiries if "is desirable
to get certain things down in the notes, hat I feel that
this i not my only job, and that out of the inguiry
there must come some attempt for us to get together
and, out of what we have, to see what we ean de for
the fature. You gevtlemen must help me in  that
regard,

“I ean see the kinds of things that I should want,
but I also desire to know the kind of things that you
goentlemen want, bearing in mind always that this or-
ganisation exists for the serviee of the publie and of the
community, It was for that reason that 1 ceased taking
formal evidenee yesterday. We shall have to go om,
huf it is no nse wasting time over the mere recording
of things that exist and that beloag to the past., Many
of you know, just as well as T do, when you walk
round those shops, that certain things must he done to
straighten them up. I am speaking now as a technical
man and the guestion of what can be done—I may
be able to suggest something and wmay have sirong
views, which is 5 matter for the Government to take
into aecomnt when I finally report—is z matter in
which you can help me. When I am questioning any
of you, and I shail have fo deal with certain depart-
ments which I call service departments, get it out of
vour minds that I desive to eriticise you. T do nct
What you have is what has grown, and it is some-
times very difficult ¢o get away from the direction in
whieh a tree is growing. It starts with a slant in a
eertain direction and it carries on. How far can we
go i sfraightening up that tree$ While guestioning
vou T may sometimes get off the traek and into fields
that T may not fully cmnpl’ehend. If sg, T want
you to help me, ’



“On the ofher hand, T may bo able to put a view-
point which may help you, and if I can do so, I want
to do it. T connot get away from a certain amount
of formality. T have to takc evidence, but I do mnot
want to take unnnecessary evidence, I ecame to fthe
conelusion last night .that I could aceept siztements
sach a8 I have had from My, Mills which we are
putting in the transeript after having it read piece

by pleece. I gtill want similar statements, If you -

have coples, you can read them and we ueed noft waste
time by going through them in defail. I would socner
stop operations for a day or two in order to give a
chance to eateh up on the reading. Do you understand
what I am trying to do and do you generally agree
that this will be of morc real value towards getting
this job done than by just sitting here and piling up
matter in the typeseript  How do you fecl about i’

After some discussion with the parties appearing
before me the matter was left for them to con-
sider and to make any objeetions that they might
desive; Mr. Mills partienlarly was given time fo re-
consider the nature of the evidence he could put
hefore me and in the meantime evidence from other
witnesses was resumed.

Up till Thursday the 21st Augnst, 1947, the fol
lowing had given evidenee hefore me:—

Dato. Witness. Page.
15-7-47 Reymond, Charles (Secret&ry for Radl-
ways) 20
15~-7-47 Blills, Fredeuok (Chlef Mcchamca! Engz-
24-T-47 neer) . 39, 327

17-7-47 McKenna, Exekiel (lndﬂsbuai Staff Agent) 173
17-7-47 Bromfield, Walter Henry Copo (Comp-

troller of Accounts and Andit) .. 200
17-7-47 Hickey, Louis Thomasg (Comptm]ler of
Stores) ... 235

23-7-47 Cahill, Gordon Ch&rles (Secleta.ry, Boﬂeru
makers’ Union and Secretary, Metal
Trades Council) . 269

24-7-47 Deal, William Henry (Flt.t.er Dast'. Perth
Runmng Sheds, representing Australa-

gian Society of Engineors) ... 325
24-T-47 Davies, Alexander Ross (President, Loco
21-8-48 Drivers’ Union) . 326, 684
20-T-47 Marsland, Tom (Assmta.nt Chiof Mechanical

Tngineor) .. . 388
29-7-47 Kent, Cyril Roy {Senior Chemlsb) 417, 530

7-8-47
20-7-47 Raynes, William {Works Manager) ... 458
30-7-47 Griffiths, Sydney {AﬁS]StﬂJlt Works Mana-
ger} . 509

lgzgjg Phillips, Leslie \Vﬂ[nm (Supenntendent
20-8-47 of Technical Education) 555, 582, 1623
18-847 Downie, James Henry (Prineipal, Midland
Junetion Technical School) ... 603
18-8-47 Caradus, Edward (Chief Inspector, Post
Primary Schools, New Zealand) .. 616
20-8-47 Eilis, Joseph Arthur (Commissioner of
R&ilways) N 641

21-8-47 Newman, John Frederick (Orga.niser;
Amalgamated Engineering Union} ... 709

The evidence so far placed before me hy the
various witnesses covered such gencral matters as
staff organisation, staff training, eosting, nature of
equipment, workshop amenifies, inter-hranch rela-
tionships, ete. The condition of the shops and par-
ticularly the amenities provided for the workmen
were at this stage found to be unsatisfactory and
immediately led fo the neeessity of inspections
being made of the running sheds and depots. These
inspeetions were cartied out between the 31th and
the 16th August, 1947, and my opinion with regard
to these varions matfers will be referred to in some
short detail Iater.

Attached to this report is a sevies of graphs set-
ting out the ton mileage of the railway system from
1900 to 1947. These are faken as giving some indi-

cation of the work dene by the locomotives and roll-
ing stock, and therefore, of the load imposed upon
the workshops in keeping this equipment in efficient
order for trallie purposes. Amongst the graphs are
those showing the nmmbers of locomotives and
wagons in nse befween the vears 1900 to 1947, the
additions made to thig rolling stoelk, anc the num-
bers either sold or written off.

These few graphed records in themselves, almost
tefl the story of the railways of Western Australia;
they certainly fell the story of the age, and eon-
dition of rolling stock and equipment, and the load
placed upon the workshops as a consecquence.

ORGANISATION OF THE CHIEF MECHANICAL
ENGINEER'’S BRANCIL

Attached is a chart showing the sections of anth-
ority at varvious levels in the organisation. From
this it can be scen that managerial vesponsibality
rests with the Chief Mechanical Engineer and
through him the four main divisions of the organi-
sution, of design, supermtendence, inspecbion and
acecountaney, are controlled, The workshops with
their subdivisions of authority come under the
workshops manager. The work of this officer, white
containing some minor aspeects of management par-
takes more properly, as should be the case, those
of superintendence. He should be a superintendent
rather than a manager,

Stores,

It can he noticed that in this.chart there is no
mention of stores. F am aware that there is a
Comptroller of Stores for the whele of the rail-
ways, but have found it difficult to determine aetu-
ally where his control of siores and spare parts,
ele., ends, ag many of the stores appear to be on
issue to the workshops and depots and to have passed
out of his control. ¥ should expect to find a defi-
nite seetion of stores, particularly eonswmahle
stores, nnder the direct control and record of the
Chief Mechanieal Engineer. There wounld appear
to be no eontrol whalever of the issue of stores
onee they have been delivered to the shops or depots
and it would appear also that they-have been
charged against particular groups of locomotives,
wagons, ete., long before they are actnally used on
any individual locomotive ox wagon. The cost of
repairs must, therefore, be difficult to aseertain with
any degree of eertainty at any particalar time. T
could not ascertain who was really vesponsible for
keeping the spare parts and stores of any kind in
usable econdition. This applies with econsiderable
foree at the outlying depots where the division of
anthority seems to lack elavity. Many articles are
stored in the open and in some cases this may not
be of greal moment, but hoth uwnder cover and Ix
the open, finished machined parts, sueh as serew
threads, jowrnals, piston rings, superheater tubes,
and ofher parts having machined surfaces ave left
unproteeted from atmospherie changes, with con-
gequent very noticeable deferioration entailing more
work to make then gervieeable for use.

