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CHAPTER-1

INTRODUCTION

INTRODUCTION

The topic is about the conflicts between employee’s trade unions and their relationship with the management of PTCL. The main focus is on the identification of the main reasons which leads to such conflicts and their effects on the employees and their performance measures and as a whole on the image of the organization. The relationship between the trade unions at PTCL and the management is not satisfactory. Majority of the trade unions do not get along with the management besides the few are backed by the management itself. There are many appearent reasons between the arousal of the conflicts between the trade unions and the management at PTCL. There is a communication gap between the management and the trade unions at PTCL, Union is not informed regarding important decisions and recruits. Only a few unions backed by the management are informed by the decisions made. This creates more confusion and mistrust about the management among other unions. On the other hand the management do not seems agreed on the claims of management doing favoritism and backing. According to them very few among the sixteen trade unions follow any systematic procedure. According to the management this is the main reason only a few of the trade unions get management’s backing. According to the management the problem is not with the management but the trade union itself. Only those trade unions get support of the management which follows the proper procedure according to the I.R.O (industrial relations ordinance). So actually the management’s point is that it insists on carrying out every procedure in handling the unions according to the industrial relation ordinance (IRO). So by looking at these few points we can say that there is a stark difference between the management and the trade unions way of thinking. There is a sense of mistrust and misunderstanding. There is lack of professionalism in Trade unions’ approach and methods. They need to be mature and systematic in their activities. The main problem is the lack of a true leadership in the trade unions who don’t see only the benefits of his trade union being a leader but at the organization level. A true sincere leader can probably be a perfect remedy to effectively merge the gap and mistrust that is present among the trade unions and the management. The management is firm on its stand and rightly so however changes have to be made at the trade unions end. To be more effective and wants the management to cater to their demands they have to act professionally.  Furthermore the management should also assist and aid the various unions as much as possible. Proper guidance should be given. Their various activities especially those which are deemed to be fruitful for the organization should be fully supported. Management should perceive trade unions as a helping hand rather then a challenge to its writ. There should be an effective communication at both ends. A joint sincere struggle is needed on both the ends. The blame game and the rift between the management and the trade unions of ptcl is effecting the motivation level of the employees. 

Aims and objectives

1. To review the literature on trade unions and union management relations at PTCL.

2. To identify and explore the issues related to management and trade unions at PTCL.

3. To identify and explore several issues related to trade union-management relations like overall union member satisfaction, communication with top management, satisfaction with salary and wages and related issues.

4. To analysis and discuss the overall industrial relations system at PTCL.

5. To give conclusion and recommendations to PTCL management and trade unions about how to improve their relations with each other in order to increase individual employee productivity.

Problem statement:

This research analyses the trade unions at PTCL. It also depicts the nature of relationship between the Management and the various trade unions. It throws light upon the management’s ties with the unions. Effort is also made to portray the significance and the importance of the trade unions at PTCL. Furthermore all the aspects of the unions are highlighted and their impact on the organization is also discussed.   

CHATER-2
Contemporary Research

CONTEMPORARY RESEARCH
Trade union: 

A trade union or labor union is an organization run by and for workers who have banded together to achieve common goals in key areas and working conditions. The trade union, through its leadership, bargains with the employer on behalf of union members (rank and file members) and negotiates labor contracts (Collective bargaining) with employers. This may include the negotiation of wages, work rules, complaint procedures, rules governing hiring, firing and promotion of workers, benefits, workplace safety and policies. The agreements negotiated by the union leaders are binding on the rank and file members and the employer and in some cases on other non-member workers. These organizations may comprise individual workers, professionals, past workers, or the unemployed.The most common, but by no means only, purpose of these organizations is "maintaining or improving the conditions of their employment.(www.wikipedia.org)

Over the last three hundred years, many trade unions have developed into a number of forms, influenced by differing political and economic regimes. The immediate objectives and activities of trade unions vary, but may include:

· Provision of benefits to members: Early trade unions, like Friendly Societies, often provided a range of benefits to insure members against unemployment, ill health, old age and funeral expenses. Many developed countries, these functions have been assumed by the state; however, the provision of professional training, legal advice and representation for members is still an important benefit of trade union membership.

· Collective bargaining: Where trade unions are able to operate openly and are recognized by employers, they may negotiate with employers over wages and working conditions.

· Industrial action: Trade unions may enforce strikes or resistance to lockouts in furtherance of particular goals.

· Political activity: Trade unions may promote legislation favorable to the interests of their members or workers as a whole. To this end they may pursue campaigns, undertake lobbying, or financially support individual candidates or parties (such as the Labour Party in Britain) for public office. (www.wikipedia.org)

The origins of unions' existence can be traced from the eighteenth century, where the rapid expansion of industrial society drew women, children, rural workers, and immigrants to the work force in larger numbers and in new roles. This pool of unskilled and semi-skilled labor spontaneously organized in fits and starts throughout its beginnings, and would later be an important arena for the development of trade unions. Trade unions as such were endorsed by the Catholic Church towards the end of the 19th Century .   Pope Leo XIII in his 'Magna Carta': Rerum Novarum, spoke against the atrocities workers faced and demanded that workers should be granted certain rights and safety regulations. (www.wikipedia.org)
Origins and early history:

Unions have sometimes been seen as successors to the guilds of medieval Europe, though the relationship between the two is disputed.[3] Medieval guilds existed to protect and enhance their members' livelihoods through controlling the instructional capital of artisanship and the progression of members from apprentice to craftsman, journeyman, and eventually to master and grandmaster of their craft. A labor union might include workers from only one trade or craft, or might combine several or all the workers in one company or industry. Since the publication of the History of Trade Unionism (1894) by Sidney and Beatrice Webb, the predominant historical view is that a trade union "is a continuous association of wage earners for the purpose of maintaining or improving the conditions of their employment." (www.wikipedia.org)
 A modern definition by the Australian Bureau of Statistics states that a trade union is "an organization consisting predominantly of employees, the principal activities of which include the negotiation of rates of pay and conditions of employment for its members." Yet historian R.A. Lesson, in United we Stand (1971), said: Two conflicting views of the trade-union movement strove for ascendancy in the nineteenth century: one the defensive-restrictive guild-craft tradition passed down through journeymen's clubs and friendly societies, ... the other the aggressive-expansionist drive to unite all 'laboring men and women' for a 'different order of things'. Recent historical research by Bob James in Craft, Trade or Mystery (2001) puts forward the view that trade unions are part of a broader movement of benefit societies, which includes medieval guilds, Freemasons, Oddfellows, friendly societies, and other fraternal organizations.The 18th century economist Adam Smith noted the imbalance in the rights of workers in regards to owners.(www.wikipedia.org)
 In The Wealth of Nations, Book I, chapter 8, Smith wrote: We rarely hear, it has been said, of the combination of masters, though frequently of those of workmen. But whoever imagines, upon this account that masters rarely combine, is as ignorant of the world as of the subject. Masters are always and everywhere in a sort of tacit, but constant and uniform combination, not to raise the wages of labor above their actual rate. When workers combine, masters ... never cease to call aloud for the assistance of the civil magistrate, and the rigorous execution of those laws which have been enacted with so much severity against the combination of servants, laborers, and journeymen. As Smith noted, unions were illegal for many years in most countries (and Smith argued that schemes to fix wages or prices, by employees or employers, should be). (www.wikipedia.org)
 There were severe penalties for attempting to organize unions, up to and including execution. Despite this, unions were formed and began to acquire political power, eventually resulting in a body of labor law that not only legalized organizing efforts, but codified the relationship between employers and those employees organized into unions. Even after the legitimization of trade unions there was opposition, as the case of the Tolpuddle Martyrs shows. The right to join a trade union is mentioned in article 23, subsection 4 of the Universal Declaration of Human Rights (UDHR), which also states in article 20, subsection 2 that "No one may be compelled to belong to an association" .(www.wikipedia.org)
Prohibiting a person from joining or forming a union, as well as forcing a person to do the same (e.g. "closed shops" or "union shops", see below), whether by a government or by a business, is generally considered a human rights abuse. Similar allegations can be leveled if an employer discriminates based on trade union membership. Attempts by an employer, often with the help of outside agencies, to prevent union membership amongst their staff are known as union busting. (www.wikipedia.org)
Industrial Relations:

