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Description

	The project will substantially improve the whole spectrum of Human Resources Development and the computerization of information services for Human Resources Management in the National Telecommunications Authority, PERUMTEL, by expanding the training capability in terms of both quantity and quality and by developing a comprehensive management training structure.

	-	Project duration: 4 years

	-	Government cash inputs: Rp. 30,482,300,000.00

	-	UNDP inputs: US $ 2,091,300.00

	-	Executing Agency: International Telecommunication Union

Institutional framework for the subsector

	To meet the development needs of Indonesia, the Government has planned a major expansion of the telecommunications infrastructure over the next REPELITA plan period.

	To implement this expansion and upgrading of telecommunications services, the Government-owned national telecommunications carrier PERUMTEL has undertaken major senior management changes; has proposed and has started to implement significant organizational restructuring; has requested a US $ 350 million capital loan finance package from the IBRD; and finally has sought under this project assistance from UNDP in organization, management and training in order to upgrade staff performance in terms of quantity and quality, to enable this programme of telecommunications expansion and upgrading to be achieved.

	The new PERUMTEL management has recognized and attested that success in implementation of the very large-scale programme objectives is dependent on a vastly improved "people" performance within PERUMTEL.

Expected situation at the end of the project

	PERUMTEL is expected to produce the following results with the assistance of the project.

1)	Human Resources Development will be centrally planned, managed and administered under the control of PUSDIKLATTEL. This will include the regional centres as well as the central Bandung Telecommunication Training Centre and Training Resource Centre.





2)	Decentralization of training will be established with currently under-utilized regional training centres training most of the lower level administrative and technical grade staff to standards set by PUSDIKLATTEL and in numbers and categories determined by the Human Resources Management planning.

3)	Cooperative training efforts (domestic and international) will be in place enhancing the breadth of training and assisting PERUMTEL to keep training in step wit the dynamic telecommunication industry changes in the future.

4)	Under the new organization of line management control from PUSDIKLATTEL, training regulations applying to all training centres, central and regional, will be in place. Standards of trainers will be established PERUMTEL wide and the quality of instructors, training developers and training managers will be substantially improved, particularly in the regional centres.

5)	The number and quality of classrooms, laboratories and resource facilities will have substantially increased commensurate with the larger numbers of staff to be trained and the much higher standards of trained staff graduating. Classrooms will increase by 50, laboratory rooms will be increased by 20, and 100 new instructors will have been trained.

6)	The scope of training will have been considerably expanded to encompass knowledge and skills urgently needed by PERUMTEL but not currently included (or inadequately included) in the present training programme.

	There will be new curricula focusing on more modern techniques and practices for existing subjects and new courses in place in computerization, advanced technologies, finance, business practices and management.

7)	The volume of training undertaken by PERUMTEL will have been increased by more than double, in five years from 100,000 man-weeks to 200,000 man-weeks.

8)	The existing small computerized PUSDIKLATTEL management information Local Area Network will have been expanded in scope and size and will be providing a training/human resources development management information Wide Area Network for the effective monitoring, administration and management of training.

9)	A systematic human resource management regime will be in place within PERUMTEL utilizing an expanded management information system and procedures, performance indicators, etc. established in a human resources assessment centre.

10)	The human resources development/training Wide Area Network will be interconnected to the human resources management system component of the PERUMTEL management information system.

	Staff planning, recruitment, training, transfer, promotion, career development etc. will be appropriately integrated into the PERUMTEL management process.

	To achieve an agreed set of telecommunications service goals and quality improvement goals, a strategy was agreed where IBRD and the Government would provide capital inputs for equipment expansion including the computerized management information system and some overseas training, while UNDP would work with the Government on the human resources elements of the programme.



Development objective

	The development objective is to expand and upgrade telecommunications services in Indonesia to remedy the present limitations of the telecommunications services which are restricting further economic development. REPELITA V calls for an expansion plan which would more than double the existing network.