There is considerable difference in various depots
with regard to the orderly keeping and storage of
materials on issue bnt in no ease did I fnd any
atfempt made to proteet and keep proteeted many
machined items held in store., So far as the depois
are concernad, the system of issue and records of
disposal and the accounting necessary with regard



to stores material nceds overhauling, as it is ab
present, in my opinion, too loose and liable to
abuse. It may be necessary to deal with this mat-
ter, so far as stores in general are concerned, ai
a later stage,

Buggestions that will be made will tend to
strengthen eontrol of orders on and orvders issued
by the Comptroller of Stoves. Ineidentally it might
bhe noted that on the 30th July, 1947, there were
more than 4,000 works orders in proeess in the
shops, each of whicl carvied three or four sub-
orders, and no system existed to keep check on how
these varions orders stood as to progress towards
eompletion, There are 60 persons in the works auth-
orised to sign sub-orders and it wenld appear that
these sub-orders may require vequisitions from the,
stores. It i also noted that vequisitions for
materials, parts, and cquipment to he drawn from
the stores may he signed by any one of 12 persons
specially authorised, the only vestriction being that
no foreman shall sign n requisition for magerial
exceeding £50 in value without Dbeing connter-
signed by the works manager, {rom which it would
appear that these persons can obiain material to
the wvalune not very greatly less than the Chief
Mechanieal Engineer himself can purchase.

It ean be seen that the proper allocation
of materials and storves to any particular account
or job can affect costs considerably so far as eom-
ponents ave coneerned, and in any case the reeords
lag so fapr behind the actual production that the

use of the veeords as a cheek on produciion efi-

cieney becomes of little value. This matter re-
guires further examination, particulariy with regard
to the nature of the acecounts and how Ffar the sub-
divisions of sueh acconnts are carried throagh under
the various standing maintenanee work orders.
(Bxhibit J.)

Plant Engincer.

There appears to he no partienlar officer to whom
wonld le assigned the duties of supervising the
maintenance of all plant and equipment, checking
it for accuracy, eost of maintenance, and making
recommendations with vegard to improvements in
tools and general equipment hased largely on bis
records of wear, maintenanee and utiiity.  This
work appears bo be left to the works managers at
the present time and it is important that they shonld
work in close eo-operation with the plant engineer.
This is one of the duties of which works managers
conld well be rvelieved so that they ean concentrate
on supervision, and progress of work,

Production Engineer,

There is no provision in the organisation for an
eugineer whost funetion would he to organise the
production of &l components required either for
hew construction of locomotives or wagons and for
replacement parts for stores. Buech an officer is
urgently required to ensure the proper use of
machines, issne of materials, routing of production
and inspection, and the ovganisation of the depart-
ment under such an officer for the issue of definite
instruetions with regard to the above wmatters is
a necessary corollary to proper methods of costing.
This work at present appears to he left to the works
manager and his assistants and, fo some extent, the
foremen. There ix wmuch detail which should, in my
opinion, he eonsidered outside the provinee of these
officers; and when a production epgineer is ap-

8

pointed they will he relieved of such work and ean
devote their time to their prime funetion of superin-
tendence, faeo to faee supervision, progress of pro-
daetion, and waintenance of quality of work,

Tt might be pointed out that the engineer to be
appointed to sueh a position must be of the highest
grade and vank with {he workshop manager or
superintendent, the assistant to the Chief Mechani-
cal Emgineer, the senior chemist and other heads of
departments of the Chief Mechanieal Enginecer’s
Braneh, He must have modern experience and train-
ing in production planning and will need to work
in close assoeiation with fhe drawing office and the
shops, The success of the costing system and pro-
duetion planning, measured by the inerease of elfi.
eieney, will depend upon fhe calibve and drive of
the man appointed to the position.

Personnel Officer.

The grganisation chart does not provide for any
aelunl contact befween the ewployees and the man-
agemeng.  Over the last twenty years it has become
inereasingly evident that the *‘human heings’’ part
of an organisation must veceive close study, help
and encouragement in many direetions. - The wel-
fare of the employees eannot be left to be some-
thing of haphazard growth. It wust be the care
of an officer who is trained particularly in the de-
velopment of hmman relationships within an ergani-
sation and has a full understanding of the needs and
aspirations of the working force. The seleelion of
sueh a man requires the greatest carve. He is sel-
dom found resdy made within an organisation which
too frequently may have considered the gencral wel-
tare of employees, their elaims for status, good
working eondifions and first elass equipment with
which to earry out their work, as something which
was outside the functions of management. Today
it is recognised as a very Lmportant funetion of
management and it is vealised that a contented
happy working foree pays dividends in the shape
of belter work, and greater produstivity. The
selection of a man with the specialised braining in
industrial psyehology, welfare aund hygiene is a
matter of very considerable moment, Sneh an
officer ig a necessity in the Midlaud Juneiion Work-
shops at the present time and it is eonsidered that
very considerable help would be obtained with re-
gard to the nature of the offiee through the Com-
monwealth Department of Labour and Industry and
its connterpart in this State. The assistance of Mr.
J. K. Jensen of the Commonweaith Secondary In-
dustries Commission, Melbourne, conld 1 think, be
sought with rvegard to this matfer,

Drawing Office and Laberatory Staff.

From my ohservation and from the evidenee put
hefore me, the drawing office and the laboratory
require more staff even for the normal work of the
organisation, In view of the reconstraetion that
is necessary in the workshops and the depots, and
of the number of drawings for shop use that will
he refuired in connection with the work of the pro-

- duetion and plauning engineer, the twenty dvaffs-

men and engineers at present forming the stalf will
need to be incveased. While this-will be targely in
the diveetion of draftsmen, there will e vequired
at least three engineers of senior grade with good
teehnieal qualifications and experience and capable
of inibjating and emrrying onb design work with a



minimam of oversight. So far as the laboratory
is concerned, the loss of Dr, Kent is to he deplored
and his veplacement with a man eapable of super-
vising the varied physical and chemical testing work
that has to be carried on by the laboratory may pre-
sent some diffienlty. The laboratory tecquires
strengthening both as to staff and equipment, if
the works processes ave to be elficiently ehecked
partienlariy the mefallurgical aspects of the irem,
stecl and brass foundries, Heat treatment, also, as
parl of the physieal treatment and testing of many
waterials for certain purposes, must be eonsidered
an important funetion of a laborafory.

Divided Aduthority,

The organisation shart (Exhibit G) alse shows
the directions in which the aunthovity and duty of
the Chief Trafier Manager aand Chief Mechanical
¥ingineer meet and in some cases overlap, From my
own observation it is alse evident that there is some
overlapping with regard to the work of the Chief
Civil Bngineer with the activities whieh might be
congidered propexly those of the Chief Mechanical
Engineer.

So far as the workshops are conceerned it is my
opinion that the Chief Mechanical Engineer should
have in his eharge the whole of the works within
the workshops avea {excepting at Midland, the nrain
stores), 1t does not much matter by what means
the tracks, readways, huildings, ete, ave brought
into existence, providing that their design, location
and eorrelation of activities are to the requirements
and satisfaction of the Chief Mechanical Engineer.
{Onee, however, they are construeted, they should
come under his charge and the capital and main-
tenance costs should form part of the charges upon
his produetion. He shonld not have to wait the
aoodwill and eonvenience or financial strength of
the vote of any other hranch. The charges for
alteralions, vepairs, ete, should he immediately
upon the Chief Meehanical Engineer and earried

ont, if he finds it necessary by his own organisation

or sueh outside help as he may decide. There ave
times when this san gnite conveniently be the ways
and works branch which gould carry ont work on
demand withont delay and be paid for deing it by
the Chief” Mechanical Engineer as with an outside
contraetor.

