



HUMAN RESOURCES DEVELOPMENT STRATEGY

AND ORGANIZATIONAL STRUCTURE OF AN ENTERPRISE





INTRODUCTION



The recommended 2 previous models discussed:



  *	Concepts of change within organizations, since anyone wishing to start a management improvement process has to be aware of the problems which change brings, how it affects people and how the change should be planned in order to guarantee good results;



  *	Sociological aspects of an organization and the most significant theories explaining organizational development and the organization of work, with the same aim in mind; anyone implementing a management improvement plan has to consider these theories, apply the useful and practical parts of each of them and succeed in organizing work in such a way that staff are motivated and increase their productivity.





		This module introduces the following concepts which are fundamental to a management improvement process:



1.	The need to rely on a satisfactory strategy for human resources development in the enterprise;



2.	How to modify, update and revise the organizational structure of the enterprise, a prerequisite for good management.





		These 2 aspects have to be discussed and clearly understood before moving on to the details of a systematic plan for management improvement and additional management training.
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HUMAN RESOURCE DEVELOPMENT STRATEGY





�









	This work is organized as shown above.  Although it can be consulted in any order, any user wishing to cover it in its entirety should check off the parts he/she has already studied and those remaining.  The first step is to consult the Introduction to the Strategy.
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HUMAN RESOURCE DEVELOPMENT STRATEGY



	The aim is to develop a model that will serve as a guide to organizations needing to establish a strategy for managing their human resources, one which attaches to the human resource factor the same importance as to technical and financial factors (see nota bene below) for strategic planning purposes.





		Some concepts need to be defined so that organizations interested know 			what we mean:



HUMAN RESOURCE MANAGEMENT	



	All activities, including those administered by the staff itself, which are intended to optimize the use and well-being of an organization's employees.



HUMAN RESOURCE DEVELOPMENT



	By this, we mean human resource management activities designed to develop the skills and attitudes, etc., of the organization's staff.



	It therefore forms part of the broader concept of human resource management (or administration).  It includes training as an important activity, but also career planning and job rotation, etc.



TRAINING



	By this we mean all the activities needed for providing the organization with staff capable of doing the assigned job (since they have the required knowledge and skills) at the required time and place.





N.B.



TECHNICAL, FINANCIAL AND HUMAN RESOURCE FACTORS



	A telecom organization is a socio-technical system which must achieve certain service objectives.  The system itself comprises 3 subsystems:  the technical management subsystem, the financial management subsystem and the human resource management subsystem.  These 3 subsystems, with their own particular objectives, their own inputs and processes and different outputs, must interact with one another so that the combined efforts of all 3 yield the final product of the system, i.e., telecommunication services.











	The strategy is based on consideration of the 3 decision-making levels which exist in every organization:  strategic (managerial), functional and operational.











STRATEGIC�	The level at which the objectives of the human resource management strategy are set.  Since these objectives must be clearly expressed, DESCRIPTORS must be used for defining them and INDICATORS for measuring the present situation within the organization, the future target situation and the progress or changes made during the time set for achieving the objectives.

��





FUNCTIONAL�	For each objective, the internal functions responsible for implementing the objective are identified.  Since those functions must also be clearly expressed, DESCRIPTORS are used for defining them, and INDICATORS for establishing their present status and the target status.

��



OPERATIONAL�	The activities to be performed for achieving the predefined objective are defined at this level.  Obviously, they too must be very clearly described using DESCRIPTORS and their status evaluated by the establishment of INDICATORS.��





	The strategy is organized by taking the different levels into consideration along the lines of the diagram on the following page.





Situation Analysis:



	The procedure for defining organizational policies, strategies and objectives, particularly in the Human Resource Management area, is based on a dynamic process involving groups of officials, from the highest level to the operative levels, depending on the situation analyzed.



	The process starts with an organizational development workshop/seminar at which performance problems are analyzed, key indicators and target indicators are identified and plans of action are established.  This is followed by the cycle:  "plan of action -- implementation -- evaluation of results -- feedback for the analysis of problems and definition of new objectives".
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	At the strategy and objective definition level, the participants in such workshops/seminars must clearly be the top organizational managers (authorities) and any key persons directly involved in executing the process.  This often implies the creation of various groups to work on different problems.



	The same process is followed down to the functional and operative level, with the creation of suitable groups that are involved in the achievement of objectives.
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MODEL OBJECTIVES





	Nine permanent model objectives have been identified.  Each one must be clearly described and well defined, to which end descriptors and indicators must be assigned.



	Each objective relates to a specific area of action of the telecommunication organization.  The nine areas of action affected by the human resource management strategy objectives are:



1.	AGENCY STRUCTURE



	Objective # 1:  To create and maintain an organizational structure consistent with the organization's objectives and requirements.



2.	AGENCY PROCEDURES



	Objective # 2:  To create and maintain organizational processes that respond to the environmental, economic, social and technological changes with the organization.



3.	HUMAN RESOURCE ATTRACTION / RETENTION



	Objective # 3:  To attract, select, promote and retain employees with skills and qualifications appropriate to the organization's needs.



4.	HUMAN RESOURCE DEVELOPMENT



	Objective # 4:  To develop, streamline and invest in the human resources supplied to the organization.



