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COLCV~L BUSIf: Gentlemen, we are fortunate to have as our guest 
;:peaker today Dr; Xilliam N. Leiserson, an independent labor-relations 
consultant. He is a real friend of the Industrial College and has 
given us many fine lectures in the past. Last year, from this platform, 
he talked on the subject of Labor policy in %he Federal Government. 
That publication is listed in your reference works for this year's 
study; 

You have his oubliehad biography, so I will not ,go into detail. 
"de h?,s b::.:epL +zn .sxpert in labor relations subjects for ::Qzost forty 
years, and has held very impor tant nositions in government, in education, _ 
and 2s indspendant consultant. 

His subject today is, tlCollectivc Bargnining.'~ It is 3. &asure to 
introduce to this grarls class and to our visitors Cr. Leiserson. 

Lo 
. . 

.~EiS’;” c,l;.r JIL,JL,,.: Instead of trying to give you a long lec+;ilre on 
colloctivc bargiining, I thought I ?;ould outline in a ratnor general 
way xhat colirxtiv? bargaining really is, TJhat it consists of, its 
significance, and then iat you ask questions to bring out the &tails. 
I understand you like to operate that way; 

'i.Imy peopk 2 have the idea that collective bargaining means just 
squabbling bat-zxn em,nloyers and :vorkers about xzges. Tllat 1s ,the 
sort of thing that gets into the hwdlines of the nexqxqers. AC tue11y , 
collkxtiv2 bargaining is the most significant t'ning in oilr industries that 
zngone l,:,:iho has to have any dealings with industry, from the point of 
view 01 o government or the Armed Forces, must understand. .Let me 
illustratf: T;inat I inean by that* 

You a11 know ths importance of the management of industry, 
&n~gemegt, ho;;:feyer, is mainly the management of mater2cls, supplies, 
goods, end machinery.. But when management deals with men, th2n 
management is' goverruxnt. In otner words, management is of two kinds: 
One is progcrty xanagemant; the other,.government. 

Nox if industry is t o hava any of the principles of domocrztic 
g?vzrnment in it, then there must be collective btrgrining, That is 
%at xe moan by collective, bargaining. Without col1ec.ti-e bargaining, 
management of human beings is monarchical; totzlitarien, .::rlstocratic, 
5r something lik6 tb?-t. If you have collective? bargaining, then you 
have so:neiAi~g iike democrc:.tic government iti Sndustry. 

1 



That makes just as much sense as asking, !lIs business good or 
bad?" Business is the day we make. our living. There a-c a Lot-of 
bad peoK& - in business as ?~~-ell ,~s,:good"dnes, 'Unions :zhich conduct 
coilectivs bargaining and d.emand it are'a. pact of this'business of 
malting a living., True, there ~;;-'a lot of bad people .in them, But 
ihe, propcrtion of bad ,one5'i,sn(%,any greater+than'it,is in business, 
or in zny othir kind .of human 3ideavor, 

lox how does unionism come about? A lot of employers and 
managtiment geopla think'-3ien you do not have unions, collective 
bargaining, or ::ny of that business, that the employees produce just 
as hard as they can. some feel that when there are no restrictions, 
everything runs along smoothly, Well, that is an absurd i&n, Vherevsr 
you get a group of humcn beings working together, they naturally and 
spo!itaneously make regulations to :govurn the conduct of the'group. 

If you ha% not been assigned a.book, published by the Fiarvard 
University Pri;ss, called Management and the Worker,," by P,o~~tillisberger 
and Cickson, by all means it ought to be in your library, That is a 
summary of experiunce gained nt the Western Electric Company*s 
Bzrthornz, Illinois , plant, where a group of Harvard professors'went 
to study relation5 of management and -zJorkers. .* 

First of all, they st&ed studying,fatigue and ho>: to eliminate 
it,, how to incrtiase prodwtion, and so on.' Tney took one group of 
workers 
ccn.troli..a,co?Sll;ons 

f&ced ,hm off,from the rest of the plant, put them under 1 'L' L 1 and made certain changes over a period of three 
years: Eringing the iights doTrm to the menls workbench, reducing the 
hours putting in rest periods, and a lot of things like that. 'Product 
incrcnsod each time they made a change,. 