The field of industrial relations looks at the relationship between management and workers, particularly groups of workers represented by a union. Labor relations is an important factor in analyzing "varieties of capitalism", such as corporatism), social democracy, and neoliberalism (or liberalism). (www.wikipedia.org)
Labor relations can take place on many levels, such as the "shop-floor", the regional level, and the national level. The distribution of power amongst these levels can greatly shape the way an economy functions. Another key question when considering systems of labor relations is their ability to adapt to change. This change can be technological (e.g., "What do we do when an industry employing half the population becomes obsolete?"), economic (e.g., "How do we respond to globalization?"), or political (e.g., "How dependent is the system on a certain party or coalition holding power. (www.wikipedia.org)
Governments set the framework for labor relations through legislation and regulation. In Australia industrial relations is the commonly used term, though in recent years the term workplace relation has also become common. This was a prominent issue in the defeat of the centre-right Howard Liberal government at the 2007 federal election, who with a Senate majority had introduced the WorkChoices policy.  The academic discipline of labor studies is closely  related to and often studied and taught in conjunction with the study industrial and labor relations in English language universities. (www.wikipedia.org)
Perspective theories:

When studying the theories of industrial relations, there are three major perspectives that contrast in their approach to the nature of workplace relations. The three views are generally described as the unitary, pluralist and Marxist perspectives. The Marxist perspective is sometimes referred to as the Conflict Model. Each offers a particular perception of workplace relations and will therefore interpret such events as workplace conflict, the role of trade unions and job regulation very differently. (www.wikipedia.org)
Unitary perspective:

In unitarism , the organization is perceived as an integrated and harmonious whole with the ideal of "one happy family", where management and other members of the staff all share a common purpose, emphasizing mutual cooperation. Furthermore, unitarism has a paternalistic approach where it demands loyalty of all employees, being predominantly managerial in its emphasis and application. Consequently, trade unions are deemed as unnecessary since the loyalty between employees and organizations are considered mutually exclusive, where there can't be two sides of industry. Conflict is perceived as disruptive and the pathological result of agitators, interpersonal friction and communication breakdown. (www.wikipedia.org)
Pluralistic perspective:

In pluralism the organization is perceived as being made up of powerful and divergent sub-groups, each with its own legitimate loyalties and with their own set of objectives and leaders. In particular, the two predominant sub-groups in the pluralistic perspective are the management and trade unions. Consequently, the role of management would lean less towards enforcing and controlling and more toward persuasion and co-ordination. Trade unions are deemed as legitimate representatives of employees , conflict is dealt by collective bargaining and is viewed not necessarily as a bad thing and, if managed, could in fact be channeled towards evolution and positive change. (www.wikipedia.org)
Marxist/Radical Perspective:

This view of industrial relations looks at the nature of the capitalist society, where there is a fundamental division of interest between capital and labor, and sees workplace relations against this history. This perspective sees inequalities of power and economic wealth as having their roots in the nature of the capitalist economic system. Conflict is therefore seen as inevitable and trade unions are a natural response of workers to their exploitation by capital. Whilst there may be periods of acquiescence, the Marxist view would be that institutions of joint regulation would enhance rather than limit management's position as they presume the continuation of capitalism rather than challenge it. (www.wikipedia.org)
Labor in Pakistan:

Pakistan, at its independence in 1947, inherited only nine percent of the total industrial establishment of British India. The fragmented and low concentration of industrial capital was mirrored by the weakness of organized labor. The nascent Pakistan government followed an import substitution model to rapidly industrialize the economy. Within these policy parameters, labor was continuously asked to play its “proper and subordinate” role in relation to industrial

growth. In the past fifty years, the Pakistani state has sponsored anticommunist trade unions, banned leftist and popular trade unions, and passed draconian labor laws that effectively prevented collective bargaining or the right to strike. (Samad and asdar 2006)
 The military takeover of the Pakistani state in 1958 intensified repression of labor. This ten-year period culminated in social and political pressure that produced the breakup of the country and the rise of the Pakistan People’s Party

(PPP). This phase also witnessed unprecedented labor mobilization in which labor organizations aligned themselves with the PPP under the leadership of Zulfikhar Ali Bhutto. Instead of delivering on his electoral promises of egalitarian democracy and workers’ rights once in power, Bhutto brutally crushed the radicalized labor movement and instituted labor policies that primarily strengthened the state’s penetration of trade union politics. Bhutto’s removal from office by a military coup in 1977 resulted in an even more ruthless approach to organized labor. The last decade, driven by an agenda sponsored by the International Monetary Fund (IMF) and World Bank and neoliberal economic policies, the Pakistani economy has rapidly integrated into the global economy and its regime of flexible capital. This has resulted in the privatization of key state industries and the opening up of export processing zones to attract foreign capital. (Samad and asdar 2006)
These processes have increasingly changed labor relations, giving rise to a subcontracting culture along with an effective suspension of labor laws. “Labour in Pakistan,” December 26–28, 1999, the first conference of its kind in Pakistan, had the formative agenda of initiating a dialogue and discussion between trade union activists and academics on Pakistani labor history andon the changing labor relations in the late twentieth century. The multidisciplinary synergy provided by the interaction between these two groups allowed for the investigation of a number of key questions within the context of social, political, economic, and cultural change in contemporary Pakistan. The conference was organized in Karachi, Pakistan, by the Pakistan Institute of Labour Education and Research (PILER) in collaboration with the Changing Labour Relations in Asia (CLARA) project of the International Institute of Social History (IISH) in Amsterdam. Focusing on the necessity of generating and recording historical materials for further research, the introductory remarks by Karamat Ali (PILER) were marked by their emphasis on creating a central archive pertaining to trade unionpolitics. (Samad and kamran 2006)
A general appeal was made to the participating trade union leaders and activists to donate reports, meeting memoranda, pamphlets, posters, photographs, newsletters, correspondences, etc. Participants were also requested to be interviewed either on tape or on camera in order to consolidate, along with a print archive, a collection of audiovisual resources at one primary site.  The keynote address was given by I. A. Rehman, the director of the Human Rights Commission of Pakistan. Rehman, a distinguished journalist and politicalactivist, spelled out the major themes that became the central discussion agenda for the following three days. The speaker stressed how the process of globalization had reduced the number of factory-based organized workers. A majority of workers were employed as casual or contract laborers and/or in the informal sector with female home-based production processes and child labor becoming dominant forms of labor relations. (Samad and asdar 2006)
The speaker argued that in light of these changes, Pakistani trade union politics cannot be divorced from the larger struggle for democratic norms and social justice in the country. Moreover, he stressed that there was an urgent need to rethink traditional forms of trade union politics and strategies for organizing labor. He deemed it necessary to link the process of labor rights to the struggle for citizens’ rights and to the subsequent construction of a vibrant civil society. The following three days of presentations were divided into sessions on labor history, the construction of class and community, the legal aspects of the labor problem, the history of leftist parties, and contemporary changes in labor relations. The discussions and responses provided further nuances and subtleties to the arguments put forward in the opening session. Papers by Khizer Ansari (Royal Holloway College), Rifaat Husein (PILER), and Kamran Asdar Ali (University of Rochester) provided an historical perspective on the labor movement and demonstrated the historically diverse and fragmented nature of the working class. (Samad and asdar 2006)
These presenters emphasized that labor’s organizational efforts need to take into account the fundamental role that ethnic/cultural difference and religion play in the creation of working-class aspirations, consciousness, and politics. They showed how within postcolonial Pakistan the transformation of the peasantry into industrial labor produced hybrid formations that combined horizontal cleavages with vertical affiliations. The papers stressed how section-Reports and Correspondence 315 al loyalties based on caste, religion, language, region, and kin were amalgamated with horizontal loyalties based on class. A major contribution to the conference was the analysis of 
non-factory based work processes and the level of union formation in these sectors. Detailed examination was presented on the working conditions and plight of mine workers, rural labor, white-collar bank employees, bonded laborers in brick manufacturing, child labor, and home-based female labor in the garment and other industries. These presentations served to strengthen a set of pivotal papers by Yunas Samad (Bradford University) and by Asad Saeed (PILER). Saeed’s paper emphasized the declining numbers of factory-based workers and the expansion of the nonformal sector, which has increasingly absorbed the majority of the working population in Pakistan. Samad’s paper elaborated on the narrowly focused trade union politics of factory-based unions and collective bargaining agents, which helps to further weaken labor’s bargaining power in the ever shrinking formal sector. Samad raised the issue of organizing within the informal sector and argued for developing strategies to organize industry wide trade unions. (Samad and asdar 2006)
A number of veteran trade union leaders gave reflexive and critical accounts of Pakistan’s labor history and trade union movement. These analytical and first-person narratives were invaluable in their scope and content, as they shall serve as important documents for any future historical understanding of the labor movement in Pakistan. Linked to this were academic papers presented by Jaffar Ahmed (Karachi University) and Mohammed Waseem (Quaid-e-Azam University) on the history of the Left and the communist movement in Pakistan.(Samad and asdar 2006)
Taken as whole, these sets of papers created a lively debate among the trade union activists (those who had participated in past struggles) and the academic SOW(those who sought to represent those struggles). The back and forth exchanges opened up productive avenues for retrospection, for collaboration, and for a detailed analysis of past and present histories. The last session looked into the legal and political problems that hinder the process of labor organization in the informal and formal sectors. Reemphasizing the political process itself, the discussion crystallized around the issue of how labor politics needed to address the diverse forms of prevalent working conditions and, in doing so, also not ignore lived experiences within working-class communities. The meeting regarded a larger social movement on democratic reform and on a rights-based agenda as the major form through which working men, women, and children in Pakistan could acquire their legitimate place in society. (Samad and asdar 2006)
The participants unanimously proclaimed that only such a political process could lead to a new and inclusive meaning of citizenship within the context of Pakistani politics. The workshop ended on a positive note of further cooperation and continuing dialogue between the participants. Proposals were also made for regional cooperation and sharing of experiences with researchers and activists from South Asian and Middle Eastern countries. A tentative timetable was proposed to organize a comparative regional labor workshop by the end of the next two years. Concrete undertakings were further given by all the trade union activists and leaders for providing resource material for the archives. They were persuaded to identify key individuals who could be a part of a proposed oral history project on Pakistani labor history. A consensus also developed on long-term and short-term research agendas that would incorporate historical and contemporary situations. Finally, a commitment was made to develop a social-action-based form of research that would enable a close association among the participating academics and labor activists. (Samad and asdar 2006)

