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		Since 1974, French Telecommunications have been experiencing the highest growth rate ever known, with an expansion from 6.2 million main lines at the end of 1974 to nearly 14 million at the end of 1979.



		Some 155,000 employees of all grades are employed and, on an average, some 30,000 employees a year have been recruited over the past few years.



		As the result of this expansion alone, training problems have become particularly critical, calling for a considerable effort in respect of both financial and human resources and of the general organization of structures and methods.



		The problems have been further complicated by the important changes which, far from slowing down, are proceeding at an ever faster rate.  I shall mention some of the most important: 



	Technological Changes:




-  Transition from crossbar switching to space-division electronic switching, 
     
followed by time-division electronic switching;



-  Digitilization of the trunk network and of the major local networks;


-  The gradual introduction of fiber-optic systems.




	Management Changes:






-
	
The introduction of modern management methods;



-
	
The development of management informatics.




	The "Telematic" Revolution:



		The introduction of what is now known as 
"telematics" is an accomplished 
fact.  As examples, I may quote the development of TELETEL and of the "electronic directory".





		          How are French Telecommunications facing up today to the enormous problems posed by growth on the one hand and by change on the other?  This is what I shall now attempt to describe, while referring at greater length to the training policy pursued by the Administration; and also, more briefly, to Training the structures adopted to implement it.

�

		A training policy must take account of 3 fundamental factors:




External Constraints:






		-  laws and decrees on training;          

		-  terms of recruitment, which are closely linked to prevailing economic 				conditions;




The 
Needs of the Undertaking:






		-  Training must be as effective as possible;

		-  Training must be capable of adapting to circumstances which vary rapidly 			and within wide limits, as I said at the outset;




The Needs of the Individual:






	        
Employees hope to work efficiently and co
mpetently, but they are also 		        
interested in:



		-  internal promotion, which has always been well developed in our 					Administration;

		-  improving their professional skills and in greater opportunities for cultural 			and social activities.



		          Since the first factor cannot be neglected (if it were, the trade unions would soon remind us of our obligations) a way must be found of reconciling the vital interests of the under- taking with its employees' wishes.



		Thus the letter of instructions which the Director- General of Telecommunications handed to me when I took up my duties, contains the following passage:



	The 4 objectives to be attained are the following:

		-  to improve the quality of practical and living training;

		-  to develop permanent training;

		-  to encourage internal promotion; and

		-  to encourage general education with a view to the development of the 				individual personality.



		All the training officials gathered here have, of course, like us, the ambition of making the training they provide dynamic and practical.  To get a correct grasp of the meaning of this expression, which may appear commonplace, one must think back to the training situation which existed a few years ago.



		Training was general--it comprised mathematics and electricity, and remained theoretical even in specifically vocational subjects.  A change had to be made:  training had to be made more effective, so that a technician, on completing a course, would be 75-80% operational in his post and with the certainty of becoming 100% operational after a short time of actual work on the job.



		Adopting some of the ideas recommended by the ITU in the CODEVTEL approach, we decided to separate course development from actual training and to split 






training up into modules.  This is what we "objective-oriented modular training".  The method of course development used was the 4-phase method called "SCOPE":  


ANALYSIS - DESIGN - PRODUCTION - EVALUATION.  Those familiar with the CODEVTEL method will immediately recognize its kinship with SCOPE.



		At the same time, to organize initial training and permanent training, we prepared job-linked "individualized training plans" (PIF) for all categories of personnel.



		For each post, a training sequence has been designed composed of a certain number of modules.  When an employee changes his post, he receives as additional training, the module(s) which correspond to his new post and which he has not previously followed.



		Division into modules offers another clear advantage:  that of being rapidly adaptable to the users' needs.  A module can be replaced in a fairly short time, or be simply brought up to date.  In the case of the introduction of new material, retraining modules can be prepared without revamping the entire training plan.



		If training is to be really practical, one sine qua non is that the training services should be closely connected with the production and operational services, both in being alive to their problems and in finding effective and rapid solutions.  In other words, it is necessary to bring training to the users.



		This rapprochement takes place at various levels.  At the organizational level, about which I shall say a few words now, the territory is divided into 9 areas.  Alongside each area director is an interregional training director (DIF) who is responsible for the training centres in the area (1 to 4 per area).  The director is closely connected with the life of the area; he meets his production and operational colleagues every day and reports to and receives directives from the National Training Directorate, of which I am privileged to be the Head.



		We have also set up a Standing Committee for Staff Employment and Training, of which I was appointed Chairman by the Director General, which consists of high-level representatives of the central administration, of the areas and of the training service.  This Committee makes recommendations on training plan problems and also on problems of the splitting up of services into different posts.