Then, like good scientists, they went back to t'ne original 
conditions which prevailed before'thcy Started. They restored the 
longer hours, the overhead lights,.and the other conditions.. Thw 
production increased more than ever; Being good scientists, ~owevcr, 
they s,aw that there XLS somM,hing the matter with t'heir expeririont. 
They learned fr,om the .failura' of thcir,ex~eriment., 

TLzy sat around discussing: What+s the mc~tter h;rc?l' 
one of them said, Get's call'E&wyj over there. 

Finally, 
She's been interested 

in nhat we are doing." (She xas an, Irish girl who 'had sho-zn Sonc 
qualities of leadership and had been interested in the experiment.) 
Eey said to her, Wary, look what's happened here.'! She said, "YCS) 
I've saen that." They.'sa.id; Well me don' t know Mhy that _ i L I , $FL.y.>eqpd, !' 
Size said: ~JThat~ s 'easy." Vhy,?" .Well,t' she &id, "it's fun to :::ork 
here riith you people.. Ve all like to ;hrork here, But out mxc: , if -73.e 
talk to anybody the. foreman.or forelady comes over and says, !Shut up! 
Here , you all talk with us and discuss things ~.ith us, Out there, if 
wi: drop something on th& floor,, the foreman or forelady comes around 
and sa:ys, lWnaty& think'this is? A pig-pen?" 
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In 1587, over three hundred years ago, in the 
industry they had the same regulation, made by the 
nent. It read like this: Standing forms must not 
set up a form and print an edition from it, say, a 

London printing 
municipal govern- 
be kept. Xxn you 
thousand or two 

thousand, you must immediately distribute the type. Hoxvcr, if you 
do keep the forms and make another impression out of those forms, 
you must pay the ixorkmen as if they had set them up all over again. 

To start dealing with unions, or regulating them from the point 
of view that they me just new inventions of somebcdy, and that these 
are just featherbedding rules: That is wlnat gets us into trouble. 

Bsck.of everything we see in collective bargaining is a long history 
that goes into the ways of living of people. The rules and r<:gulations 
Ffhich they made informally among themselves are formalized in collective 
bargaining agreements. That is-xhat happens. 

EOY are they formalized? Xell, unions, as xo know;: t&m no8, both 
in this country and in England, came about toward the and of the 
eighteenth century. They arose just about then, when the jolxneymen 
began to find themselves a permanent class of journeymen. As long 
as they could rn,oVe up and be masters quickly, they did not nant 
any union0 The masters and journeymen belonged together in the guilds, 
in one association. But xhen journeymen became permanent laboring 
peopel, they knew then that their boys would be ap?rcntices and 
~ourncymen, not businessmen. That is when unionism came into being. 

And what did they do? They got together and made a trade ciub-- 
shoemakers trade club, printers trado club, bricklayers trade club-- 
and said, We're living in a democracy. The masters get together 
and tell the public -Is-hat price they will pay for shoes, or printing, 
or bricklaying, or T:rhat not, They fix what they will charge, Ge, 
who do the xork for ine masters, should do the same. W should 
all got together and tell the masters That price we will work for. 
3% should tell them the price of our labor.!' ,Thc employers did not 
like the idea, It was illegal for the workman to do that sort of 
thing . They called strikes, The strikes were declared illegal. 

Gradually the law changed, as these men began to get votes. When 
the constitution xas first adopted in this country, most (of the zork- 
ing people could not vote. The States, which determine the quali- 
fications for voting, had included property qualifications. In other 
words, you had to own a certain amount of property befort you could 
vote. Benjamin Franklin used to tell the story of a man ;:rho oxned a 
mule. As long as he owned the mule he could vote, That mule ':[a5 
north x4nat you had to bc xorth in order to vote. '!!hn -the r;p~lc rjied, 
he lost his.vote, The man wanted $0 know whether it was he or the 
mule that had the right to vote:. 



You cannot fight 2 war xZthout the full and earnest support of 
the working pco,ple of the country. These people want unions, Tney 
xant to be free to have their trade associations.. So, during the 
First LJorld :iar you had a great increase in union membership. Right 
after the war the employers set out to destroy that. Tnoy pughcd back 
unionism to the skilled crafts again, Curing the.war unirinisn spread 
to the big mass-production industries.. 