As a further instance of the uncertainty of the
delegation of anthority, I quote hereunder from the
_transeript of the evidence of Mr. Ellis. The gnes-
tien was raised by me when I was discussing some
of the masatters concerning the equipment at the
depots. During my visits to the depots I had seen
eight or nine Garratt locomotives stabled (or per-
haps, rather, not stabled) in what T considered io
be an unsatisfactory manner and the evidence given
by the Commissioner for Railways in regard to the
matter was as follows:—

The COMMISSIONER: Theve iz another small thing
for whick I cannot find out who is responsible. 1
have seem eight or nine ASG locomotivos—some at
Collie, some at other places. I think one was at Merre-
din and threo at Midland Junciion. Those engines
Lave been left in a very unsatisfactory state, At Mid-
land Junetion one has been stripped down, the pistons
taken out, the gear vemoved aund the buskes faken out
of the rods. They have been ill-treated. Who would
be respousible for that?

My, ELLIS: The CM.E.

The COMMISSTONER: Then, Mr. Mills, it is up
to you if they are in your charge, They are lying
there with their pistoms out and eylinders rusting and
the rods getting pitted and the crank ping also. They
are lying . there getting into n bad state of repair and
instead of it heing a simple job to put them right, it
is going to be a major task, Who is in charge? Who
left them there?

Mr. MILLS: ‘the partienlar shed foreman or district
toeomotlive superintendent is responsible for ‘these loco-
motives while they are in his shed.

The COMMISSIONER: They are in the opent -

My, MILIS: Or ncar his shed.

The COMAISSIONTER: They are on his dead-end,
certainly.

My, MILLS: They are in his charge. T explained
that at Colle.

The COMMISSIONTR: Yes. It is the samo at Mid-
land Junetion, s it?

My, MILLS: It is the same all over the system.
I have direct control in the workshops.

The COMMISSIONER: Picking up these little things
makes me feel: Where does the responsibility come in?
Is it the Traffic Manager’s, or the C.M.E,’s, or whoge?
1f it is at the locomotive shed it is the Traffic Manager’s
responsibility,

My, MILIS: Yes,

The COMMISSIONER: Yet these are fecols that the
C.M.E. hag to keep in decent repair and keep running
at a veasonable cost and which traffic is going to use.
Bpeaking as an engincer T would say that if I were
going fo bhave fools given fo my charge I would keep
them in as good mick as T could.

THE MIDLAND JUNCTION WORKSHIOPS.

On the oceasion of my first visit to the workshops
I was guided around the various departments and
activities by Mr. F. Mills, Chief Mechanical Fm-
gineer, and introdueed to may of hig genior officcrs.
Other visits and inspections were made from time to
time in which the general set up and equipment of
the various shops was more eritically examined. The
main batldings housing the fitting and machine shops,
earrviage and wagon shops, locomotive repairs, boiler
making, forge and foundyy, though old, are sub-
stantial,  Fxtensions have heen made o some of
these buildings and some of the disabilitics existing
in the older huildings have been rectified more pax-
tieularly with vegard to the maintenance of wide
spacings between the columns (such as limits the
free use of the floor in the fitting and machine shop}
and the orientation of the roof lights,

There ave many activities housed outside the main
shops some of which ¢an be considered satisfactory
or capable of being made so (suech as the tool room
and eleetrieal shop), some which can be adapied to
other uses, and others which can be considered little
more than humpieg.  The full nutilisation of the
workshops avea, and even of the ghops themselves,
has heen hampered considerably by the use of rail-
way fracks inside the outside the shops for the
transport of matevialg and products in process, The
nature of the work in the shops demands that in
certain sections locomotives, carriages and wagons
must go forward on their own wheels and in such
cases the fracks within the shops aze necessary. This,
however, does not apply to cevtain shops such as
the blacksmith and forge, fitting and machining, and
the foundry, and, of course, other oquiside activities
such as the tool room, coppersmiths, track equipment
and smaller aectivities



The transport and handling of maferials is un-
satisfactory throughout the ares and wodernisation
of this must be one of the first and major considera-
tions, as

{a) eonsiderable aveas can be wade available
for covered shop cxtensions; and

(h) the floors in many eases can bhe improved
and gangways provided for mohile equip-
ment to be used thronghout the works.

The action in regard to replacing fracks with
property formed roads must follow the preparation
of the plans for the re-organisation of the work-
shops area and the shops.

It quickly beeame evident as the resuit of my own
observations and the information placed before me
by the representatives of the Commissioner and the
uniong, that the re-organisation of the shops was a
job of such magnitude involving so many incidental
factors or re-adjustment of working areas, re-organ-
isation of machines and their location, weifare and
amenities, that any consideration of expediency and
temporary avrangemenis must he ruled out.

The planning of the utilisation of the area, the
extensions and re-grouping of the shops, the provi-
sion of new equipment and the re-arrangement wof
efficiently usable existing equivment, the provision
of employee amenities (canteens, washrooms and
showers, clesets and arinals, lockers, etc.,) must he
DONE AS A WHOLE. :

Bach individual shop and section of the works
would of course reguire ils own detailed plan and
arvangements, and in some cases such planning
would involve an entirely new oulleok with regard
to the metheds to be followed in produetion  This
may be taken to apply partienlarly to the foundry
and the forge shop, in both of which methods and
equipment ean he mechaniged and improved and eon-
ditions from a health point of view brought within
range of modern practice.

The details of these matters ave not dealt with
in this veport as the methods te Tre adopted in
modernising the establishment must he the rvesult
of eareful and close study by competent persons, I
have confidence that the senior officers of the
organisation are aware of the necessity for change
and are eapable of finding sclutions to the many
problems that will avise. I counld point out many
details of deficiencies in equipment and methods
and many of these have been dealf with when taking
evidence, hut the position can be elearly scen from
a study of the graph in which is depicted the num-
her and age of the various machines in use through-
out the shops.

As one case in point, it might be stated that the
conditions in the foundry with regard to the
methods employed in dressing eastings, handling
sand, and preparing chavges for the eupolas or meli-
ing furnaces, ave unhenlthy, out of date and eannot
ensure the production of high grade goods, Casting
twice a week entails unneecssary eongestion on the
floor and unnecssary handling of boxes and
materials. There is ample avea in the foundry, in
my opinion, to provide for all the work in the way
of castings requived by the organisation, If east-
ing is done every day and modérn methods adopted
of storing and handling hoxes, conditioning and
supplying sand, the charging of the eupolas and
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furnaces from properly equipped storages 1re-
organised, ventilated dressing tables and the use of
sand or shot blast eleaning ehambers introduced,
there would be ample room in the foundry for its
vatious aelivities.

Machine Egquipment,

The age and condition of the present machine
equipment is, I think, adequately shown on the graph
previously noted, Except for the new machines re-
cently bought, as can he scen from the graph, the
perveentage of old machines noted as bad was ap-
proximately 21 per cent. Those listed as fair on
this graph (58 per eent.) consist of many machines
whieh are tending towards ohsolescence as well as
machines which might he considered to have a useful
life. Those listed as good (41 per cent.}) may be
eonsidered to have proper utilily value for the class
of work passing through the shops. The parsimony
which has existed over so many years with regard to
the purchase of equipment to meet the growth of
traffic has in itself engendered a spirit of dissatis-
faetion amongst empleyees who cannot but be aware
of the poor and wnsatisfactory type of the tools with
whichk they work, Unfortunately, there has been no
means of checking the relative cfficiency of the
machines in use Decause any system of costing
which would enable this to be done is non-cxistent,
Suffice it to say that fhe equipment as il exisés is
¢uite inadequate, in many cases unsuitable, and a
very lavge proportion of it should be scrapped so as
to provide space for more modern eguipment.