Trade unions and efficiency:

The great majority of employers who boast of efficiency in their establishments do not deal with trade unions. Most employers who work with trade unions are dissatisfied with present-day efficiency. The largest employing groups of all do not have efficiency, nor do they recognize labor organizations. Why this dilemma? To the minds of many employers, the root of the evil has been in certain policies more or less advocated and practiced by trade unions. These policies are believed to have poisoned the morale of the whole wage-earning group. Analysis of the experiences which led to their adoption may very well clear the air and lead to practical suggestions which may indicate a way out of the dilemma. (TEAD 1916)
The policies are:

I. Limitation of output (a) In many lines of work it has been the general custom for the employer to release his men when a job is once done until another is in sight. To claim that the more work they do the more work employees will find to do flatly contradicts the bitter experiences of workers who have repeatedly been hired for one job and then dropped. It is clearly a case where a general economic truth finds little or no concrete application. A sound theory is cold comfort to a plasterer who knows full well that when so many square yards are plastered he must join the rest of the job-seekers. What is more logical than, in self-defense, to limit the amount of work that will be done in a day and to spread the work over more time ? (b) With the introduction of " speeding- up " devices, whether piece rates, task and bonus payments, or the use of one fast worker as a "pace-setter," the drive becomes the pace that kills. Again and again, when a high standard of output has been achieved, piece rates have been reduced to keep wages at a moderate average. The resulting physical strain and nervous tension, and the unfairness in payments, have soon brought employees to seek methods of self-protection. Limitation of output has been the result. (TEAD 1916)

II. II. Limitation of apprentices.-This means more work and better pay for those already employed. It protects aged workers from too strenuous competition with the youth. In a state of affairs where the first end of man must be to get and hold a job, and to get as much pay as possible, it is not strange that men band together to create a monopoly of their skill. Their lesson in the power of monopoly has already been well taught them. In a society where no adequate opportunity is offered to put by for age, it is natural for older men to cling desperately to jobs. The upshot of this has been limitation of apprentices. (TEAD 1916)

III. Collective agreements at uniform rates.The sacred right of workers to bargain individually with employers has been zealously defended by employers who would preserve the liberty and equality of opportunity for employees. But equality in bargaining power cannot be so obtained. Inequality of bargaining power may be satisfactory to some, it is impossible if democracy, liberty, and justice are to be more than words. The worker must sell at once at the best possible price the one thing he has to sell labor. The employer can generally pick and choose, and wait to obtain labor when he wants it, at a price agreeable to him. To bring any approximation of equality into this situation, employees must stand together as one man in bargaining with managements. It is not easy to discharge, to replace, or to cut the wage rate of a whole working force. There is a stronger likelihood that a mutually self-respecting adjustment can be reached with a united group than with each worker separately. In this collective agreement it is necessary and legitimate that the rights of all to a living wage be recognized. Where union men are signally deficient, there is no objection to replacing them with more satisfactory union men. But the right of all, regardless of skill, to enough to perpetuate and conserve sound vitality is established by a uniform rate. Objection to extra pay for more efficient work has been that either directly or indirectly it sets 

a too exacting standard for all workers, leading to a lowered wage rate and to larger output (resulting the sooner in unemployment). (TEAD 1916)

 IV. The union shop.-A collective agreement is made with an organization. Its members have exerted themselves to create and maintain their organization and to conclude agreements with employers. They have to an extent equalized bargaining. To their organization should rightly be the fruits thereof. Those who would profit by the terms of agreement are with justification expected to have joined the union. To require such membership in fellow-employees as a part of a collective agreement is to establish a union shop (less accurately called "closed shop"). This renders secure the party of the second part, who can count upon his organization to enforce the conditions of collective agreement. Only so can they be enforced upon either workers or managers. Those who confront this situation with the proposition that it takes away liberty of individual contract fail wholly to understand that the liberty of the manual worker is already exceedingly limited. It is limited by (a) skill in only one kind of work, or (b) no skill (c) lack of appreciable savings, and (d) consequent urgency of earning money to support himself and his family; (e) inability to go far for work; (f) competition for what jobs there are. (TEAD 1916) 

V. Sympathetic strikes Frequently employees by themselves cannot secure conditions of equal bargaining. Organization to include employees in other concerns so that a whole class of workers can act together is necessary. When adjustment of troubles with one employer, by means of an employees' strike, is impossible, conditions of equality have been sought by asking employees in other similar concerns to join in a sympathetic strike. This was an especially equalizing force when unionism was weak and opposition strong. It had the effect of bringing the question before a larger tribunal, where less partisan judgment could have weight. Sympathetic strikes have been one more way by which employees have gained respectful and effective hearing. They are resorted to less and less frequently, as better machinery for conciliation and arbitration develops. (TEAD 1916)

VI. The walking delegate.-He is the union agent in whom more or less power to make agreements and call strikes, both direct and sympathetic, has been placed. Employers call in lawyers to secure collections, protect trademarks, and the like, in order to escape personal encounters and to secure expert help. But they have vehemently resented the intrusion of a representative to protect employees' interests. Direct intercession by workers on their own behalf has very often led to discharge and even to blacklisting. It is dangerous to be employed at the same time that one speaks for the employed. If employees would speak effectively, a third party is required. Enter the walking delegate, or, more correctly, the business agent. Chosen with an eye to his ability to state and carry his case, he has become skilled in representing employees in the most able fashion. Incidentally, the power of such officials to call strikes is being very much restricted by the unions them- selves as better constitutional forms for the government of unions and of their relations with employers develop. (TEAD 1916) 