Then you had a long period when this situation pxvaiied. Skilled 
ncchanics had their unions and bargained collectively. In the great 
mass-production industries the-employers said, "No. Tie can have our 
trade. association, but if any of you join one of those to pronotc the 
interests of y,~ur trade, you're fired from here." They iad spies and 
all sorts of devices to discover who joined the union. That is 7.v~~~ 
the Wagner Act was passed. It was bad that it was necessary to pa& 
that law. This thing should have been worked out, as it :~as in many 
other free countries, by the employers recosizing that wxkmen have 
&cp";ii right to orgsnize that they have. Then it would not nr~ve~been 
necessary to have a law. 

xhen you pass a lax then the law-yers and judges Let in, xho don't 
knox anything about collective bargaining, and make all sorts of 
rules and regulations as to how this mill work. YOU haT,Te tl> ]iave 
long hearings.' It takes months, even years to decide a question. 
Abuses set in from that.5 So now the Taft-Hartley Act co,mes along 
for the purpose of doing away with the abuses. Instead, it creates 
a lot of new abuses. : We see-saw that way, back and forth. It makes 
no sense except to cause the country a great deal of trouble, unrest, 
and, in the final analysis, .rcduced production. The noranl way is 
honest-to-goodness collective bargaining. 

dhen the e.mpL, --rces act togetb4er for common purposes, they form 
SOITIE: kind :2f an organization.~ That organization is called a union. 
It used to be called the club. Then, it was called.the brotherhood. 
All of them, you will notice, have some fraternal or social features 
connected with them. -W 7 Because tne.unions grew out of those 1Y $r. 
informal organizations I mentioned, where people helped each other 
in the shops. There is always a mutual-aid department in a union. 
They have funeral benefits--mortuary funds, they often call them-- 
and a let of social services of that kind connected with union. 
Xorking people have to help one. anot‘ner that way. 

On the economic side, when 'they get to the point where they 
bargain, as it is called, they sit down together to work out their 
problems. They work out a compromise.. :&at you lla~jy ti-cT re i.3 2 
sort of cd;lstituti:5n for the.trade dr the plant or the ino-tistry. 
They set up 2 kind of government.' There cannot be any law and 
order xithout g~~vernment, This is in the form of a charter--the 
contract, they call it, or collective agreement. The lawyers got 
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For xany years I made my living ns a judge between 5 grxp of 
eclploytrs and union people in the city of Rochester, NW York. Each 
side paid half iof my salary. Each side could fire me at any time. 
That is hxxY I learned to be impartial. 

N 07;: &o.t ;>~;:s qr j ob? I'll. tell you about the very first case 
I ever had in Rochester, I TJ~S green at it. Bore WaS t&s story: 
k fellow had been fired. The facts were developed by v;itness,es 
from both sides. He was a young Italian, a presser in a cl2tiing 
shop. He had recentiy become quite skeptical of his Church. For 
your infcrmation, these pressers use a sponge to rrst the cioth, then 
they press it. retell, he would put this sponge in -xi&r, squeeze it 
over the head of a devout C.atho1i.c woman, who w;?s a finisher xorking 
right near him, and say, ItI'm blessing you with holy xatcr," 

Xoll, she stood this for a while, and then she ?;iont to the 
. Jewish boss and told him this fellox had insultxd her r&&on. The 

Jcl!lish boss fired him, The union took up his case. ;;'Tly? T31;, 
contract, or the charter of liberties, said the employer resarv~x tl-c: 
right to biro and fire. Howover, if any xorker feels he ?ias been 
unjustly dismissed, ho shall have his day in court b&ore the; impartial 
chair-qn I... . Tnirt TEiS my title. Instead c?f caliine tho v!hole shop 'out 
.>n strike, it was brouGht before the court. Tkiey billed it the Labor 
Adjustment Bxrd and 1~2s chairman of it. 

'vkll, what do you do with a case like that? \&at is justice? 
I certainly did not know. TnGre were seven personnel r!:ana~~-s from 
the plant on the employzr's side and seven union men on 5% other 
side. I was the chairman. That was the Labor ildjustxcnt Board. 

