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I. Introduction

IX years ago the Wilson Report spoke of the organisation of the
Labour Party as ‘still at the penny-farthing stage in a jet-propelled
era’. Since 1955 some, though not all, the recommendations then made
have been carried out, and in those parts of the machinery covered by the
report, progress has been made.

However, the report never dealt fully with the head office, the publicity
or the financing of the Party. In these fields few reforms have been made
over the years, and we are in many respects still at the penny-farthing stage.
Moreover, if 1955 was a jet-propelled era, 1962 is the age of the space
rocket. In relation to the advances made by our opponents, wc in the
Labour Party are probably at a greater disadvantase now cven thin
in 1955.

Since the last election, much could and should have been done to
improve the machinery of the party. But of course we have been involved
in one bitter dispute after another, and there has bezn little time to think
about what is needed. let alone achieve a sufficient consensus of opinion
to introduce improvements.

Within the next three years another election will be upon us. In this
election the Labour Party may be fighting not only to cain power, but even
for its life. If we continue to lose seats as we have done in the last four
elections. there is a strong possibility that the fissiparous forces will come
fto the fore and cause the Party to disintegrate: and the Liberal Party
might then take over from Labour. as Labour did from the Liberals during
and after the First World War

That would be a disaster. If it is to be avoided the Labour Party
must make a vigorous and determined effort to win the next election
Such an effort will require far-reaching improvements in the Party
machinerv

It would, of course, be quite wrong to pretend that organisation is
more important than principles and policy, or that elections can be won
by organisation alone: organisation exists to put the principles and the
policy into effect, and acts within a framework determined by them. But
it would be equally wrong to fail to make as powerful an impact as possible
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upon the electorate, and at present we show every likelihood of allowing
just such a failure to take place

This pamphlet is an attempt to make up for the neglect of the last
few years. It does not aim to cover every aspect of the machinery of the
Party. In the present context there would have been little point in going
over in detail the ground covered by the Wilson Report, or in getting em-
broiled in much wider and more contentious issues such as those relating
to the power structure of the Party. Thus a host of matters, many of them
very important, from the Young Socialists to the selection of candidates
and the position of Conference. have been omitted. What has been done
is to concentrate on a few central issues, and to highlight those fields where
changes are most urgently required—the position of the General Secretary
and the relationship of Transport House with the Parliamentary Labour
Party, publicity. a national agency service, membership, and finally finance.
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2. The Role of the General Secretary

THE General Secretary of the Labour Party is its principal executive
officer. Under him work the staff of Transport House and the regional
officers of the Party. The agents, though locally engaged and employed,
work to the plans which he is responsible for formulating. He is therefore
in a position to shape the character of the Party and influence its electoral
prospects in a way that is only equalled by two or three of the top Parlia-
mentary leaders.

Since 1900 there have only been four Secretaries of the Party. The
first was Ramsay Macdonald and the second Arthur Henderson. These
two men were major figures in the Parliamentary Party, and Henderson
once combined the job with a Cabinet position. Then in 1934, after
Henderson’s resignation, the National Executive recommended to Confer-
ence that the Secretary of the Party should not hold ministerial rank. How-
ever, an amendment moved from the floor went further and changed the
constitution to prohibit the General Secretary from standing as a candidate
for Parliament or from sitting in it. The reason for this change, which
was unsuccessfully resisted by the Executive, stemmed partly from fear
that too much power would be concentrated in a single person, and partly
from the idea that the job could not be done properly by a man serving
in the House of Commons. As a result, Jim Middleton (1935-1944) and
Morgan Phillips have been precluded from election to the House of
Commons.

We may trace to this decision the greatest single defect in the Party’s
structure today. There is a serious lack of co-ordination between Head
Office and the Parliamentary Party. There is no continuous line of com-
mand, no effective link in their daily operations, and no central thought
connecting the theme of their political propaganda.

The National Executive Committee, elected at annual Conference,
suffers from a weak political impulse which is inevitable with a large group
of which about half are only part-time politicians. They have at their
command a staff that is overworked and underpaid, and which they super-
vise by a series of committees on the municipal model. By contrast, the
Parliamentary Party, led by the Shadow Cabinet, has a strong political
impulse but no executive agency of its own. The ordinary M.P.s, despite
their work in specialist groups. are under-used by the Party. Few of
them are brought in on research or policy projects undertaken by the
Executive.

The result of all this is a clumsiness in operation which gravely handi-
caps the Party. After the last Election. when it should have been tackled.
this problem was pushed into the background by the Clause 4 controversy :
now any mention of changing the constitution is looked on with grave
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suspicion. It would however, be easy for the NE.C. to persuade Annual
Conference this year to reverse the prohibition against an M.P. serving as
General Secretary.

The Best Course

There is an overwhelming case for having a major Parliamentary
Jeader in charge of Transport House. Under him there would be a Director-
General who would work as a Permanent Secretary works under his
political Minister. This is the position now held by Mr. Macleod in the
Conservative Party, where he is the key strategist and planner, with all the
powers necessary to carry through his decisions, both in the Commons and
in Tory Central Office.

This idea was considered by the Executive after the last election, but
it was feared that it would confer too much power on the Parliamentary
Party at the expense of the N.E.C. They were not prepared to counten-
ance the implication of ‘overlordship’ and the proposal was specifically
rejected. These objections might be valid if the P.L.P, or the Leader
himself were given the right to appoint the General Secretary. But nothing
of that kind is suggested. If an M.P. was eligible to be General Secretary,
it would only mean that the field of choice would be greatly widened when
an appointment came to be made. But an M.P. if selected would still have
to be elected by Conference on the recommendation of the N.E.C. The
M.P.-General Secretary would therefore draw his authority from the Con-
ference and the N.E.C. in exactly the same way as the last two General
Secretaries have done. Similarly, he would only hold the position while
he continued to give satisfaction to the N.E.C. and Conference as laid
down by the constitution.

Another Alternative

When a new General Secretary comes to be appointed, the N.E.C.
should take its courage in both hands and agree to interview M.P.s who
might wish to apply. If they decided to appoint one, Conference would
have to ratify his appointment and make the necessary constitutional
amendment to permit him to occupy the position. This course of action
would solve many of the most difficult problems now facing the Party.
and we believe it is the one that should be followed. If, however, either
the Executive or Conference are unwilling to do this, it will be necessary
to consider other methods for achieving co-ordination. If power is not
to be vested in one man, it must necessarily be shared by two. The two
obvious men are the Deputy Leader of the Parliamentary Party and the
General Secretary.

The Deputy Leader would have to be given responsibility for Parlia-
mentary business as ‘ Shadow > Leader of the House and not confined to a
departmental brief. The Secretary and staff would work with him and he
would be answerable to the Shadow Cabinet. The General Secretary
would continue as head of the machine and the Party staff and would
remain answerable to the National Executive. It would have to be clearly