VII. The boycott.-A further cause of disruption pertains less directly to efficiency-the boycott. This is still another method of putting organized labor into an effective position in dealing with employers on equal terms. So far as it is only the organized power of consumers urging other consumers to refrain from dealing in certain goods it is a prerogative absolutely necessary and defensible. The place of the consumer in the control of industry is a vital one too long overlooked. These facts emerge from our analysis. Management and workers are at odds in determining: (a) conditions of work; (b) hours; (c) base rate of wages; (d) "efficiency rate " above base rate, or ways of distributing profits; (e) methods of conciliation and arbitration; (f) tenure of employment (g) what is a sufficient supply of skilled workers. (TEAD 1916)
 May not this be because (a) conditions of work have been determined solely by employers (b) hours are settled upon by employers (c) the base rate of wages is governed by "supply and demand" (which means that where workers are plenty the pay approximates a low subsistence wage) (d) efficiency rates of wages and profit-sharing plans are wholly optional with the employer (e) where the foreman has absolute power of discharge and discipline there is little chance for conciliation over grievances (f) length of employment rests wholly in the employer's hands, dependent generally on volume of business (g) there has been no comprehensive effort by the community to assure industrial training for citizens, or to determine accurately what type of skill is in demand? Most important of all, may it not be that the employer has conceived that "this is my business," to do with as he sees fit? And in the pressure of competition he has felt forced to look out for "my business" with a single eye. And having to protect his own interests so predominantly, he has not realized that employees in self-defense were only resorting to tactics which grew from the same root-" every man for himself," "this is business we're running, not charity." To give as good as you get may not be sound ethics. (TEAD 1916)
But employees, between the millstones of rising cost of living and the economy of employers, have not been in a position to learn or to teach "industrial peace," "identity of interests," or "co-operation." As a recent writer has put it: "Let us all dress and have dinner before we talk of morals." One of the great strides of improvement that a more judicial attitude toward unionism and efficiency is bound to bring is that we shall frankly face facts that are now admitted only with reluctance. Such facts are that the present relationship between worker and manager does not conduce to harmony or efficiency; that there is no approach to identity of interest between the two; and that there is little or no effort to conduct this irrepressible conflict in constitutional and parliamentary rather than in military fashion. Bad blood and resort to strikes are frequent, and might with reason be more so. (TEAD 1916)
 "Efficiency," maximum output, " looking out for the interest of the firm "-these are unceremoniously laughed out of union meetings. Common-sense joins with business acumen and a more consistent interpretation of democracy in demanding that unions have more to say about the conduct of business, and that the community assume its responsibility in setting the industrial stage in an orderly, statesmanlike fashion. This will give opportunity to do to some extent in industry exactly what we try to do in politics-express and carry our opinions by securing majority consent. (TEAD 1916)
Concretely, this would probably mean some such state of affairs as this: (a) workers would have a voice (by crafts and industries) in deciding conditions under which they and their fellows work, the tools with which they work, the manner in which the work is done (b) workers would have a voice in determining hours; only so can excessive monotony of work and fatigue be guarded against, and ample leisure be secured (c) workers would have a voice in determining base rates of wages (d) workers would have a voice in fixing efficiency rates, or in the division of the profits; this is an essential condition of protecting earnings when productivity increases (e) machinery for full conciliation, arbitration, and appeal to strike to settle all the above questions, as well as to settle questions of discharge and discipline, would be provided (f) when individual concerns had steadied their own work so as to offer regular employment so far as possible, workers would have resort to a thoroughly organized system of state and inter- state labor exchanges; fares could be advanced by employers or the state when new jobs were in sight in distant places, but with all this there would be unavoidable idleness of willing workers; state unemployment insurance to offer benefits for ten or twelve weeks a year must be provided (g) opportunity would be given on part or full time, till at least the eighteenth year, for all youth to get general cultural and technical equipment (with specialized instruction through employers). (TEAD 1916)

One need know only the elements of psychology to appreciate that developments in the above directions are indispensable if we are to have conditions under which workers approach work and embrace methods of efficiency with real interest, zest, and sympathy. It is unnatural and well nigh immoral to expect fidelity, obedience, and diligence in industry today. Any person conscious of his own nature will find ineradicable instincts which point the way to and reinforce the preceding suggestions as necessary, if the organization of industry is to be in harmony with familiar facts of human nature. (TEAD 1916)

 The instinct to possess what one creates or helps to create and to dispose of it as one sees fit is sound and must be reckoned with. It is completely at odds with a condition where one owns and another operates. The instinct to slacken effort when the connection between effort and reward exists only in economic theory is normal to the human economy. Yet by far the largest part of our payment schemes provide only an approximate relation between effort and reward. And our payments to investors (interest, dividends, and rent) make no pretense at such relation. The instinct to see a thing grow under one's hand, and to exercise one's ingenuity as to the best way to proceed, is healthy. To give to one man all the planning work, to another only routine execution; to subdivide tasks into stupidly minute divisions- these are not ways calculated, to stimulate initiative and interest. (TEAD 1916)
The instinct which makes us carry through with alacrity a self- chosen task, when we rebel at the same task forced upon us by someone else, is one notably human. The practical bearing of this is twofold. People must be given a greater measure of choice of occupations, which can come about only with longer general and technical training; and they must be allowed wider latitude in the choice of particular jobs, and in ways of working at those jobs. The instinct to do a piece of work in the easiest way, to save labor, is inherent in organisms which more often than not follow lines of least resistance. Out of this grows our hatred of waste. To conceive that human beings love the old, laborious ways so much that, when easier and more rapid ones are disclosed, they will deliberately turn from them, contradicts all experience. Guarantee all displaced workers other work at pay, hours, and working conditions equally favorable, and watch the increase in demand for and supply of labor-saving devices. (TEAD 1916)

The instinct of self-preservation is fundamental; and equally so is the instinct to propagate and to provide for one's family. Both can be satisfied only where there is permanent employment with adequate earnings. We have already suggested that greater performance of employment waits upon more discerning internal management of business, and upon better organization in the labor market. Adequate earnings will result from strong organization, determination of wage rates by the collective bargaining of joint boards, high productivity, social insurance during weeks of idleness due to accidents, disability, sickness, or unemployment. In a word, it is contradictory to the deep predispositions of men-contrary to what we know of human nature-that industry should be at the same time despotic and efficient. And more, in order for it to be wholly efficient, industry must be wholly democratic in the sense of affording to all concerned the impulse and inducement to contribute their best, and to assume full and equal responsibility as members of a close-knit society. (TEAD 1916)

 All points of view lead to two main conclusions: (a) industry must become an actual and working partnership, with full representation and consent of all involved; (b) to this end the immediate demand upon each industry is that it be so conducted that all workers be trained as rapidly as possible into a sense of responsibility, into good judgment, into full play of all capacities. A sense of responsibility and judgment, like other human accomplishments, develops only with exercise. There must be a sharing of real responsibility, an actual chance to use judgment. Industry must have a definitely educational motive, and this education must be toward full and equal participation in the control of industry. Already trade unions are a highly educative force. Potentially the organization of labor, let it assume what forms it will, assures the workers' participation in control. Ultimately this is indispensable to efficiency, since efficiency is humanly impossible unless operation is either under the direct or representative control of all the affected parties. In due season the outgrowth of the full organization of labor will be democracy and efficiency in industry. (TEAD 1916)