	A second development objective is to upgrade the efficiency of all Government-owned enterprises, and to increase net Government profitability.

Immediate objectives

	The table below summarizes the immediate objectives of the project together with associated indicators and success criteria, which serve as a basis for identifying, for each objective, a list of activities, a detailed work plan and the required staff, resources and budget.



Immediate Objective No.�Indicators�Success criteria��1)	An infrastructure for effective planning, implementation, evaluation, and updating of training and training resources; job-based training courses to meet identified training needs; and, mediated (non-print) training materials using computer-based training where appropriate.�–	Operationalized procedures (forms, work flow procedures, information databases) for planning, implementing, evaluating, and updating training materials.

–	New or revised training courses based on job requirements and developed and produced following the ITU CODEVTEL system.

–	CBT modules.�–	Management materials and procedures will completely replace all previous materials and procedures.

–	Improved field performance of CODEVTEL-based training programme graduates over old training programme graduates. Productivity of latter should be at least 30% greater than the former.

–	High quality and validity correlation of the developed materials against external standards for the formats and materials developed.��

Immediate Objective No.�Indicators�Success criteria��2)	Upgraded training facilities for PUSDIKLATTEL and the nine regional training centres including new classrooms, laboratories, libraries, and other training delivery capabilities as required, and the appropriate equipment and materials to provide for the full utilization of these facilities.�–	Fully equipped laboratories, libraries with specified printed resource materials, classrooms equipped with white boards, overhead projectors, and video playback units.�–	Comparison of pre- and post-project conditions of training facilities. Post-project facilities in every training centre able to support the delivery of job-based courses with a variety of mediated instructional materials.��3)	A system of management training developed and introduced to provide for different levels of management staff using both in-house, and domestic and international residency training. The new management training system will use the ongoing PERUMTEL management training programme (SUSPIM) as its basis, and as a means of selecting candidates for higher level management training.�–	Management courses and curricula in place and management staff being trained.�–	At least 500 man-months of management training conducted each year resulting in a measurable improvement in PERUMTEL productivity and efficiency.��4)	Implement a structure for human resource management including an Assessment Centre to be integrated with the overall PERUMTEL management structure, and the human resource development/training structure.�–	New procedures in place for all aspects of career development with particular emphasis on management development preparation.�–	The human resource management centre will be in operation with the Assessment Centre staffed and competently providing PERUMTEL with all necessary staffing and career development information consistent with PERUMTEL corporate development.��5)	An organization-wide, computerized information system for the management of human resources linking all HRM functions, centrally and regionally. The HR information system (HRIS) will be compatibly linked to the corporate management information system already in existence.�–	Databases for all necessary human resources management functions installed and base data on file.

–	Standardized database formats applied centrally and regionally.

–	Central and regional access to databases in evidence.

–	Compatible interface with PERUMTEL's existing management information system.�–	HRIS services available on-line from central and regional work stations.

–	Reports generated from the HRIS used on a routine basis in PERUMTEL Headquarters and Regional Offices.��

�corporate organization and human resource development

By Jaime Herrera S.,

Head,  ITU Training Division

Introduction

	This article sets out to describe, without mentioning names, a genuine technical cooperation exercise in the areas of corporate organization, human resource development and training, one designed to ensure a real improvement in agency management.

	The case studied is now in its final phase within a public cultural radio and television corporation, although it might quite as easily be taking place in any sort of telecommunication agency.

Procedure followed

	The diagram below shows the stages actually implemented during the cooperation exercise, which was carried out between a public corporation in an ITU Member country and the Telecommunications Development Bureau (BDT/ITU).
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1.	General assistance agreement: Whenever an agency is interested in securing ITU collaboration to help it solve a technical, administrative or management problem, it applies to the ITU through its government.