The arrangement was L wsuld make the decision. It was not to 
be &made by B majority of the board. Yell, I called then in. I said, 
I~Look here, I'm green at this game, and I may make s;Jrne terrible 
decisions. I don't kngw your industry. Y,~uld hotter help mi::. 
Youtd better get t:_;gether on this thing." 'Xhcrcupon, the izbx- 
manager of the plant whtire the fellow worked s:_l.id, Y'~e offsred him 
his job back but not at that same place. 3~ want to put him someT::hore 
else in the plant xhere he won't get into trouble." Ss I turned 
to the labor representative and said to him, Wiatts the ratter liith 
that? That looks reaslxabie ix me." Then it came out, althoui;h 
they did not say so. This fellow was active in the union and the 
officers xho thcught that xas a.proger settlement were sort :jf forced 
by public .sc;?timent in the union to brin, 2 it to the judge rethcr 
than agree to it. 

So I said, 'IAil right. I know what to decide nn:v.rt I rxonvcned 
the court and said, "Here is lay dczision: 'This man ha: hc?cn :);b of 
srork for about a month. That is punishment for wh~~.t ho did. But 
to fir.: him is t;o severe '5 penalty for that offense. Therefore, 
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In in;d;stry now there a& pgol+Ly XlO,OOO Collective qreements 
govcming t'ne relations of wrkers anti employers, Xany of thcm:have 
qbitrators or umpires as they sometimes call them, 'Ford'& an 

~..mp&e ~I& his&gr.eement; s.o.has,Genwal Motors, U.S. &Jbber9 <nd 
ITi2Ily Ot‘flE?~t5y’ ThoSe 8x-e the, imparti% c'hairmen >vho are @+.oping lag 
in industry by deciding disputes &bout'grievances and otndr ~differences. 
Th& decisions set and.fgllo~~'precedents, On these developments we must 
depend for peaceful and orderly handling.& human relations iri industry, 
for law and. order in industrial relationst 

. .I' 
The 'Government will need 'to-supervise the &dustrial'la~s zade 

by employers and unions of,workers. But'whatever govomm;nt legislation 
is adopted;if it is to be practical and effective, must bo-based on this 
corzon ia~l'that is deve1cqe.d &thin industry', If it is not so based, 
then the gencrnl laws are inept and do.not !trork. :' 

Th "-. 'hkgm:r Act, tc a certain extent, :Lis?s not basted on 'this common 
industrial law. Yet, to n,very large extent it .7?as. That is '.:~hy it 
~tas.vzry largely suwessful, But, to a. certain oxtent,',it -!!asn\t. 

* And because it wasn't, certain abuses developed0 : 

‘fh(;,n :;le g!;c the r&t-Hartle~ ‘la+; That is ‘n8rdly at all based 
op this 'common .law. That is dly"1vc ar * gomg tc nave mzre and l;i'-,rc ', 

- trouble with iti It is a l,rvryer * s law and not a law d&v&rp;:d by the 
people, the management and workers together. That is 'r~'$y colledtive 
bargaining' is, as .I have briefly describad it to you, basically, ,so 
important in these industrial relationshipsi: 

, 

.'.I thank you? 

'COLGNEL ?MSII: 
are nc't necessarily 

, 

Dr. Leisorson is rcddy to ansr& questi.3ns, YOU 

limited to collective barg&iC.ng. 

&JESTIG1~: Xe have a general:feeling in this country that mono- 
. polistic practices are unhealthy,. To some, it appears that to have 

industry wide unions is monopolistic in. tendency and ,. , therefore, un- 
healthy. Jould you comment on any trend in labor-mans~ement relati.cnshi;ls 
to,break down that differentiation. 

DR. LEISEWX: WE-, in e sense, when. any numbc2r c>f sroricers got 
togother, .they do it to restrict .GOupdi$t$On among thzms~olve's. If 
the Sherman Anti-Trust Lqv were'applied to them, they ,>::;uld ,hav-;: to bz 
found monopolistic in .this sense of restriction competition an;ong 
sorking people. So would every farmers- cooperative, '~"%i^;s th unions 
grow larger;. they have more and more EjoXer, so do.farmers' zr~anizstions, 
t$he same as business organj.aztion.5. li 

Adam Smith, ~!ho taught us the idea that coq~etitix is tJh& good 
thing--the life of trade--end monopo>J bad, would have eDnsi.dered it 
terrible to have a corpora$on the size of General Xztors, ,.:r ?.ny 



Wno hollers, lFmonopoly!" tiaybe-the.American Telephone and 
Telegraph Company when they had the strike with their union. If 
we had one union regulating conditions in .the A'?.&TJ woul&~~t‘it 
be terrible? But if yowhave be corporation running it--individual- 
ism--that is free enterprise. We have to look at these things . '. 
realistically if >Tre want to understand hog: working people feel. 
If half of your salary vere paid by them, as mine has, you -::~~ld 
find out box they felt. 7Je are not going to get anylnere xitnout 
understanding hc;r xorkers feel, ,, %st as we must understand ho:::: 
employers, managers, 'and investors fee'l. 