Within a capitalist system of production, owners of the means of production and owners of personal labor forces constitute societal groups with conflicting interests. These conflicting interests exist independently of the subjective will of individuals belonging to the two groups: The groups' interests are connected with their positions in the social organization of production.' The groups' conflicting interests manifest themselves clearly in the labor market, and the trade unions have their origin in conflicts in this market. As in other commodity markets, an exchange relation is established in connection with the buying and selling of labor. The capitalist system of production requires a force of laborers willing to sell their labor. The labor market, however, differs from other markets due to the fact that in this market exchange also constitutes a relation of authority. As this relation of authority is implicit in the contract of labor, the laborer's freedom to sell his labor is a negative freedom.  (Jornsen and Korsnes 1978)
It is not a positive freedom to have the results of one's work at one's disposal. As the trade unions do not accept this relation of domination, and actively endeavor to resist it, it is opposing the system as such. At the same time it is an opposition within the system itself. This is what we mean by the concept of the trade unions' double position: It opposes a system which determines its role as opposition within the system itself. The concept of the trade unions' double function refers to the consequences of their activity as an opposition within a system of capitalist production. In this position the trade unions are confronted with the buyers of labor in a variety of relations of exchange and authority. To start with, we will concentrate on the relations of exchange in the labor market. (Jornsen and Korsnes 1978)
 These relations are characterized by a continuous fight for power. Establishment of nationwide trade unions and of a central authority of coordination (as the Norwegian LO) are means of increasing the trade unions' market power. In this way the internal competition between sellers of labor is reduced, and the trade unions can come close to obtaining a monopoly of supply. At the same time this increases their force on the national as well as on the local level by virtue of the sanctional potential that a united action based on the principle of solidarity implies. (Jornsen and Korsnes 1978)
 In this connection the problem of the degree of support for the trade unions is dominant. In contrast to the labor buyers, whose most important source of power is their command over the means of production, the trade unions' most fundamental source of power is their own members and organizations. But a large mass of members prepared to fight is a greater source of power than a large, apathetic mass of members. For this reason, the members' level of activity in the basic organizational units is an important strategic factor with regard to the trade unions' market power. It is important to stress that the trade unions' market power is primarily one of increasing the employees' freedom from the arbitrariness and coercion that is implicit in the individual contract of labor. (Jornsen and Korsnes 1978)
 This power does not necessarily give the employees greater freedom to influence their own work situation and better control the results of their work. To increase its influence in society, the trade union movement, at least in Norway, has always looked upon decisions made in the political arena as being essential to the members' interests. (Jornsen and Korsnes 1978)
In each work organization sellers and buyers of labor enter into relations of exchange and authority. By organizing themselves the sellers of labor can both affect the price of their labor power and obtain greater control over the work organization they are part of. Their opportunity to have a determinate influence on their working conditions and control over the values resulting from their work depends upon two circumstances: Their control over their own organization- the trade union - and the union's actual influence in the work organization. The work organization can be described as a pyramid with different layers connected to each other by definite structures determined by the division of labor, the distribution of authority, and the hierarchy of decisions. It is a hierarchical system, and those entering into positions within this system will have opposing interests on important issues. Therefore, within the system, there will always be a tendency towards conflict and unbalance. This is so because the system is 'open' - in the sense that there is no formal feedback of control and influence from bottom to top. (Jornsen and Korsnes 1978)
The trade union may be looked upon as a feedback mechanism which 'closes' the system. It serves as the work organization's 'counter pyramid' (Horvat 1973). The trade union's internal structures of authority and decisions, however, are often (but not necessarily) contrary to those of the work organization. The connection between the two pyramids is illustrated in Fig. 1.3 As opposition within this system the trade unions can perform two different functions, which may partly be fulfilled at the same time. On the one hand, the trade union can help its members gain influence and control over their working conditions and the result of their work. So far as this is the consequence of its actual performance, it performs its interest-articulating function. In Fig. I this is illustrated by the flow of control from the bottom of the trade union system to the bottom of the work organization system. (Jornsen and Korsnes 1978)
On the other hand, the trade union may act as a regulator with respect to the work organization system. Throughout the sixties and seventies the trade union movement has been far more restricted in its use of political strikes to demonstrate against the rate of inflation under a labor government than under other governments, even although the rate of inflation has been approximately the same. The trade unions' double function is evident in this connection and illustrates what S. Eckstein calls the paradox of organizations. The organization is a resource which its members may utilize to increase control over their social environment; at the same time, however, the organization acts as a regulator - as an instrument of social and political control over its members. (Jornsen and Korsnes 1978)
Considering the trade unions' interest-articulating function, the intensity and kind of activity are important strategic problems. The problem is what kind of activity and through which channels can it lead to a real increase in the trade union members' degree of control over their working lives. The concept of industrial democracy has been used in different ways in different historical periods. Here, by industrial democracy we mean a situation in which the employees are in a position to have the values created by themselves implemented into the production process at their collective disposal. To obtain the kind of influence that makes industrial democracy feasible has always been an important objective for the labor movement. But the strategies for and the institutional forms of industrial democracy that have been launched are very different and to some extent contradictory. The movement of workers' councils inspired by the Bolshevik revolution on the one hand, and the efforts made in our day to ensure the employees' representation on the boards of management on the other, are examples indicating how wide the range of strategies for and institutional forms of workers' influence can be. (Jornsen and Korsnes 1978)
THERE is now a large body of empirical work indicating that trade unions are associated with lower profitability or financial performance. This finding emerges in studies based on microeconomic data at establishment- or firm-level, from work that uses aggregate industry-level data, and in studies based on data from various countries. (Machin and stewart 1996)
 The British work that exists on this issue focuses on union effects in the late 1970s and early 1980s and there is currently no work that uses data after the mid-1980s. This is important as the British labour market, especially with respect to the role of unions, underwent many changes in the 1980s. Unionization, however measured,2 fell very dramatically after the election of the Conservative government in 1979 and many have argued that this resulted in a reduction in union power. The same time period saw the introduction of several pieces of anti-union legislation that were designed to limit the scope of trade unions in affecting various economic outcomes. (Machin and stewart 1996)
results suggest roughly a halving of the overall union effect between 1984 and 1990 and evidence of a less widespread union effect in 1990. However, there are still situations where unions seem to be negatively associated with financial performance. With respect to union structure, unions are seen to exert a negative influence on financial performance only where the closed shop (or a pseudo- closed shop supported by management see below) is still in place. Over and above this we report results suggesting that unionized establishments have lower financial performance only where there are closed shop arrangements and the establishments have some product market power and that this effect is greater where managerial freedom to allocate tasks is limited by union work rule. The industrial relations literature (and some work in economics) has often argued that one way in which union strength emerges is via an ability of unions to define job tasks, via job demarcation rules or by controlling work practices. (Machin and stewart 1996)

Labor Legislation and Trade Unions in India and Pakistan:
One of the consequences of this legal and institutional framework is the creation of middlemen, a class of labor-lawyers, who pose as labor leaders but whose interests do not entirely coincide with those of the workers themselves. Labor legislation and the relevant institutions, such as the Government’s Labor Departments, Labor Tribunals and Labor Courts, impose major constraints on the process of ‘collective bargaining’, which therefore is not free. The imposed need to cope with such laws and institutions, affects, inter alia, the kind of the so-called trade unions who can operate from the system. By virtue of that they carve out careers for themselves as collective bargaining agents, the middlemen between the workers and the legal system that stands above them. Labor leadership is thus forced out of the hands of the workers themselves. (Amjad  2001)

 They are forced by the system into the hands of professional labor-lawyers, who pose as trade union leaders, but whose interests do not always coincide with those of the workers. Collective bargaining is laced into the ‘safe’ hands of these labor-lawyers-cum-trade-unionists, who after all are professional middle men, entrepreneurs who make a living out of opportunities provided to them by our complicated and extensive labor legislation. This is not to say that there are no dedicated trade unionists leaders who are fully committed to service in the cause of workers. Such leaders make great sacrifices in serving that cause. There are many truly dedicated souls, who have resolutely soldiered on in the service of the workers and made very great sacrifices indeed. They deserve to be honored. But such dedicated men are at a great disadvantage, for not all of them are trained lawyers and experts in labor- law, though many of them, surprisingly, are Our web of labor- laws put a premium on legal expertise. (Amjad  2001)

 Workers are forced to hand over their affairs to professional labor-lawyers-cum-trade-unionists without whom they can get nowhere. We tend to take at face value the idea that our labor-lawyers-cum-trade-unionists, of whom there are many, are true representatives of the working class. Such professional leaders have a vested interest in the exiting system. They have therefore no interest in criticism of the legal system in which their own livelihoods are embedded. We cannot expect them to voice demands for a reform of our present most undemocratic labor laws and institutions which bring the authority of the state to bear on what should be free collective bargaining directly between workers and their employers. Ali Amjad voices no such concerns. 
The web of labor legislation and legal and quasi-legal institutions into which labor relations are forced as a consequence of the Government’s labor policy, limit the freedom of collective bargaining for our working class. Workers in other countries, such as those in Europe, enjoy far greater freedom. The state in such democratic societies does not have any role in the process of collective bargaining, except to exempt trade unionists from liability for damages, in case employers want to sue them. To come up to democratic standards, our own restrictive regulations will have to be done away with. Because labor relations were enmeshed within an elaborate legal and institutional framework, workers have had little option but to hand over the leadership of trade unions to lawyers, for few amongst them had the expertise that was needed to deal with the complex legal framework that had been created. Those who selflessly take up the task of serving the workers and who have also acquired a working knowledge of the legal procedures are a dedicated few. (Amjad  2001)

In general, the main object and the consequence of the elaborate network of labor legislation has been to keep militant shop floor organisers out of the game. That, indeed, was the intention of the colonial and also the post-colonial governments. The professional labor - lawyers-cum-trade-union-leaders were in effect allies of the government, insofar as they performed a useful function as far as the Government and employers were concerned. They were in a sense, each other’s allies. Amjad , himself a labor - lawyer-cum trade unionist, understandably does not point out these aspects of labor legislation that are contrary to the interests of workers themselves. 
Throughout the colonial world, the relationship between capital and labor has been presided over by the colonial state, and later the post-colonial state, to ensure that labor is kept under control. A tripartite structure, involving the State, the employers and labor (as represented by the middlemen) evolved. It has been widely used as a frame within which worker-employer relationships are contained. At the international level colonial capitalist interests set up the ILO as an organisation through which they might propagate and impose their purpose, namely to protect industrialised countries from the competition from poor colonised societies where labor is cheap, as a reflection of their poverty. The workers wages and working conditions were to be improved, within limits, without encouraging any trade union militancy there. After all colonial capital was itself a major employer and its interests were to be protected. (Amjad  2001)

Amjad does not consider the great change that has come about as a result of internationalization of capital (dominated by North American and European capital) followed by internationalization of production, by virtue of which low technology labor intensive processes of production are transferred to the so called ‘Third World’ where wages are low. Globalization, so called, is thus a manifestation of the global domination of multinational capital. Following internationalization of capital and the internationalization of production, globalised multinational capital, has set up enterprises in the ‘Third World’. Metropolitan capital no longer supports the policy of paternalism towards workers, a policy that had once imposed limits on super-exploitation of industrial labor in the ‘Third World’. Organizations like the ILO are thus becoming redundant for the purposes of today’s globalised multi-national capital. It seems, therefore, that the ILO is being sidelined. It appears to have a bleak future before it, though it may continue to exist by virtue of the law of inertia of International Organizations which, once created, continue to exist, even if there is no role for them anymore. 
Amjad does not touch upon such major changes that affect labor. After the Partition, Pakistan inherited the framework of the Bombay Presidency labor laws. But that was soon to change. Paternalism in labor policy disappeared with independence. The influence of British textile interests, for example, was no longer a factor. The elaborate legal framework within which relations between workers and employers had to operate was adopted enthusiastically by our own ruling bureaucracy in Pakistan. Through the tripartite structures that they inherited the ruling bureaucracy was quite happy with the tradition of active state intervention in this area. That was, of course, also in the interests of both local and foreign capital in Pakistan. There is no more room for paternalism in Pakistan. 
Labor Rights in the Constitution:

The Constitution of Pakistan contains a range of provisions with regards to labor rights found in Part II: Fundamental Rights and Principles of Policy. 
· Article 11 of the Constitution prohibits all forms of slavery, forced labor and child labor; 

· Article 17 provides for a fundamental right to exercise the freedom of association and the right to form unions; 

· Article 18 proscribes the right of its citizens to enter upon any lawful profession or occupation and to conduct any lawful trade or business. 