	The Telecommunications Development Bureau (BDT), which has its own Field Operations Department and several divisions, then contacts the agency concerned. The Regional Division involved (i.e. Africa, the Americas, Asia and the Pacific and Europe and the Middle East) works out a general agreement defining the type of assistance that can be given.

	In this case the Americas Division was involved and, together with the agency concerned, it established that assistance was needed in the areas of corporate organization and improvement of the services provided by the agency.

2.	Pre-diagnosis: The first task was to define the real problem and possible ways of solving it. That required a prior diagnosis of the situation within the agency to reveal the present situation and enable the main problem areas to be identified.

	Accordingly the Training Division conducted an initial mission to analyse the agency. The diagnosis involved interviews with the officials and technicians responsible for the agency's activities to analyse:

*	The agency's objectives

*	The existing structure

*	The problems of each division as perceived by divisional chiefs

*	The agency's budget and economic and financial situation

*	The condition of the main equipment and physical plant

	Based on that information, the most serious problems to be accorded priority were identified and courses of action recommended.

	In this case, the following situations were identified and the courses of action recommended for each one are summarized below:

1–Lack of a clear official definition of social communication and of the government's intended use of the cultural radio and television corporation. Such a definition is not only philosophical but also of a strategic nature in so far as it has cultural, educational and activity–support functions.

2–Lack of an adequate operating budget and official red tape preventing the budget from being supplemented by effective programme marketing.

3–Obsolescent radio and television equipment. Although this problem is being solved under a bilateral agreement with another country, major delays are being experienced in the approval of the necessary funds (serious delays in the soft-loan procedure now before the Legislative Assembly).

4–The internal organization , i.e the structure and working procedures alike, is hampering the efficient use of both material and human resources with the result that there are too many staff members in some areas and too few in others.

5–Because the managerial skills of the different chiefs responsible for the agency's activities are highly disparate and wanting, modern management techniques cannot be used.

6–Job descriptions are not updated and do not reflect the work actually being done by the staff. This produces turmoil in staff administration, award systems and performance evaluation.

7–Staff skills and abilities are neither up–to–date nor in keeping with the tasks to be performed and, apart from a few isolated efforts, there are no systematic training plans or activities.

3.	Remainder of the assistance programme

	The following recommendations were made:

	a)	In order to solve the first problem, the government of the country involved had clearly to define the strategy to be followed, endow the corporation with the legal personality required for operations and meet the strategic objectives laid down.

	At the same time, it had to provide the resources needed for efficient operation (problem No. 2) by making it easier to market certain programmes or increasing the official budget to meet all requirements.

	It was pointed out that if the present situation persisted and those two points were left unresolved, it would be better for the corporation to go out of business or be privatized: the present situation would be untenable in the long term because a low-quality cultural radio and/or television station is neither educational nor cultural. Indeed, it is counterproductive because the viewer or listener becomes bored and disappointed and switches to commercial channels; worse still, the feeling of disenchantment with cultural programmes has a negative impact on the national culture as a whole.

	b)	Two courses of action were recommended in connection with the obsolescent equipment, one to be implemented by the government of the country concerned and the other by the ITU.

	The obvious course of action to be taken by the government is to accelerate procedures and approve the loan and bilateral agreement so that the corporation can procure the equipment needed for renewing its plant.

	The ITU demonstrated that, with the participation of the Group of Engineers, the technical specifications prepared by the donor country could be reviewed and the necessary procurement funds obtained in order to determine whether they met the country's requirements. This was done and the Director of the cultural radio and television corporation was sent comments which enabled him to adduce sound arguments for securing his government's approval in the knowledge that, subject to minimal changes, the technical specifications for the proposed equipment would be in keeping with modern technology and the country's needs.

	c)	Some immediate actions and a number of medium–term actions were recommended to overcome the problems listed under Nos. 4, 5, 6 and 7 above.

	As an immediate measure, it was recommended that a basic management course be given urgently to all the agency's chiefs and supervisors to level up their managerial skills and provide a point of departure for initiating an administrative improvement process. The course was administered by the Regional Expert on Human Resource Development.