If you think a union is a terrible thing, then inc&stry-wide 
bargainink is bad- Most of the 'unions are made up of pretty 'decent 
people, jus0 + like most businesses are ;>ade up of pretty decent 'people, 
There are, at t'ne same time, some terrible businessmen and there are 
some terrible union people. 'Both kinds have had to go to t'r,c penitent- 
iary from time to time. But nei.ther side is in 
stones at the other and say', ItYou're wicked!ll'.. 

a' position to thro-tir 

kctually, we have more' difficultiJ ;;;hen 'b'r'e have these small 
bargaining units, Where ,; ~,ou do not have enough responsibility or 
intelligence developed to understand xhat this is all about. You 
have to have a hundred thousand or ixo hundred thousand men in an 
organization before you ~~511 develop enough qualities of i~a&rship, 
or find enough men with qualities of leadership so as to dev,lob 
responsibility. If you fight unions, they develop xr ieadqs. if 
you cooperate xith them, they develop cooperative leaders. You see 
that again and agaj.ti, Every industry has about the kind of union and 
the kind of union leader it deserveS. 
see how 'they xere created. 

If you iook back far enough you 

Wether me like industry-j?ride bargaining, or not, it is no 
more monopolistic than the farmers' cooperative; It is a cooperative 
organization for selling their yroduct, labor, cooperatively; just 
like the farmers do. Only the U; S. Government lends money to the 
farmers to xithhold their products--wheat, cotton, and other' tiiings-- 
so they can get better pricesi' it lends them up to 90 percent. 
Imagine what happens if the U.S. Government lent working people money 
up to 90 percent of their normal earnings so they couid stay on 
strike longer in ordar to put their xages up.? 

But that is what the Government does for the farmers, &d I 
don't think it is bad: %hen ??e didn't sobthat, the farmers didntt' 
make a living and t'nat was far xorse. You had the farm deprEssion 
to the point Tzhere they TJanted' to sell the farmers out because they 
could not pay the mortgage.. People began xanting to hang the sheriff 
liji10 came around. You see, i"Tetre that kind of people--and we should 
be!, It is 'much better to do it that iv&y, through cooperttives, snd 
help people maintain their standcirds of living.', 
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1. aiscuss the Taft-H2.rtizy Act.. There i:re :I $;r&t many things involved. 
1 c21-i mention one or I210 Very briefly, 

&, Dinliap. has sxpleincd to you ti:& nunor'oys 2ectiona r;qaired 
by trl.2 Tsft-Hartley Act. The lag has put the Governzant into the 
business of running elections in every industry in the country. 
Considering the numbor and frequency of elections, ~4x1~ ar:c. xrk~rs 
going to have time for production? AftiT ali, t&rr; perti Gl~j~>~S 
csmpaitins before these Taft-Hartley &ections. Then, :?lO;;g CG2i:: 

.I - 
IlIllKLC1~r;?l governrrlent camp:Qns, thc:z county, Stnte, r$nd F~d~zl. On 
top of- that you throz In the union-shop elections, Bdministrativcly, 
these provisions are irxpossible. Only people who don't knon &at is 
going on in 1Lbor relations could think up a fcintastic thing like that, 

The purpcsc of t>: :inioi-i-shop election was lJ:hat? They had the 
nction that tn:? closed :-;hoo iiEs a denial of liberty, (To a cx+in 
cxtent it is.) They thought it meant the y,T,rorl;ing people y.;crs fcrccd 
into the union. Ti;;;refore, they outl2xd the closed shop x-6 xthorizxd 
the ijnion S?irJp if Cl ili2jOritqy Of C.3J thtt ui@I.Oy~ES th:lt x-c; eligible 
xiii. veto for it by secr::t ballot in a government-conducted nloction. 
Bilt t'no truth is, there isn't any difference betvzeen the :inion shy? 
and the closed sho_n that is of any i.m~ortsnce. Both co::,;;?el xmber- 
ship in a union S,:S :: condition of employment, 