· Article 25 lays down the right to equality before the law and prohibition of discrimination on the grounds of sex alone; 

· Article 37(e) makes provision for securing just and humane conditions of work, ensuring that children and women are not employed in vocations unsuited to their age or sex ,and for maternity benefits for women in employment(www.labourunity.org)
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History of Ptcl:  

Vision:

To be the leading Information and Communication Technology Service Provider in the region by achieving customer satisfaction and maximizing shareholders' value'.

The future is unfolding around us. In times to come, we will be the link that allows global communication. We are striving towards mobilizing the world for the future. By becoming partners in innovation, we are ready to shape a future that offers telecom services that bring us closer. (www.cfcpk.com)

Mission:

To achieve our vision by having:
· An organizational environment that fosters professionalism, motivation and quality 

· An environment that is cost effective and quality conscious 

· Services that are based on the most optimum technology 

·  "Quality" and "Time" conscious customer service 

    Sustained growth in earnings and 
    Profitability.(www.cfcpk.com)

Core Values:
· Professional Integrity 

· Customer Satisfaction 

· Teamwork 

· Company Loyalty.(www.cfcpk.com)

Company Profile:

PTCL is all set to redefine the established boundaries of the telecommunication market and is shifting the productivity frontier to new heights. Today, for millions of people, we demand instant access to new products and ideas. More importantly we want them for their better living standards with increased values in this ever-shrinking globe of ours. We are setting free the spirit of innovation. PTCL is going to be your first choice in the future as well, just as it has been over the past six decades. (www.ptcl.com.pk)

 Business & Corporate Users:
For clear communication the first choice of business circles is PTCL telephone for local, nationwide and international calling. Today businesses can have 10-100 lines with modern day services to meet their needs. Now you get options like Caller-ID, call-forwarding, call-waiting, Call Barring, to name a few.(www.ptcl.com.pk) 
 Other business specific services include:
0800-Toll free number, 0900-Preminum rate services, VPN-Virtual Private Network, Audio Conference Service, Digital Cross Connect (DXX), ISDN (Policy), Teleplus (ISDN/BRI), Digital Phone Facilities/ Modification Charges, UAN, UIN. (www.ptcl.com.pk)

 Nationwide Infrastructure:
We have the largest Copper infrastructure spread over every city, town and village of Pakistan with over million installed lines. The network has over 0.5 million POTS ports with more than 250,000 Broadband ports in 13 major cities. (www.ptcl.com.pk)

 National Long-haul Core Network:
We have over 10,400 km fully redundant, fiber optics DWDM backbone network. It connects over 840 cities and towns with 270G bandwidth. (www.ptcl.com.pk)

 Carriers Services:
As carriers-carrier, we provide the core infrastructure services to the cellular, LDIs, Local Loop operators, ISPs, Call Centers and payphone operators. We provide all carrier services, right from inter-connects and telehousing to DPLC and IPLC connectivity. Our interconnect services are provided from our 3200 exchange locations that connect your carriers networks domestically, in addition to providing IPLC bandwidths to connect you internationally through our four international gateways and SEA-ME-WE3 and SEA-ME-WE4 international submarine, also IMWE submarine cable will be added by the end of the year. Furthermore to provide connectivity to operators in the extreme remote areas of the country, PTCL launched its state of the art satellite service (Skylink).PTCL satellite service (Skylink) is provided using the Intelsat Satellite System, an undisputed leader in satellite communications. (www.ptcl.com.pk)

Employee wing at Ptcl:
Human Resource Capital is the most important pillar of an organization and to inculcate awareness/motivation in employees, Employees Relation Wing plays a vital role. Unfortunately, till 2004 it was a neglected subject. Employees Relation Wing was established in July 2004 under control of HR&A but without proper hierarchy/job description, authority and functions. The functions assigned were also curtailed in 2006-07, which made role of ER quite ineffective. (Afzal 2007)

Objectives :

“To strengthen management – employees relationship through proactive measures with the aim to develop congenial environment for employees at their workplace, facilitation, in their welfare matters, involve them in company’s  activities to inculcate in them a feeling of ownership and to maintain industrial harmony in the Company to transform PTCL into a Telecomm business leader in the country”. ( Afzal 2007 )

The Organization has to view the things, according to their limitations, budgetary provisions, needs and performance of the Employees. Employees Relation wing is the middle agent to keep work force motivated at their work places by using its position regarding Welfare measures, Positive Work place attitude, providing them proper Job tools and Congenial atmosphere.(Afzal 2007)
KEY ELEMENTS FOR RELATIONSHIP:

· Effective Employees Relation Wing

· Change in Management- Employees mindset

· Awareness and motivation of employees

· Persistent Management – Employees   interaction (Afzal 2007)
REDRESSAL MEASURES:

· Participative Management

· Non discriminatory HR Policies

· Civilized Trade unionism and CBA

· Proactive measures to maintain Industrial Peace

· Effective & Authoritative ER/IR wing

· Active interaction with Employees

· Well established grievance handling mechanism

· confidence building(Afzal 2007)
HISTORY OF TRADE UNION IN PTCL:

· 70 TO 80 registered trade unions had been functioning in erstwhile T&T Department up to seventies at Regional/Divisional Levels before promulgation of Industrial Relation Ordinance 1969 which become effective for PTCL in 1975.
· Concept of three CBU (Collective Bargaining Units) was developed by NIRC for PTCL (erstwhile T&T) each for:
a)  
ENG. SECTOR

(Lineman, Wireman, Tech, Supervisors)

b)
ADMN SECTOR
(Assistants, UDCs, LDCs, N/Qasids etc).

c)
TRAFFIC SECTOR
(TOs, TPOs, and TWMs etc).

· 1st referendum in erstwhile T&T was held in 1979 with following three CBA(s) in their respective sector:


ENG. SECTOR
Pakistan Telecom. Lions Staff Union (P.T.L.S.U.)
TRAFFIC SECTOR
Pakistan Telecom. Union (P.T.U.)
ADMINISTRATION SECTOR
Pakistan Telecom. Staff Union (P.T.S.U)
· In 1982 NIRC ordered for one CBA for all categories of workers in PTCL.
· From 1982 to 1995 no referendum could be held due to long irksome litigations against NIRC order for one CBA in PTCL by Traffic Sector
· Thus, from 1982 to 1995 already determined three CBA(s) continued their  limited functions as ordered by NIRC, that they could not raise industrial dispute. 

After 1995 three referendum took place 

      2nd Referendum     1995
      3rd Referendum      1998
      4th Referendum      2004 
· 4th Referendum held on 16 March, 2004,  Pakistan Telecommunication Employees Union (PTEU) was declared successful securing 18868 votes.
· Pakistan Telecommunication Lines Unity (PTLU) was the runner up by securing 9066 votes.
· However through protracted litigation, Pakistan Telecommunication Employees Union (PTEU) lost its status as CBA during May 2004 to October. (Afzal 2007)
PRESENT STATUS OF CBA:

· There is no CBA in PTCL as per Order of Learned Senior Member NIRC In Referendum proceedings on 25th July 2008. However Pakistan Telecommunication Employees Union (PTEU) was the CBA but it had been lost its representative character and is non functional because union had not held its internal Election of Office bearers. Moreover, matters regarding CBU’s and holding of fresh referendum are subjudice in NIRC. ( Afzal 2007 )

LIST OF REGISTERED TRADE UNIONS IN PTCL:

There are total 16 Trade Unions in PTCL registered with NIRC.

· Pakistan Telecommunication Employees Union
Former CBA
· Pakistan Telecommunication Lines Unity. 

· Pakistan Telecommunication Lines Staff Union.

· Pakistan Telecommunication Company Lions Staff Union.

· Pakistan Telecommunication Workers Pak Union.

· Telecommunication Labour Organization.

· PTCL Workers Ittehad.

· PTCL Workers Union.

· Pakistan Telecommunication Union.

· Pakistan Telecommunication Labour Alliance.