On the graph referred to there is plotted a num-
er of machines that have been written off some
time ago. Unfortunafely, the number is so small
it is diffienlt to read it on the graph, There seems
to be no adequate provision in the finaneial set-up
of the railway organisation which enables obsoles-
cent and inefficient machines and equipment fo be
serapped and written off,

In the evidence given hy representatives of the
urions paviieular stress was laid on the lack of
amenities in the workshops. This was evident, so
far as the workshops were eoncerned, as a matier
of general observation. From any point of decency
and suitability, the conveniences provided would
not in any way meet modern requirements. They
were neither suffisient in nwnber and where een-
trally located proyided the hare minimum as to
quality and number, The evidenee indicated that
thig situation was not confined to the workshops
but that the depots also were lacking in this regard
and the request was made that visits should he paid
to the East Perth running sheds. This was done
and the conditiong obscrved were sueh that it was
considered advisable to visit other depots in dif-
fevent parts of the State. This grestion of ameni-
ties as a whole is dealt with more fully later in
this report.

“HOUSEKEEPING.”

Under the term “housekeeping” come all those
things which attain to cleanliness, tidiness, and order
within the workshop or depot areas. So far as Mid-
land Junetion itself {g coneerned, with the exeeption
of the avea adjacent to the main offices, little atten-
tion has been paid to the conditions that obtain both
in the shops, and in the yards and areas immediately
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snrrounding them. Serap, spare parts, and matevial
in proeess, are deposited in any place that seems
convenient, and the consequent deterioralion of sowe
finished products, due to storage in the opon, has
been veferred to previously. In the shops, materials
in proeess elutter the Moors and this has been largely
due to the methods followed in production and the
laels of planning in connection thevewith. Lockers
generally ave old and hadly placed, interfering with
light and fAvor gpace, aud acting as depositories for
tools of various kinds which should more properly
he placed at 1 central shop location.  Machines are
divty, lacking paint; skylights ave unclean, and the
constrnction of the floors has been veferred fo pre-
viously as affecting cleanliness.  There lhas heen
some evidence of attempts at cleaning up but the
matter is one which requires constant attention and
working to planned methods with regard to it.

Places zound the ghops where it is considered
necessary to store materials and tools should be care-
Tully loeated and arranged for fhe purpose for which
il is proposed to usge them.  Serap should not be
allowed to be deposited cxeept at definite and remofe
areas from which arrangements enn be made for its
disposal or sale,

A proper salvage campaign assiduously followed
throngh would save a large amount of material
which, with a little attenfion, eould be velurned to
store for re-issue for use us vequired. T think it
guite likely from my observations of the works aveas
that the value of malerials to he salvaged and pro-
perly dealt with, would not only pay for the salvag-
ing but eould provide a fund which would go some
distanee towards maintaining shrobberies and garden
plots where opportunity offers, adjacent to the shops
and thus considerably improve the working condi-
tions.  (rassed areas, for instance, properly main-
tained, keep dewn dust and this in itself is a matier
of importanee with regavd to wear and tear on equip-
ment. Experience hag shown that the provision of
these garden plots aud shrubberies at convenient
places, eifectively stop the caveless dumping of serap
maferials and eleanliness hecomes a matler of pride
amongst the working force, tood “housekeeping”
is part of good working couditions, and is a potent
factor in maintaining workshop morale.

ACCIDENTS AND SAFRTY MEASURES.

Visiting the ambulanee room I was informed by
the Sister-in-Charge that accidents coming to her
were between 11,000 and 12,000 per annum. Most
of these were of a minor nature, but, as she rightly
poinfed out, many of them were only a hair’s breadth
from being serious cases,

While T was there s man came in with an injury
to the eyebrows, Quarter of an inch Tower and he
wonld probably have lost the sight of his eye. The
accident rate in itsell indicates a state of affairs
whick requires serious attention, heing over five ac-
cidents per year per man employed. I ean find no
organisation corresponding to that in most modern
manfacturing industries of safety firgt eduecation.
The cost of these minor aceidents must be great,
There is need for a definite attack on the aceident
rate and every attention must be paid to inculeating
ideas of accident prevention in all seclions of the
works, It was noticed duving inspection both of the
workshops and the depots that proteetion was not

fully provided to meving bells, chains, pulleys and
other moving parts of machinery. There iz avail-
able from the publications of the Commonwealth
Department of Labour and Industry much informa-
tion a¢ o the matlers which tend to a rednetion of
aceidents, such as good “housekeeping,” proper light-
ing, and the painting of machines so as to preserve
contrast between the work and the machine hack-
ground. Thig is not a matter that can be dealt with
by hit and miss methods of expediency. It requires
serious study and thought, and eo-operation with the
Department of Shops and Factories and the Chief
Inspector of Machinery with regard to the ohser-
vance of such regulations as they may have dealing
with the matter. However, whatever these regnia-
tiong may be, it is a matier about which the work-
shops organisation iiself shonld be serviously con-
cerned. '

DEPOTS AND RUNNING SHEDS.

Running sheds visited were Hast Perth, West Mid-
land, Pinjarra, Bunbury, Collie, Narrogin, Merredin
and Northam. None of the running sheds or depots
visited could le considered satisfactory from the
point of view of buildings, equipment, working eon-
ditiong or amenities for the resident or foating
stalf. They were all had, but some were worse than
others, With the exception of Novtham, where an
attempt had beer made to provide reasonably good
harracks for the use of the frain erews which move
in and out of the depots, (but even in this partien-

lar instance a little more thonght and a Httle more

mouey wonld have provided arrangements more
suited to the vequirements) amenities of any kind
could be eonsidered non-existent from any consid-
eraftion of decency and suitahility.

The buildings and offices were- old and dilapidated
and there was very little echesion in the arrange-
ments of the working sections one with the ofher,
Both the ranning and repair sheds were inadequate
for the service they have to perform. Pitg in many
cases were too close together and did not provide
working space belween engines when twe lines of
pits were occupied. Pits weve shallow, too shallow
in many ecases, poorly drained and hadly in need
of re-conditioning, floors were rough, generally old
sleepers set on an earth bed and quite impossible
to wash down and keep in a sanitary eceondition.
Clearanges helween entrances to the sheds and many
of the locomotives heing stalled, were insuffeient,
creating a danger point. Benches, loekers, work-
shop equipment were totally inadequate for the par-
pose. Maehines in many eases dated back to the
185075 seemingly vejeets from Midland Junetion or
part of the early and original installation, Tn a few
cases an all geaved lathe was found, evidently of
reeent installation. The consequent slowness of
work and ifs possible poor quality with its inevit-
able ecffect on the men trying to keep locomoiives
in running order were only too evident. -

In general, the vards around the sheds were un-
tidy ; nsabie material and serap were in some places
mixed together; stores and spare parts were badly
looked after, camsing unneeessary work and delay
in repairs. Lockers in some cases were home made
but where they had been supplied to what had some
time or other been a standard they were poor in
design so far ag the storage of ihe individual fire.




men’s and leco. drivers’ equipment was coneerned,
and could hardly be econsidered hygienie for the
holding of men’s clothing. lere again the system
which seems to he ingrained in the ininds of the
senior memhers of the organisation that money must
not be spent has led to the consequent inelficient
and defoctive service, with but little thought, so far
as one couldt see, to what mast be the final vesult
of such a policy persistently pursued. Money must
be spent if money is to e saved, and the nnwilling-
ness of the Treasury or Parliament to make proper
provision for the npkeep of sueh equipment and its
writing off and reeonstruetion when it becomes un-
suited for its purpose is reflected in the present con-
dition of the system,

In giving evidence hefore me, the Commissioner
of Railways, when cuestioned in regard to these
matters, agreed almost entively with such state-
ments as 1 have made above, and there are many
“ pages in the traunseyipt which deal with the question
of the maintenance of the workshops, the’depots,
and their equipment. To quote from the evidence
on page 662, after questions by me in regard to
lack of maintenanee:—

The COMMISSIONER: T can appreeiate your peint
with regard to expeusive notions, but fthe one thing
I did gather from my examination of the workshops
and my trips avound the depots was that the saving
of money gua money has been ecarried to sueh an
extent that cfficiency has been seriously and almosh
hopelessly prejudiced.