But in tnr; mass-production industries, no union can possibly 
supply all the kinds of labor they r;eed; nor do thz unions t:rznt to 
cs~:~~e the responsibility for doing it. So they have a diffcrcnt 
form of closed shop; they say the employer can hire ZqT y@ple he 

wants to.. But xltithin thirty days after a man has beer: hired he has 
to join the union.. 
uni& shop and not 2 

Tfi-js is rrhat t!tiYEft-Hartley La-2 says is 2 
closed shop, 

If *hidye is ally objection to the closed shop, it is that .svery- 
body is comneiled to joiz ~&ether kle likes it or not. ^ That is the 
real objzcticn. Tns lo,:~ makes .a distinction, hoT<pcver. If 3. n:;.n i-j 
ccmpellsci to be a naber before he is hir&, it is a closed shop. 
If he is compelled to join after he is tried out on tns job, then 
it is 2 union shop. There is no essxctial difference. 

The frarlcrs of th3 law thought that if you give American :i;orknen 
the right to vote *cn whether tihey 3ar:t 8 union shop or n,zt, th2 union 
leaders will n& be abie to f:r;rce them irlto unions a,uuinst their mill. 



didn't provide a peaceful, judicial method of settling the difference 
of opinion. 

'uvhen they settled the strike of 1947 and set up a welfare fund, 
pensions, and other working conditions, they again wrote out a contract. 
In 1748 they again got into a row as to whct'ner thfs:contract required 
some actuarial basis for the pensions, or whether it does not; whzther 
you could just pay out the money 'and forget about the ~poopic echo 
come after the money is goni?, or yfhether you still 'have tr, vrcrk IJut 
a basis to protect everybody; and, furtner, as to v&ether every member 
of the union, regardless. of whether they worked for the cc;yipanios that 
contributed ten cents a ton, or not, are entitled to these benefits. 

It is a dispute about a contract. MC, Lewis sends a letter. The 
operators have dishonored'the contract; so the men v.alk out. Of 
course, the operators say they haven't done anything of the kind. 
They are in the courts nom, trying to keep the decision bg Senator 
Bridges from being enforced. 

?j Q-C;, here is :;rhat is to be learned from this experience. It is 
not so much a matter of personalities as defective machinery for 
acting in ordwly, proper, and sensible way about interpreting provisions 
ef union agreements. That is ';:hg I thought it was important to describe 
to you, as.part j~f collective bargaining, that it is a chrrtzr; it is 
a lax. You have 30 have judicial machinery interpret it. There must 
be umpires, i,mpartiA chairmen within its sm legal systems, If you 
take it out of that' legal system, you get a lot of other things 
happening. 

When I say %ithin its oTTJn legal system," I mean in the first 
instance. There is tllvays appeal to the courts after an arbitration 
board, umpire, or impartial chairman makes a decision. But if you 
appeal tinsm after the collective bargaining judicial machinery has 
considered them, then the court finds out vrhat this thing is about. It 
doesn't look for legal principle somewhere in olti-English cowon law 
tc settle a modern industrial dispute, or even creates nem principles. 
It finds them in the customary or common law of the industry itself. I 

.So, what I mean is this: Both of those big strikes--the lest one 
and this oneA' In the coal industry were about the simple question of 
interpretation of their contract. Those are, legally, contracts. 
Either party could go to court and ask for an interpretation. 

But T!fhat happens? Y&en it got to the court, it got in on a 
request for nh injunction. So they talk about injunctions, the 
LaGuerdia Act, and a lot of other things t‘nat 1aTzyers are lexmcd 
in. But the question of interpretation of the'.contract mas never 
discussed or decided bg the court. These other legal qucsti,ons 



SOLOGEL BAISH: Dr.. Leisersm, m behalf of the Industrial 
.s one ge 2nd cur visitors, we thmk you very xmch for this fin;; talk. 

DR. LEIS%E:SC>l: I.'!2 afraid I ham given you several lectures 
instezd 3f one.. 