	Another immediate step was to start analysing managerial and supervisory tasks with a view to rationalizing work processes. The first direct step was taken by the chiefs and supervisors themselves in describing their own work in accordance with ITU standards.

	The job descriptions and the results of the management course, at which many discussions took place on the agency's problems, served as the basis for drafting the preliminary version of a project for strengthening the agency's institutional management. The project itself was drafted by the Training Division (Regional Expert on Human Resource Development and Chief of the Division) in accordance with the UNDP Project Formulation Format.

	Armed with that document, the agency opened negotiations with its government for procuring the necessary funds. However, indicators had to be defined on the number of staff members needed per speciality, as well as on productivity, in order to advise the government on possible cuts in the agency's staff. Accordingly, an expert in the organization of radio and television agencies was recruited through the good offices of the Group of Engineers; he then conducted a mission, produced the report that the gvernment needed urgently and confirmed the details of the preliminary project document.

	On the basis of all that information, the Training Division drafted a complete project document with full details of activities, workplans and budgets. 

	It was then for the agency concerned to negotiate the project financing with the national planning authorities so that the project could be submitted to the UNDP. The Americas Division gave all the necessary support during this part of the negotiations and eventually assumed responsibility for implementing and managing the project.

Brief description of the project

	Development objective: The development objective to which the project sought to contribute was to establish an efficient public sector in which cultural programmes and healthy entertainment could be broadcast by the State radio, television and press with a high technical quality and high quality of content.

	One of the government's priority objectives is to modernize and improve the efficiency of the public administration and its decentralized organs. The agency concerned is just such a decentralized organ and the project fell within the guidelines of the national plan.

	Upon completion of the project, the agency will have an organizational development process which will enable it to integrate its activities for achieving its institutional objectives by rationalizing its work processes, increasing productivity and making efficient use of its human resources.

	Immediate objectives: As an aid to achieving that development objective, three immediate objectives were identified together with indicators, criteria for success, activities, responsible authorities, inputs and budgets both from within the agency and to be financed from outside, and a detailed workplan was formulated.

	The objectives in question are briefly described below. 

	a)	Immediate objective No. 1: To establish a dynamic process for permanently reviewing the agency's organizational structure to ensure that it accommodates the agency's activities and enables    internal work processes to be designed.

	Indicators:

*	New structure approved by the authorities 

*	Introduction of periodic (annual) reviews of the structure and work processes 

*	Work procedures established in writing and approved by the authorities 

	Criteria for success:

*	Integrated operation of the agency's three activities (press, cultural radio and television) 

*	Work processes operating systematically and in accordance with the new structure 

	b)	Immediate objective No. 2: To complete a first stage in the establishment of a human resource management system within the agency, consisting of producing new job descriptions to meet the requirements of the agency's new structure.

	Indicators:

*	Job descriptions established in writing and approved by the authorities 

*	Properly defined productivity indicators with values that can be achieved within the agency 

	Criteria for success:

*	Work performed in accordance with the new job descriptions

*	Productivity in keeping with the levels established for the agency's indicators 

	c)	Immediate Objective No. 3: To establish for the agency's staff a training plan that guarantees the achievement of the above immediate objectives.

	Indicators:

*	Short- and long-term staff training requirements established 

*	Training plan established in writing and approved by the authorities 

*	Plan review and updating mechanism established in writing and approved by the authorities

	Criteria for success:

*	Training needs defined by comparing job requirements with staff abilities 

*	Training plan to cover at least 80% of short-term priority requirements

*       Annual review of the training plan

Conclusions

	The above is a very modest example of the cooperation which the ITU and its Telecommunications Development Bureau (BDT) can extend to  telecommunication, radio and television agencies in Member countries.

	All that is needed is an official application and the readiness to a read effort to turn to advantage and implement such activities as may be decided upon by mutual agreement between  the ITU the beneficiary agency.