Mr. ELLIS: I eannot challenge that statement he-
cause money has not hieen available to do things that
we knew must and shouid be done.

And again on page 608 the Commissioner of Rail-
way stated:—

toWith vegard to Northam, and other depots, there
are places that annoy me every time I inspeet them
just as they offeand your enginecring sense, but when
T am faced with the position that 1 am allowed only
a limited amount of money and that my system is
losing this year one and a half mittion, I have so
many things requiring to be done that I lhave to make
5 selection.’’

After further guestioning and discussion, I made
the following comment:—

] am also clear that with the present way in
whieh the mccounts ave presented (and the statements
are neccssarily accepted by the publie) yomr organisa-
tion is being blamed for a state of affairs of which
5t iz mot the prime csmse. It is the system that is
bringing you into this state. If a husiness we1'e~_to
he allowed to drift on as you have becn foreed to drift
on, it would be hanksupt, and yon are fast getting fo
the stage where you will no longer be able to give the

kind of service you should.’’

Mr. ELLIS: T have alveady warned the Government
of that.

The COMMISSTONER: Tt is not only what youw say
is necessary. It js absolufely necessary. The way you
are carrying on at present you are viding for disaster.

Mr. BLLIS: As I told you, I have already warned
{he Government of that phase; and, ax I montioned
in my statement, cerfain things wmust Dbe done unless
we are to faco a complete breakdown of rvailway trans-
port.

Towards the end of my gquestioning the Com-
missioner of Railways, I had been referring to cer-

" tain lack of organisation with regard fo tools used
on machines efe., in the various workshops and
there was some discussion between Mr. Mills, M.
Ellis and myself with regard to some of these de-

tails of organisation, Avising out of this matter
the following is quoted from page 682 of the trans-
eript :—

The COMMISSIONER: The foremen and sub-foremen
seem happy about it.

Mr. MILLS: Yes, because they have been brought
up to it. When a man of 50 hag been brought up on
that kind of thing his habits are not easy to break.
I cannot sit on top of cach man all the time,

The COMMISSIONER: I am mnot trying to blame
anyone, Mr, Mills, but to see whal has fe be done,
and the kind of organisation we must get.

My, MILLS: That pieture ig very clear in my mind,

The COMMISSIONER: I will have to make it clear
to somebody alse.

Mr.. MILLS: T do not think it is so mueh a matter
of buildings in the first place, as of organisation, and
it means money.

Mr. ELLIS: That is the whole thing,

Mr. MILLS: You mentioned, Sir, the stocks and
dies at Midland Junction, X Lnow about them and
about some of the other ‘‘lousy’’ toels that are being
used, but I cannot give them new tools as I have
not the money. Ii is true that a sct of stocks and dies
may cost only £2 or £8, but it costs that much at a
great many places, and to supply new stoeks and dies
all round might costs hundreds of pounds.

The COMMISSIONER: Yet they should he there.

Mr. MILLS: They should be, but that is the reason
why they are not ihere,

'I:he GOMMISSIONER: That is why T feel it iy a
majoy operation. I would mention the inspeetion trol-
leys, motor driven, that you have. At ome’ depet I
think there were 79 such {rolleys,

Mr. MILLS: I think there were 70 at Narrogin.

The COMMISSIONER: That is a large number of
vehicles, and I would expect to see there at all events
sometlung. of the nature of a fivst-class eonntry garage
‘_[o deal_ with them, buf that man had no tools. There
is & big load to be ecarried there.

Mr, ELLIS: That is so, but it will take us some
years to work off the load even if you can induee any-
one to give us the necessary funds., I put it to you
strongly that we have not accepted complacently the
conditions that you have scen.

The COMMISSIONER: I have hoard strong protests,
and I am tirying to get a protest from you now.

Mr. ELLIS: We have definitely seen the meed for
these things but ome canmot make bricks without straw.

The COMMISSIONER: You do not like the present
finaneial set-up aand you do not like the present state
of your equipment or of the gear you have with which
to run the railways?

Mr. ELLIS: I do not, very cmphatieally.

These are serious statements and it is probable
that the state of “affaivs disclosed by the evidence
and my personal observations apply within the
organisation to matters ontside the orbit of my in-
guiry into the Midland Junetion Workshops, and
the sifuwation nceds to be dealt with more fully at
a later date. FExamination of the annual reports

" shows ‘that the present Commissioner and his pre-
);

decessors have drawn attention frequently to the
drift with vegard to finances, equipment and effi-
ciency, and there appears to have been no real
cffort made by the Governments coneerned over
these very long periods to meet the situation thai
was aviging, With the vesult that so far as the
workshops and the depots are eoncerned heavy re-
organisation and recenstraction have become neces-
sary and the cost of this will have to be faced.

T4 is o be noted from the information recorded
on the graphs attached, that while the load on the
shops as represented by ton miles of goods and



livestock and departmental goods has increassd, the
locomotive stock has remained practically statie
sinee 1916. In the years previous to that there had
been two periods duwring which considerable addi-
tions were made to the locomotive stock, but sinee
that period increasing loads have had {o be hauled
by aged and deleriorating locomotives, Much the
same story is shown by the position with regard to
wagon stock, where again since the yeays 1914-16
the accretion of. stoek has been small and spas-
modie,

In the case of many of the deppts reorganisation
and reconstruetion undoubtedly means the provi-
sion of new buildings for running sheds, workshops
for repairs, offices, stores amenities, housing, all
properly related to the work that has to he done,
and to each other. Planning requnired for this will
be heavy and is a matter whieh in my opinion must
recelve immediate attention. Hstimates of costs,
cannot, of course, at this stage be made, but from
my general experience of such matters I do not
think the expenditure rvequired will be less than
£1,000,000 in the ease of the workshops and pos-
sibly not less than £250,000 in the case of the
depots. The order of these figures is given to you
so that some rough idea of the extent to which
drift has taken place, may be obfained,

While I was going round the various depots, in-
quiry showed that engines were freguently “out off
service” for periods ranging from a day to scveral
weeks, In my earlicy requests for information T
had asked to be supplied with the “outages” of the
varicus classes of locomotives and individual loco-
motives, but this information could not he supplied
as no records were kept,, It was also found that
engines were considered “in service” so long as they
were on the chavge of the Chief Traffic Manager,
quite irrespective of whether they were fit for the
road or were waiting for minor repairs or inspeec-
tions at the end of certain mileages. In some cases
delays were oceasioned by parts having to be re-
turned to Midiand Junction Workshops, this par-
tienlarly applying to the reconditioning of wheels
and axles.  The loss of running time of the loco-
motives thus occasioned might in the aggregate he
considerable and I feel that some effort should be
made to minimise these delays, even, should it need
the provision of more and heavier workshop equip-
ment at eertain selected central depots,

Records of what 1 call “ountages” or “out of ser-
viee” should be kept even if a malter of howrs only—
in Tact each engine might earvy iis. own log hock
to which reference might he made at inspection
periods and produced at enquiries into aeccidents or
other wntoward incidents.

STAFF AND STAFPF TRAINING.