		Furthermore, our instructors only remain in the training branch for a limited time, and are selected from among the leading experts in the subject taught.  Thus they are perfectly familiar with problems on the job and are capable of reacting appropriately to the questions put to them.



		It must be recognized, however, that many difficulties are encountered in finding competent instructors and in securing the participation of specialists from the operational services for the Working Groups responsible for course development.  Much persuasion and great patience are often necessary to achieve these results.  The credibility of the training provided is at stake in this matter, and that is why we attach so much importance to this point.













		The training should not only be practical, but also effective and attractive.  That is why the use of audiovisual aids has been widely developed, as well as training assisted by teaching machines and computers.



		

		Primarily, we use overhead projectors with black-and- white or colour transparencies; although the latter are expensive, slides and tape-slides and video tapes.  We use 3 types of teaching machines:  one for tape-slide presentations and linear programming with a stopping device; a machine with a rewind device, a stopping device and replies with 3 levels (A, B, and C); and 2 other types comprising a mini-computer in which computer-assisted teaching is supplemented by an audiovisual terminal based on colour slides.



		All these remarks apply most specifically to training, though these teaching aids may naturally be applied to 2 other types of training:  promotional training and further training, which I shall discuss now.



		At this point it seems necessary to describe how we distinguish between the various types of training:




Training at employer's request or adaptation training






		-  first job

		-  first job after change of grade

		-  change of post in the same grade

		-  changes in the job itself (new procedures or new techniques)




Training at employee's request:






		-  preparation for examinations:  promotional training

		-  training for the improvement of knowledge.



		Preparations for examinations have existed for a very long time.  As they said in Napoleon's army:  "Every private carries a marshal's baton in his knapsack".  Promotion to a higher grade usually takes 2 forms:  a special examination and, for the best operators with the longest service, a professional examination.  In both cases, preparation takes place in 2 phases: a correspondence phase, with corrected exercises; and an intensive oral phase just before the examination.  This system is of very long standing, well proven, and is constantly brought up to date.  If the experiment now in progress gives satisfactory results, it may be supplemented by self-timed courses on cassettes which can be played at home.



		Employees receive adaptation training at their own request without their hierarchical superiors having to approve their choice, in the form of a "time credit" which represents 1 week per 2 years, or 1 week per year in the case of supervisory staff.



		Its purpose is to develop the individual's personality, to enable him to adapt to change, to increase his independence by knowing where he stands in the organization and by increasing his knowledge of the world around him at the cultural, social and family levels.  It supplements purely vocational training in that its objectives--to give the 









individual greater satisfaction -- cannot be dissociated from those aiming at greater efficiency of the undertaking.



		This training covers a very wide range of subjects:  such as law in every-day life, "handyman jobs" (for example, simple car repairs), language courses and general culture (history, civilizations, etc.).  







		These, Ladies and Gentlemen, are the broad lines of our training policy.  This policy is guided, as you can see, by the attempt to strike a proper balance between working efficiency on the job and the development of the individual in his professional and even everyday life.



		You may also have noted that we try to impose great stringency, and even rigidity which some may find excessive, in the training itself.  But it must also be admitted that while Frenchmen have the reputation, which I believe to be justified, of being logical thinkers (Descartes and Pascal being the undisputed champions) they have not always displayed the same attitude with regard to the practical applications derived from their thinking.  They are often capable, on their own account, of injecting the requisite flexibility into rules which they may consider unduly strict.



		Thus the individual training plans applied to clearly classified and defined posts may in the future become genuinely individualized plans, i.e., plans established by common agreement between the management and the staff members.



		But on a more philosophical level, and this is how I wish to conclude my statement, is it really possible to draw a clear distinction between the training strictly required for the needs of the undertaking and that needed for the development of the individual?  The situation is unquestionably more complex than this.  Our trade unions regularly accuse us of making our training utilitarian and exclusively utilitarian.  This is certainly not the case (evidently by reason of the very existence of professional training alongside training for the widening of knowledge) but also by reason of the style of the training adopted -- which incorporates a large measure of general education. To understand the logic applied in switching undoubtedly raises the cultural level; to learn, for one's personal satisfaction how to repair a car, may one day serve a vocational purpose.



		Thus if, for reasons connected with our present mentality and also with the rules governing our vocational training, we have drawn a sharp distinction between the 2 types of training, you should not jump to the conclusion that there should really be a hermetic barrier between the 2.



		On the contrary, I am personally convinced that sound training is impossible unless it is closely connected with the job to be done.  But also if we forget that behind the employee there is a man, surrounded by other men, who want to do their job well, but who at the same time also seek understanding and respect. 



		This is the answer which I should make to the question I raised just now, but perhaps you would give a different answer and suggest different solutions.
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