Tele - activities

Renato Cortinovis

Introduction: telecommunication networks in training



Recently, ITU has been supporting a number of activities in the area of advanced Information Technology applied to Human Resources Development, as broadly documented in previous issues of this bulletin.



Those activities were mostly oriented to setting up a modern methodology to develop Computer Based Training (software) packages, making use of leading edge technologies (and related methodologies) such as Hypermedia, Object-Oriented and Artificial Intelligence, with a view to increasing development efficiency and producing high-quality products.



As you know, CBT is the use of just one more medium, the computer, in addition to already  established ones such as paper based material, videos, simulators or real equipment to exercise on, traditional classroom setting etc. to deliver and manage training / learning activities. 



Another important emerging (information) technology we want to touch on here, is the use of telecommunication networks to support communication in training (and other work) activities: they can easily eliminate space constraints as they connect different locations, as well as time constraints, as the communication can be asynchronous. 



Some typical configurations



A number of different network arrangements are currently in use. Audio conferencing is widely used, but suffers from the limitation of being mono-media. Widely diffused also, is video conferencing, frequently making use of one video channel and various two-way audio channels. As this implies the availability of a wide band video channel, which is not always easily available and cheap, other arrangements exist with a view to reducing the bandwidth requirements: low scan video is an example.



Cheaper arrangements try to overcome the limitations of pure audio-conferencing, without considerably extending bandwidth requirements. A very good example is the use of audio-graphic conferencing, where audio conferencing is extended with the availability of an electronic blackboard (which can be a real blackboard or the screen of a computer) controlled by the teacher; its content is replicated on blackboards (computer screens, monitors etc.), in remote classrooms. The advantage of this arrangement is that it only requires standard phone lines (switched among the various remote sites) as communication media. And frequently you just need to transmit what you write on a blackboard rather than a shot of the teacher.



The previously described arrangements are synchronous, in the sense that people have to participate in the conference (or lesson) at the same time, even if in different sites. Frequently, this synchronous technique can be complemented (or eventually replaced) by  asynchronous ones, such as computer conferencing. In this case people (the students and the teacher) can send (textual or graphic) messages to a bulletin board (managed, for example, by the teacher), and they will be permanently stored in the memory of a computer available to be read at a different time. Electronic mail can complement this additional technique, when the addressee of certain messages (such as a private question or answer which is not of common interest) is restricted.



Finally standard mail, phone calls and faxes can, of course, be used as additional tools.



 We  mentioned briefly the use of information networks in training activities, but they can be used in general in other work activities: we talk about tele-working. 



ITU tele-activities and virtual office





These information networks, without requiring inaccessible means, allow a sort of tele-presence: they allow the people to meet in a sort of virtual environment which can be a class (virtual classroom), an office (virtual office) and so on. 



ITU is beginning to support some activities of distance education in a few countries, and the trend is certainly towards their extension. 



But other activities will be increasingly supported by means of communication technology. Certain meetings (for example the CBT Task Force ones) can easily be held "on-line", i.e. by making use of computer conferencing, certain workshops will  very soon be run from a distance, a few consultancies are already conducted from a distance.



We will increasingly talk about tele-missions, tele-education, tele-consultancies, tele-follow-up: but of course it is necessary that we are interconnected. ITU is supporting TIES (Telecom Information Exchange Services), and access is free to every ITU Member. If you are not yet connected, you can ask ITU for documentation and a login.



If you are interested in participating in this kind of activity, if you would like to meet electronically in our brand-new virtual office, you can reach me as:



          - on TIES:				Cortinovis

  

        - on X400:			C=CH, ADMD=ARCOM, PRMD=ITU, S=Cortinovis

  

        - on INTERNET:			renato@huracan.cr 

 

         - on INTERNET from BITNET:	huracan!renato@uunet.uu.net  	
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