Taking the railways as a whole and inelading the
workshops, it might be stated that it is a career in-
dustry and that those entering the organisation have,
and rightly should have, expectation of advance-
ment to the higher and executive positions of the
sinvice if they have qualified by edocation and ex-
perience to oceupy them,  From the evidenee before
me 2t the present time, there do not seem to be avail-
able men who would bhe fully qualified by training
and experience to take senior exeentive positions
shonll it become necessary.,  Inbreeding may be
responsible for this. 1 am very much concerned
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with regard to the training facilities that are avail-
able for exeentive officers.  Training in the detail
of the actnal operations that have to be performed
by the “rank and file” appears to he reasonably
sound although there arve many directions for ex-
ample, losomolive drvivers and attendants, where
more speeifie training n the tecknigue of their work
might lead to considerable improvement in the
cfficiency of operation. :

The particular example guoted will veceive closer
attention when matbers concerning the supply and
use of coal by the vailways ave discussed, but if is
not intended to deal avith this matter in this inferim
report,

The general training of apprentices, so Tfar as
workshop praetice and their skill as artisans is eon-
cerned, probably meels rvequirements, but $he pro-
vision that is made for {he higher general and tech-
nical gducation of those destined for exeeutive posi-

tiong is not satisfactory so far as the Chief Mechani-

cal Engineer’s Branch is econcerned.  This whele
matter has caused me some conecrn and evidence
with regard lo it has heen obtained from Technical
College authorities, Unions and the Railway Officers.
This evidenee is not yet complete but the present
position is that, at my reguest, a small commitiee,
consisting of Mr., T. G. Davies, Mr, F. Mills, Mr.
L. 'W. Phillips and Professor Blakey, has been asked
to go into the matter and veport back at an ecarly
date. There is some difference of opinion with re-
gard to the method of recrnitment of young men of
superior edueational atlainments and of those who
have cobtained degrees or diplomas in the seience and
technology wnderlying mechanieal and production
engineering, but I am very hopeful that the manage-
ment and the unions will he able to find eommon
ground on matters affecting fraining of men for the
shops, drawing offices, laboratories, and execntive
positions.
COSTING. -

In my introduclory remarks I referved to what
I considered a serions fundamental lack in the
organisation of the Chief' Meehanical Engincer’s
Braneh. T had asked for eeriain information with
regard to the cost of manufaciure of varions com-
ponrents, of locomotives, and wagons, and of the effi-
clency of machines, men and methods of produciion
based on machine hours, man hours, and number
or weight and quality of articles produeed. It was
found quite impossible fo give me any information
on these malters which would have ensbled me to
assess readily the effiieney of the workshops, My
examinailion of Mr, Bromfield, Compiroller of Ae-
connts and Audit, was directed towards certain as-
peets of this question of costs. I was provided with
the systems of aceounts under which expenditure
is returned but to a very large extent the arrange-
ments of these aceounts lacked order, and in many
eases correlation, with. regard to manufacture of
new stock or spares and their operalion in serviee.

There was considerable diseussion with Mr.
Bromfield, My. Mills and other officers of the work-
shops in obtaining evidence on these matters, I'rom
the information placed before me it seemcd that
the aceounts system used was provided more from
the point of view of assembling total expenditure
as matters of convenience in aceounting rather than

as a means of checking fhe efficiency of the organi-

sation.



T was surprised to find thai the Compirvoller of
Acceounts and Audit held the dual position of ac-
countant and aanditor. I ean understand thai for
certain portions of his work he has fto audit the
aceounts of those officers who receive money from
the public and he has to check the expenditure of
the money provided by the Government for the nse
of the organisation. In examining Mr. €. Reymond,
Seeretary for Railways, after diseussion -with re-
gard to general matters of expenditure the follow-
ing exehange ocenrred.

Extraet from page 30 of transeript:—
The COMMISSIONER: The Controller of Aecounnts
and Audit is the Anditor of the railway aceounts?

My, REYMOND: Yes, he holds a duai position. He
iz the accountant and the auditor. He has the neces-
sary staff. You might think that that is an ideal
arrangement.

The COMMISSIONER: I think it is rather a re-
markable arrangement,

Mr. REYMOND: Yes. They have separate civisions
that do the auditing alonc under the Chief Accomntant.
Many years agoe we had a separate audit department
hut that lias been amalgamated,

By Mr. RAYNOR: The Controller of Accounts and
Audit is subject to a higher authority?

Mr, REYMOND: Yes, to the Auditor General,

Tnrther inguiries will be made with regard to
this, the only comment T have to maoke at this stage
is that the balance sheet put forward in the report
of the Commissioner of Railways to the 30th June,
1046, (page 37) is audited and fonnd corveet hy
H. A. Day, Anditor of Disbuvsements and W.
Bromfield, Comptrolley of Aceounis and Audit.

The Aunditor General in his report for the same
year, page 99 et seq, diseusses the aeccounts only
from the general aspeet of funds voted by Parlia-
ment through the Treasury, but does not appear
to make any check of the detailed acconnts and
working of the ovganisation, It appears to be an
analysis of whether the monies granfed have heen
in general spent for the purposes for which they
were appropriated. 1 still feel that the system
whereby the accountant to an organisation supplies
a eertificate ag anditor, as to the correetness of his
aceounts, iz rather a “‘remarkahle arrangement.’’
Tu taking Mr. Bromfeld through the matter of cosis
following up my introductory remarks as to the
service which his department eonld give to the vari-
ous branches of the organisation T was some little
fime in coming to an understanding with him as
to what was ineluded or should be ineluded in =
shop costing system. This iz dealt with fully in
the transeript of evidence hut need not, 1 think,
he quoted here, execept perhaps for the following
which appears inter alia on page 210 and 211.

The COMMISSIONER: You charge the betterment
of that eost up to capitalt? ‘

Mr. BROMFIELD: No, to working cxpenses. We
¢tilt have the original ecapital on which we are paying
mterest, We do not write down capital unless there
is Parvlinmentary aunthorisation for the closing of a line,
for example. That is quite a different propesition.
That ecapital is in our loan expendifure and we arve
paying interest ou it, We muy mot replace a loco-
motive with another locomotive—I am only giving this
as an illustration, beeanse we do replace locomofives
with locomotives—but we liave replaced wagons with
carriages. We have taken the original ecapital cost,
and to the extent that we have got £100 in our eapital
we have sgerapped the wagon aad have provided a
earriage.  The cmrringe may cost considerally more,
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but tc the extent of £100, that would be treated as
off-setting the £100 for which we have lost the capital.

Mr, RAYNOR: We also Duild
working expenses?

locomotives from

Mr. BROMITIELD: At the moment we have certain
tocomotives, Class 8. These have been treated as off.
setting  the extinguishment of other locomotives—
serapped locomotives—and that is charged to working
expeuses, uot to capital, unless it is new stoek, Then
the cost of it would be the replacement.

The COMMIBSIONER: When it comes to looking ut
it fromn my point of view, the eugincer’s point of view,
you are earrying locomotives which are in serviee, so
Tong as they ave in serviee, at their oviginal eapital
value? :

Mr. BROMFIELD: Yes.

The COMMISSIONER: Ave they giving you 100
per cent. efficiency?

Mr. BROMFIELD: T am not prepared to srgue with
yow that we should not be providing for depreciation,
hecause I say definitely we should and that our rnil-
way expenditure is not ecomplete without a debit in
cach year for an amount representing the depreeiation
of the asset which is not eovered by maintenauce, re-
placement, or renewnls, That is not debatalle,

The COMMISSIONER: We are ou level ground
there?

Mr. BROMFIELD: Bach year should carry its own
proper share of cxpendifure. If you have a locomotive
which is a nice new one and on which there has heen
very little cxpenditure in the flvst year, depreciation is
theve nll the time if yom desive o cgnalise your eosts,
We shoulidl definitely Dhe muaking provision for depreein-
tion. In other words, we want vepairs, replacements
and renewals as a eontributien from working cxpenscs
each ycar.,

The COMMISSIONER: That iz n malter of arrvange-

" ment?

Mr, BROMIPIELD: It is o matter of accountaney
as distinet from State finances. ¥ am speaking now
from the accounting angle and am quoting from an
inter-State railway conference deeision which I fally
endorse.

The COMMISSIONER: I am with you there as an
engineer, hut when it eomes to finding out low much
my work is costing for individual ifems, I am con-
eerned with little things and many of them and I
want to know what machines I have been using on
the jol.