· Pakistan Telecommunication Staff Labour Union

· Pakistan Telecommunication Traffic Union.

· Pakistan Telecommunication Staff Labour Union.

· Pakistan Telecommunication Lions staff Ittehad.

· Telecommunication Employees Front.

· Pakistan Democratic Employees Union.

· Mazdoor Dost Employees Union.(Afzal 2007)
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RESEARCH METHADOLOGY

The research approach entails primary and secondary data collection methods and sampling techniques used. Further more  the data analysis procedure and limitations of the study are also explained. 

STUDY ORGANISATIONS


The organization was selected as the study site, currently working in Pakistan. They are PTCL (Pakistan Telecom Ltd).

In order to conduct the research, a formal request was made on telephone, and the senior manager of Human resource, MR Imran Humayun gave the permission to conduct the study at branch offices in Islamabad. The organization supported the research and it was agreed that participation of the employees in the study would be on a voluntary basis and the collected data would be used only for this research.

RESEARCH APPROACH

There are many research methods that can be used in a research study according to Sekaran (2000). The two of them relevant to this research are Exploratory Study. An exploratory study is undertaken when not much is known about the situation in hand, or when no information is available on how similar problems or research issues have been solved in the past. (Sekaran 2000).
Exploratory studies are undertaken to better comprehend the nature of the problem and since very few studies might have been conducted in the past, extensive research is done through interviews or questionnaires to obtain a better understanding of the problem.As not much data in the literature is available about Industrial relation practices in Pakistan, and not much of the studies in the past have focused on industrial relations i.e. specifically about the various trade unions operating in government organizations. Therefore it is not wrong to say that this study is exploratory in nature, as this gives an opportunity to explore the managerial issues and to understand the problems of employees at different levels as well as the relation between the two. (Sekaran 2000)
SOURCES OF DATA

The data for this study (including primary and secondary data) was gathered in these phases:

· The company’s websites were carefully reviewed to get background information about the company and its various operations and functions. 

· Interviews were conducted with senior managers as well as the employees working in the trade unions.   

· A set of two different Questionnaires i.e. one for the management and the other for the employees were prepared in order to collect primary data.

· Research articles and management books were carefully reviewed in order to collect secondary data. (Sekaran 2000)
DATA COLLECTION METHODS

Data can be collected in a variety of ways, in different settings and from different sources. Data collection methods include interviews and questionnaires that are personally administered. Another way is observation of individuals and events with or without video taping or audio recording (Sekaran 2000).

The data collected in this research is both primary and secondary in nature. Primary data collection is of main importance in this study. The data gathered though questionnaires helped in critically understanding the trade unions its various activities and functions as well as their impact on the employees at the individual level. Secondly, most of the low level employees do not have access to internet is Pakistan, therefore personal visits were paid to the PTCL branch office in order to personally get the questionnaires filled. Another advantage of personal visits was that, an opportunity was given to see what exactly is happening in the organization, as this was helpful in analyzing the data in a proper way and to give recommendations at the end of the dissertation.(Sekaran 2000)
Therefore the primary data collected in the above mentioned ways makes the basic foundation of this research. Secondary data was also collected that include company websites and research articles. The websites helped to find out some basic background information about the company and the research articles played a crucial role in the development of research objectives, literature review that helped a great deal to relate theory with practice and practice with theory. (Sekaran 2000)

 Questionnaire
Two questionnaires were developed so as to find out the information regarding management practices. One set of questionnaire was distributed to the top management and the other set was distributed to the employees working in the trade unions. Most of the questionnaires were personally administered. This gave an advantage that the data was collected in a short period of time and any doubts about the answers were cleared on the spot. (Sekaran 2000)
The questionnaire for the management consisted of about 15 closed ended questions and 4 open ended questions, whereas the questionnaire for the trade union employees consisted of 12 questions. The questions were kept short and simple so that they were easily understood. Two types of ranking scales were used in the questionnaire. Dichotomous scale, Ratio scale and Nominal scale (Sekaran 2000).

Dichotomous scale was used to elicit a Yes or No answer from the respondents in most of the questions. Secondly Nominal scale was used in assigning subjects to certain categories or groups of the respondents.(Sekaran 2000)

The language of the questions used was appropriate to the level of the respondents. Each participant was asked the same questions and was made sure that the information provided by them would be totally confidential. The total numbers of questionnaires sent or personally taken to both the organizations were 70 and out of them 55 were returned fully completed. Therefore a total number of 55 questionnaires have been used in this research. (Sekaran 2000)
SAMPLING:
Sampling is the process of selecting sufficient number of elements from the population so that by studying the sample, and understanding the properties or the characteristics of the sample subjects, it would be possible to generalize the properties or characteristics of the population elements (Sekaran 2000).

The sampling method selected for this research is simple random sampling. It is defined by Sekaran (2000) as a sampling method in which the population has a known and equal chance of being selected as a subject.As this research aims to explore the industrial relations at PTCL therefore employees engaged in the trade union activities as well as the management personnel consisted of the population group. The participants included the management personnel i.e. senior managers, as well as the  middle and low level employees including males and very few females(engaged in the unions). Among the participants, a simple random sampling method was used to pick up the individuals to answer the questions. (Sekaran 2000)
A total of 50 sample size has been taken and its distribution is as follows:

PTCL:           Senior Managers                      03

                Middle level managers       
        12

                Operational Workers                  35

                      Total                

   50

PROTECTION OF PRIVACY

All possible precautions were taken to protect the privacy of the respondents. Because of the sensitive nature of this research, data collection was conducted in a way that equal opportunities were given to all. The employees were well informed about the nature of work and they were assured that all the information obtained from this study will only be used for the purpose of this research and finally, all the survey questions were asked individually to maintain the privacy of each respondent


Questionnaire analysis

As explained earlier two different questionnaires were distributed at PTCL i.e. one for the management and the second for the employees involved with the trade unions. Both questionnaires were insightful in understanding the trade unions as well as the management’s role in dealing with them. First of all there are at present 16 trade unions functioning at PTCL.  The trade unions at PTCL are very much vocal for an employee’s cause or any reason they want to fight for. Mishaps have been few and far but the trade unions have proved to be a vital force and have often shaped the managements decisions and still continue to do so.    
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The above mentioned question reveals the fact that a majority of the trade unions at PTCL do not get along with the management (as shown here by question number two of the questionnaire).It was further observed during the interviews that the unions that got along were infact those which were backed by the organization itself. Presently no trade union of the sixteen, have an advantage over the others except the few backed by the management itself .
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The above question, portrays the percentage of women working in the trade unions is quite few (i.e. around 19%). This low percentage of women is largely due to the conservative social environment of the country which has also made its roots within the PTCL working environment. Even the few women that are engaged with the unions don’t play a major role in the union activities rather have a laid back attitude . 
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According the Unions another reason for the existing communication gap between the unions and management is the fact that the union is not informed regarding important decisions and recruits. This creates even more miscommunications and confusions and the majority unions blame that the few unions that are informed about the new recruits are the managements backed unions thus causing more mistrust and skepticism regarding the management. 
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The above mentioned question shows that the unions are very much active at PTCL. A majority rather 13 of the present total 16 trade unions have at least one meeting every month. Thus this shows the active role of the various unions at PTCL. The trade unions discuss their views and overlook the prevailing work conditions at PTCL and provide their respective feedback and mode of action. Various important issues are discussed during these meetings and even issues that need to be taken to the management are discussed here. Therefore these meetings are of uttermost importance to the union members as well as the overall working conditions at PTCL.
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It is evident from the above mentioned question that the majority chunk of the trade union representatives could approach the senior most manager at PTCL regarding any issue. Therefore it is clear that the management is open to all the unions and its union member.  
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The questionnaire also throws shadow on the fact that a very small number of trade unions follow proper procedures in their activities. For example question number nine reveals that meetings among trade unions are carried out more or less by word of mouth rather than proper measures such as through newsletters or emails.
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From the managements perspective the questionnaire also points to the fact that very few of the sixteen trade unions follow any systematic procedure. For example question number twelve reveals that not even a proper method for providing pay to the trade union members have been able been agreed upon. The unions seem reluctant to resolve the matter rather have continued to waste time and money on useless activities. This is said to be the main reason that only a few (unions) seem to get the managements backing. The problem is not with the management rather with the unions itself. Only those unions get the support of the management which follow proper procedures as defined by the I.R.O (industrial relations ordinance). The questionnaire shows that the management insists on carrying out every procedure in handling the unions according to the industrial relation ordinance. 
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No non nationals are permitted from holding trade union office as prescribed by the constitution of Pakistan itself. Even the disputes that occur are handled according to the I.R.O (industrial relations ordinance). Trade unions are given as much leverage as is prescribed by the law. Deviation from the ordinance or law however prompts strict action. 