Mr. BROMFIELD: Then we must go ianto more
detail than we have hitherto done. I am not prepared
to argue the point. ¥ agree with you. I want.to
stress this point, that any additionsl information we
wish to obtain must be obtained only if practical use
can be made of it. "That is one of our difficulties with
statistics.

The COMMISSIONER: You ecan eagily over-run
vourself on paper, hut you ean eusily under-estimate
your efficiency if yon have not got enough paper?

Mr., BROMFIELD: Yea. An cdueational
should be provided to aseertain the figures.

schere

Mr., Mills was also examined at very great length
on this parvtienlar aspect of workshop conirol. Tt
was fnally ascerfained that Mre, Mills in Angust,
1946, had prepared a very valuahle statement deal-
ing with the neceessity for proper costing in the
workshops, In this statement he traversed at length
the system now in use and puf forward a method
of costing which, in my opinion, would largely meet
the needs ol workshop eontrol, with the exception
that no. provision was made for charging machine
fime or assessing any value to machine time on the
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basis of value of the machine in money and pro-
duetivity, This item of cosbing is prohably omitted
becanse in railway financing amortisation or depre-
ctation of physical equipment does not appear ag
part of their eurrent eosts. This veport had evi-
dently Treen diseussed with the Compirvoller of
Accounts and Audit, was approved by him, and
passed to the Commissioner and there it remained;
until after the opening of this inguiry, when the Com-
missioner gave it his approval. Inquiry as to the
delay in approval of such a fundamental and vital
matter indicated that there was some clement of
dispute likely to arise heiween the unions concerned
and the administration, and it wonld appear thatf
some eonferences with regard to the mafter were
held between Mr. Mills and the representatives of
the men concerned. There is no neeessity to eom-
ment on the resulty of these eonferences. I could
guite understand that there were many aspects con-
nected with costing whieh might ercate some susd
picion in the minds of the men that it might be
used to their defriment in the manner of ‘‘speeding
up’’ or the penalising of men who were using old
and inefficient machines and working more slowly on
thiz aceount.

In the course of. my discussions with the repre-
sentatives of the unions and with the management
of the workshops, T made it clear that I considered
that eosting and the control of efficicney of produe-
tton that it gave, was at the very root of manage-
ment and that the men must be prepared to aecept
assurances that it would be used fairly and not to
their disadvantage, but that they must understand
that the performanece of the average skilled man,
using modern tools, must be a reasonable percent-
age of the eapabilities of the tool and that the pace
eould nof be set by the performance of the slowest
man working with inefficient equipment, and that
it was a matter which counld and should be eapd
able of agreement hetween the management and
the men. T asked that the representatives of these
coneerned get togethor on the matter using Mr.
Mills's report as the basis for diseussion. This was
done and M. T. (1. Davies acted as ehaivman of the
conference. It is pleasing to vecord that agree-
ment in prineiple was reached ns to the adoption
of the costing method set forward. A further con-
ference between Mr, Mills and unions oceurred at
a later date and Mr. Mills reported in regard to
this as follows:—

Mr, MILLS: I wish to inform you, Sir, that a further
conference took place in my offiec at Midland June-
tion on Friday, the 8th August. Those present werc
Mr. Cghill and Mr, Newman, represciting the Metal
Trades Counecil, The original purpose of the inter-
view was to discuss three-shift working in the track
equipment shop. That being settled, the question of
costing came up in general diseussion. Both of the
union representatives agreed that the scheme should
go forward, as agreed to in prineiple, with the proviso
—to which T apreed—that there should e a conference
once per month, or offener if necessary, with unien
representatives and shop stewards, to deelde any diff--
cultios, either large or small, that might arise in the
development and working of the scheme.

That diseussion ended with the understanding, on
both sides, that there was no objection in prineiple to
the institution of a proper scheme for produection plan-
ning, control and ecosting, but that if any diffieulty
arege or if any man felt that the gcheme was heing
oporated to his disadvantage, or if the uuions felt it

was being used in any improper manner, all such poiuts
would be the subject of immediate discussion, 1 felt

“that a considerable advance had been made and [

heticve the way is new open to go straight ahead.

The only guestion ontstanding now with regard
to this matter is that Mr. Davies desives to refer the
scheme to the foremen and sub-foremen. I am hope-
fnl that there will be no difficnlty in securing their
eo-operation, ;

I realise that while the proposaly will relieve the
foremen of & great deal of work which must he
irritating and interfere with their funefion of direet
supervision of work passing under them, it will
probably throw upon them and upon the Assistant
Works Managers the onus of seeing that the propex
progress of work is meaintained through the various
shops and through the machines until it is eompleted.

HUMAN RELATIONSHIPS,

It is not without intent that the words ‘‘human
heings” were placed- first jn the coneeption I put
forward of what constitutes the essentialy of an or-
ganisation, I ecan imagine no more Important see-
tion of an organisation than the human beings which
are part of it.  The time has gone hy when the
workers in an indnstry could be considered as mevely
eogs in a machkine performing more or less cfficiently
a limited finetion. Also there i3 no more important
funetion of management than understanding the
human element of the organisation; and making a
determined effort to secure its co-operation towards
attaining the objectives of the organisation.  This
understanding must apply not only to sections and
proups of men operating within the limits of their
particular trade or ealling but also to the individaals
within the groups. - An understanding of the objee-
tives of the organisation and the methods that are
heing used or proposed from time to time to attain
the objectives is necessary if their eo-operation and
pride in their work is to be mainiained. It is here
that the dutieg of the “Personnel Officer,” who may
perhaps move fitly be termed the “Industrial Wel-
fare Officer,” can lead to the maintenance of work-
ghop morale and te the smeothing out of the personal
and even group difficulties and irvitations that are
hound to arise from time to time.

In wmy opinion it is very necessary that when a man
becomes an employee of an organisation or a seetion
of it he should be given some general idea of what
the organisation is doing, why it is doing it and how
he fits in with itz aetivities.

It is not enough to give him a ticket and place
his name upon the payroll. He should be personally
interviewed hy the Personnel Officer and introduced
to the ofticial to whom he will be dirveetly responsible,
and it is this officer who in tura will introduce the
man to those with whom he is to work and make
him feel that he js an entity with some stake of a
personal nature in the organisation. He should he
told the avennes that are open to him for advance-
ment and of the tests through whieh he may have
to go to qualify for promotien.

There ean be ne hond of eq-operation between
the management and the employees without mutnal
confidenee and ibis will not happen withont it being
mutually songht and given. The employee has his
loyalties to his gromp and to his uniom hut he has
also, if properly encouraged, a loyalty to the organ-
igation of which he is a part.




It ia for the above reasons that the approach of
the management and the men at the Midland June-
tion Workshops to the consideration of the proposals
for instituting a eosting system throughont the works
is considered by me to he of very considerzble im-
portanee. The forming of a committee to niect and
disenss the incidence of the details of the costing
system is an example which I hope will e followed
in other directions, at not only the management
level but at intermediate levels of authovily,

Such committeos can deal efficiently with the
problems that arvise from day fo day, smooth .gut
individnal and even group irrvitations and discuss
matters raised by the men which may tend to im-
provement in cenditions of work or produetion
elficieney. Suggestions from individuals might pro-
perly be brought forward from these shop commit-
tees and suitable rewards for these worthy of adoep-
tion could he arranged by the management. A
suggestion hox used in conjunetion with sueh com-
mittees, ean be an effective means towards improve-
ments in operation and in itself is one of these
things whieh induees loyalty and co-operation on
the part of the individual. The stereotyped veply
to an individual or a group thaft this or that matter
will reeceive eousideration is to be avoided. Con-
sideration must be prompt and real and the people
coneerned supplied with the reason for adoption or
rejection, in a manner whieh wonid appeal to them
as imtelligent wnits within the organisation, 1t is
by these means that mutual confidence between the
men and the management may he brought about.

A matter eonnected with this subrject to which I
have previously referred, is that of the training and
welfare of apprentices. In the Midland Workshops
there are approximately 400 apprentices of one kind
or another and leoking affer these hoys to see that
they are given every opportunity to properly learn
their trade and te pursue their studies could well he
under the supervigion of the Pergonnel {or Welfare)
Officer, With the large number of apprentices to he
dealt with, the appointment of a man under the
Welfare Oflicer to especially look after them shonld
receive eonsideration. Such a man would neeessarily
have to work in the elosest eo-operation with the
foremen and sub-foremen in the shops with a view
to arranging through them the progressive training
and instruction required by the apprentiees.

AMENITTES.

This has been the subject of mueh of the evi-
dence’ placed before me in conneetion with eondi-
tions at the Midland shops and the outside depots.
I have referred, when dealing with the shops and
the depots, in no unecertain teyms with regard to
what are generally veferred to as ‘‘amenibies.’’
Within the railway organisation they are almost
non-existent and it may he stated without exaggera-
tion that except in ome or two isolated instances
elementary decencies ave hardly met. Amenities do
not only consist of providing latrines and closets,
wash hasins and ernde forms of showers. Men eome
to work elean and it should be possible, particn-
larly when they are employed in work which is
necessarily dirty, to change inio working clothes
and have hygienie lockers into which to put their
ordinary elothing. On leaving work they should he
able to echange from their working clothes, deposit
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them in a locker, or suiteble hanging space, pass
through the showers or wash room, resmne their
clothes, and go home clean.

It is also not a question of providing the mini-
mum quality of fittings and arvangements with re-
gard to these conveniences. It is esconomy for suech
convenienees to Ire of good cuality with the speeial
aspects of hygiene and easy eleaning and draining
predominant. It was noticed for instanee that in
the amenities reecntly supplied at Northam depot
for the floating staff, the dividing panels between
the showers weve cement plastered on either brick
or eonerete backing. This rendering was alveady

" erazed and ahsorbing water and soap and appeared

likely to bheecome unsightly and uansanitary at a
relatively early dale. {(Incidentally the erazing may
he due to the nature of the sand used in the eement
mortar rendering, or perhaps with the chemieal ve-
actions of the soap and water on either the sand
ot the eement. This might he investigated). An

inpervious hard faced paint or preferably tiles.

would be better than the mortar rendering.

Wagh basins should: he of modern form, either
poreelain, stainless stecl or monel metal,  Terazzo
or lead should be avoided—lead because of its flow-
ability rendering it liable to ecorrugation or uneven-
ness, and berazzo Decanse of the aetion of eertain
waters and soap on the cement matrix, These, how-
ever, are details which should be borne in mind when
planning these eonveniences remembering that it is
smali hritations in eonnection with these things
which cause discontent amongsi employees,

In the yeplavning of harracks and quarters for
single mep ab country centreg the rooms should be
hrightly painted and the cubicles should be for one
man only; should contain a good bed, table, mirvor,
and  buili-in wardrobe-cupboard, and he provided
with a good light. DMessrooms should contain some
seats other than forms, should be well lighted, heated
arl brightly painted.  Where the confrves ave large
enongl, provision showld be made for supplying
mealy and af smaller centres effielent cooking ap-
paratus and hot water showld be available for the
men'y use. At each centre these smenities in general
should he the responsibility of a eommittee of the
men who have to use them and it should he their job
to see that they are kept elean and theiv use is not
abused,  This is again an instance where manage-
mené and men ean properly co-operate.

CONCLUSIONS . AND RECOMMENDATIONS,

1. The technieal staff covering design and Draw-
ing Offiee work is inadeguate and must be strength-
ened. Two more senioy designing engineers at least
ave vequired, together with additional assistant en-
gineers,

2. In consequence of thiz inadequacy of staff,
the Chief Mecbanical Engineer is overleaded,- and
has personally to give too mmeh attention to detail
work which he should be able to and must be in a
position to delegate to suitable assistants.

3. The general system of organisation of pro-
duetion involves the works manager, his assistants
and the foremen in too much office work and is net
aondueive to cfficieney.

4, The workshops as such car only he clagsed
as quite unsatisfactory for the performance of the
gervice they should provide to the railway organisa-
tion.



5, The depots ave also cuile unsﬁtisfactory.

6. The reorganisation of the workshops and the
reconstruction of the depots will need to be gpread
over a pertod of years {prohably at least five} in
order that service ean be maintained during recou-
struction.

7. The planning of the nature of the reorganisa-
tion, extensions to shops, location of machines, im-
provement of internal transport, efe,, ete., must be
nadertaken as a vomplete piece of work so that as
alterations, improvements, extensions, efe., within
the worlshops area take place, they are in accord-
anee with a pre-defermined and approved scheme.

8. For this purpose engineers cxperienced in
shop eqaipment and layont are required and should
be obtained as soon as possible in order that the
necessary design and plauning may proceed. There
is probahly twetve to eighteen months’ work ghead
on this alone.

9, Proper methods of costing work do not exist
at present, Whatever method is adopted in this
regard should be introduced slowly, otherwise dis-
organisation may vesult. It hag to be remembered
that the existing system of accounting and produe-
tion must be allowed to die gradually while the new
system of costing and planned production is being
introduced. Tt must be borne in mind that men and
staff have to he eduecated with regard to the use
of a costing system.

10. The conferences that have heen held hetween
the management and the unien with regard $o the
introduction of the costing system pave the way for
the instituilon of works committees consisting of
representatives of management and men,

11, This in ifsclf will create confidence between
men and management and obviate the irvitations
which give rise to eomplaints leading to servious dis-
putes,

12, Management must manage, bub it ean learn
much both at the higher and the lower levels from
the working foree, and ean keep the working fovee
informed as to-its objeetives and the means pro-
posed to obtain them, through sueh covmmittees.

13. The neeccssity for obtaining the serviees of
highly trained and cxperienced men for the posi-
tions of prodmction engineer and personnel officer
is urgent, as the planning of the activities outlinad
above should he undertaken +with their assistance
and adviee.
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14. There is no organised system for ensuring
the proper eduncation of professional and technical
men for exeeutive positions. The training of arti-
sans is eovered to what may be eonsidered a rea-
sonable extent in the light of the present educa-
tional facilities, but the more extended training

of apprentiees to equip them for semi-executive and

executive functions requires considervation.

15. It should be undevstood that the planning
of the reconstruction of the workshops and depots
will include the provision of amenifies, nsing this
word in its widest sense.

16. Close co-operation hetween the workshops
management and the Chief Tnspector of Factories
in vonneetion with safety edueation, working con-
ditions and amenities should he sought.

This interim report covers the sitnation with re-
gard to the management, workings and control of
the Midland Junetion Eailiwvay Workshops and also
such suggestions regarding alterations and improve-
nients in eonneetion therewith ag I consider neces-
sary ab the present juncture to provide adequate
service to the railway organisation.

There are matters still ontstanding whieh must
be further consicdered and at this stage I have heen
unable to deal with the matter of the supply of

loeal coal to the rallways as vequested by Your

Fixcelleney,

I would suggest that it is a matter of urgency
that the Government determine the aetion fo be
taken with regard to the maiters raised in this in-
terim repont in view of the difficulties that may

arvise with regard to olrtaining sunitable staff to cavry

oubt the work involved.

I desire to express wmy appreciation of the co-
operative manner in whichk Mr. P, C, Raynor, the
representative of the Commisgioner of Railways, Mr.
P, Mills, Chicf Mechanical Engineer, and Mrv, T. &,
Davies, representing the unions affected by the in-
quiry, have helped me in this inguiry and I am con-
fident that this help will be proffered just as freely

in the work yet to be undertaken by your Commis--

sion.
I have the honour to be Sir,
- Your obedient servant,
ALEX J. GIBSON.
28th August, 1947.
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