LIMITATIONS OF THE STUDY:
The first limitation of this study is the relatively small sample size as it is difficult to understand the individual needs of employees and overall management practices of an organization from a small number of respondents.

Secondly, only two interviews were conducted because of time constraints and busy schedule of managers. This factor limits the scope of this study as actual practices and views of the middle managers can be better known had there been more face-to-face interviews.

Thirdly, to have a clear understanding of trade unions at PTCL, their functions as well as their activities one needs to have a thorough analysis of its history and various variables that are not just organizational but are also present in the external environment like labor market situation, Govt. legislations and policies, role of suppliers etc can have an indirect impact too along with the internal factors like employee relationships, recognition and achievement. Therefore these factors should also be taken into account to have a broader view of activities of the trade unions and the management side of the story. Thus all of these compounded to the limitations of the study.
CHAPTER NO 5:
Discussion of result and Recommendations
DISCUSSION OF THE RESULT AND RECOMMENDATION

We can safely conclude that there is a stark difference between the management’s way of thinking and that of the trade unions. There is a sense of mistrust and misunderstanding. The results show that there is no one popular union at PTCL rather all of them are at equal power and status. Moreover the major differences if any are in following the procedures as per rules in a professional manner. The results clearly point towards the fact that all the various trade unions are actually at an infantry stage, i.e. they have yet to be professional in their approach and methods. These methods include dealing with the organization and all possible relevant issues. Every union is guilty of doing what is good for their own union member employees only, rather then for the employees at an organizational scale. Therefore the unions at PTCL have to be mature and systematic in their activities. Although the various unions are still very much effective in their activities i.e. changing management’s decisions, supporting employees however much is still to be done in their development. It can be said that what the trade unions at PTCL lack is a true leader. Furthermore a true sincere leader can probably be a perfect remedy to effectively merge the gap and mistrust that is present among the trade unions and the management. The management is firm on its stand and rightly so however changes have to be made at the trade unions end.  If the unions wants to be more effective and wants the management to cater to their demands they have to act professionally.  Furthermore the management should also assist and aid the various unions as much as possible. Proper guidance should be given. Their various activities especially those which are deemed to be fruitful for the organization should be fully supported. The results of the questionnaires proved the fact that a majority of the union members didn’t receive any amount for their various activities. Trade unions should be perceived as a helping hand by the management rather then a challenge to its writ. Meetings should be held with the union leaders to effectively communicate. The management has to help the various unions as it can contribute to the overall efficiency of the employees. Needless to say a satisfied content and motivated employee is an invaluable asset to the organization.  Another major aspect that needs to be altered at the organization is the fact that women workers/employees should be encouraged to play a more active role within the various unions. There should be no discrimination on the basis of sex or any other criteria, for that matter. In the present contemporary world women play an active role in every field of life and their participation is pivotal to the success of an organization. Here again the management can play its role to oversee that it does not intervene but rather facilitates the unions at encouraging women employees. It is no doubt that that women can be just as effective, if not more regarding the activities of their respective unions. 

It is high time that change needs to take place and the questionnaire results  distinctly points at various loopholes. The trade unions have got to come off age and realize their role in the organization. The unions have got to let go of their petty differences and work together sincerely. They should better engage in effective constructive activities and help the management as well as other unions to achieve the objectives and goals of PTCL. Name calling and blame game should end. It is also in the better interest of the unions that they can unite on their differences as that can provide each of the unions a solid base and they can mold the management to give much more and concede to their respective demands. Therefore a different attitude can probably solve most if not all the problems of the unions. Finally the management has to play its due role as well. It has to help the various unions change. The management should provide assistance and information to the unions and its workers. The management should not look down upon the unions and not promote a culture of favoritism rather all unions should be kept equal. The management should not shy away from helping the union as it can backfire at times and cause serious concerns. The management should play a neutral role and not that of a biased one so as to encourage the various unions to play a constructive role for the betterment of all. Thus effort is needed on both ends and only a joint sincere struggle can be the best answer to the problems of both the management as well as that of the trade unions.                    

CONCLUSION:
PTCL is a invaluable government telecommunication organization. It is engaged in providing the best to its customers. It is Pakistan’s most reliable and largest converged services carrier providing all telecommunications services from basic voice telephony to data, internet, video-conferencing and carrier services to consumers and businesses all over the country. It’s success largely depends on the effort of its dedicated management. However the management is not alone and its effectiveness is also due to the role played by the various operating trade unions. The trade unions provide the employees with a platform through which they can make their voice heard and often shape the decisions of the management. The unions play a vital role and connect the management to their employees. It shares the employee’s grievances and realizes their demands as well as their perspective. However there are on and off problems between the management and the unions at PTCL but problems for the sake of improving the overall efficiency of the organization is a challenge worth the effort. Therefore it can be said that the unions serve as a bridge between the management and the employees. As the employees voices are heard they can work with much more zeal and passion bringing better results and overall success to PTCL.
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APPENDIX

QUESTIONNAIRES:

Two Questionnaires were made to conduct the research on the conflict between the Management and the Trade unions of PTCL. These questionnaires helped to find out the core Reasons for the arousal of the conflicts and their possible solutions.

Questonnaire 1:

FOR TRADE UNION REPRESENTATIVES:
For  the conducting of research on the conflicts between management and Trade union’s at PTCL , kindly fill this questionnaire with the best of your knowledge.
Name:…………………………………………………… Designation: ………………………………………………

Q1. What legal action your union takes to counter illegal anti union action by the employer?
……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………
Q2. In general how satisfied are you with the working of the dispute procedures of PTCL?

· Very satisfied

· Satisfied

· Not very satisfied

· Dissatisfied  

Q3. In the past 12 months, have there been any ballots of union member to establish the level of support for industrial action?

· Yes

· No

Q4. Does management normally inform you or other representatives of union when a new recruit is about to join this workplace?

· Yes

· No

Q5. How would you describe management’s general attitude towards trade union membership among employees at this PTCL . Is the management 

· In favor of trade union membership 

· Not in favor of it

· No opinion about it 

Q6. On the average, how many hours per week do you spend on union representative activities including both time spent at the workplace and or from home?

· Less than 1 hour

· 1-5 hours

· More than 10 hours

Q7. Are you paid by your employer for the time spent on representative activities while at work?

· Yes

· No

Q8. In the last 12 months how often have you or other representative of your trade union called a general meeting with the employees? 

· At least once a month

· Atleast once every 6 months 

· Atleast once a year 

· Not at all

Q9. Besides meetings how else do you communicate with the employees you represent ?

· Newsletter/mailings

· Notice boards

· Emails 

· Other(please specify)

Q10.How you received training or instruction for your job as a union representative?

· Yes

· No

Q11.What is the highest level of management you could directly approach to discuss a matter that affects the employees you represent?

· Most senior manager at workplace

· Human resource manager

· Your supervisor

· Some other manager(please specify)

Q12.are the unions activities effective in altering a change in the management’s decision?

· Very effective

· Effective

· Ineffective
Questonnaire 2:

FOR tHE Management REPRESENTATIVES:
For  the conducting of research on the conflicts between management and Trade union’s at PTCL , kindly fill this questionnaire with the best of your knowledge.

Name:……………………………………………………  Designation: ………………………………………………

Q1. What are the legal requirements for the formation and legal recognition of a union e.g mini number of union members, submission of a list of the union leaders to the relevant authorities,etc?
……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………
Q2. With which of the issues do unions get involved?

· Helping members when they have a problem

· Campaigns to change opinions

· Health and safety

· Protecting people at work 

· Equal treatment

· Learning and skills

Q3. Are non-nationals/migrant workers prohibited in law from joining a union or from holding a union office?
……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………
Q4.What legal action may a union take to counter illegal anti-union action by an employer?
……………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………
Q5.Please describe any cases of violations of the rights of individual trade union members, directly related to their trade union activities, such as:

· Murders,attempted murders and similar attacks

· Injuries, beatings or torture

· Arrests, detentions, and prison sentences

· Harassment and threats, including death threats

· Abusive transfers, demotions or dismissals of unionists

Q6.What proportion of your union’s members are women?

· All 

· Almost all

· Most

· Around half

· Some

· Few

· None

Q7. What proportion of union’s members are part-time employees?

· All 

· Some

· Few

· None

Q8. How would you rate the relationship between worker representative and management at the workplace ?

· Very good

· Good

· Neither good nor bad 

· Bad 

· Very bad 

Q9. Have there been any strikes at this workplace in the last five years?

· Yes

· No

Q10. Is there a formal procedure for dealing with individual grievances at PTCL?

· Yes
· No

In dismissing or disciplining an employee are they able to    appeal against any decision?

· Yes 

· No 
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