5.	HUMAN RESOURCE UTILIZATION



	Objective # 5:  To ensure the maximum contribution by employees to the achievement of the objectives.



6.	HUMAN RESOURCE INVOLVEMENT



	Objective # 6:  To ensure that the labour force operates in harmony with the organization's management philosophy and objectives.



7.	LEGAL AND SOCIAL REQUIREMENTS



	Objective # 7:  To comply with all the legal and regulatory requirements relating to employees and to maintain a responsible social attitude towards the staff.



�

8.	ETHICS AND VALUES



	Objective # 8:  To ensure that values, attitudes and ethics are promoted and consolidated within the organization.



9.	FEEDBACK



	Objective # 9:  To ensure that the effects of action taken are known to all those involved who exert an influence over the foregoing events, procedures and/or support requirements.





�



ORGANIZATIONAL STRUCTURE OF AN ENTERPRISE





		If an effort is needed to improve administration and management within an enterprise because the managers believe that the current situation is unsatisfactory and that staff productivity and motivation could be improved, there will almost certainly also be a need to reorganize some working methods and ultimately modify the organizational structure of the enterprise. 



		Clearly, one of the strategic objectives of an enterprise must be:



	"To establish and maintain an organizational structure geared to the enterprise's objectives and needs."





		This is the #1 objective when discussing a human resources development strategy.  Obviously, it is on this that working methods, and hence job descriptions and necessary staff profiles, depend.



		If the structure is in line with modern motivational management principles, with delegation of authority, room for initiative and creativity, then goals can be introduced which improve the existing situations in areas where improvement is considered necessary.  This paves the way for the necessary measures to achieve the required improvement.



		In this module, we analyze this objective, indicators to assess the existing situation and the target situation, the functions within the enterprise involved in the implementation of such an objective and the groups of activities to be carried out. 







PERMANENT MODEL OBJECTIVES:



1.	Agency Structure



	Objective # 1:  To create and maintain an organizational structure consistent with the agency's objectives and requirements.



2.	Agency Procedures



3.	Human Resource Attraction / Retention



4. 	Human Resource Development



5.	Human Resource utilization



6.	Human Resource involvement



7.	Legal and Social requirements



8.	Ethics and Values



9.	Feedback







1.	Agency Structure



	Objective # 1:  To create and maintain an organizational structure consistent with the agency's objectives and requirements.





OBJECTIVE # 1 at the STRATEGIC LEVEL



Descriptors:



1.	CLARITY OF THE STRATEGY:  Clarity and comprehensibility of the strategic objectives;



2.	RELEVANCE OF THE STRUCTURE:  A relevant organizational structure consistent with the strategic objectives;



3.	ASSIGNED RESOURCES:  Proper assignment of resources and functions.



Indicators:



1.	For the clarity of the strategy:



1.1	Degree of priority assigned to the development and definition of the strategic objectives;



1.2	Degree of understanding (formal and informal) of the agency's strategic objectives by employees/customers.



2.	For the relevance of the structure:



2.1	Degree of management satisfaction with the structure;



2.2	Implementation of regular reviews and evaluations of the suitability of the structure.



3.	For the resources assigned:



3.1	Normal service trends and quatification of the agency's general performance, and comparisons with other similar agencies.
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FUNCTIONS INVOLVED IN OBJECTIVE # 1:





1.	Design of the structure:  so as to enable the agency to achieve the objectives;



2.	Design of jobs and families of jobs:  so as to include the definition of authority and responsibility;



3.	Design of procedures:  so that they function with the established organizational structure and enable the objectives to be achieved;



4.	Permanent reviews of the organizational structure and work processes to ensure their relevance;



5.	Planning and implementation of changes when considered necessary.





EXAMPLE:  



Those which include designing and maintaining the agency's structure (organization).  This includes the formal relationship between jobs and associated responsibilities; grouping in units, divisions, departments, etc.; the definition of management responsibilities and the process used for controlling such interactions.
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FUNCTIONS INVOLVED:



Those which include designing and maintaining the agency's structure (organization).  This includes the formal relationship between jobs and associated responsibilities; grouping in units, divisions, departments, etc.; the definition of management responsibilities and the process used for controlling such interactions.



1.	Design of the structure:  so as to enable the agency to achieve the objectives.



2.	Design of jobs and families of jobs:  so as to include the definition of authority and responsibility.



3.	Design of procedures:  so that they function with the established organizational structure and enable the objectives to be achieved.





DESIGN OF THE STRUCTURE:  Indicators



--  Extent to which the organizational structure helps, and does not impede, the achievement of the objectives.



--  Minimum discrepancy (conflict) between formal and informal organization.



--  Availability of adequate up-to-date documentation on jobs, systems and structure.





DESIGN OF JOBS AND FAMILIES OF JOBS:  Indicators



--  Appropriate balance between individual precision, standardization and flexibility in the design and description of jobs.





DESIGN OF SYSTEMS AND PROCEDURES:  Indicators



--  Efficiency of systems and procedures.  (Clarity as to their purposes and controls and of the "authority to handle exceptions").





ONGOING REVIEWS:  Indicators



--  Implementation of appropriate periodic reviews in accordance with the agency's plans.





PLANNING AND IMPLEMENTATION OF CHANGES:  Indicators



--  Changes are implemented when the reviews show that they are necessary.





EXAMPLE:





Objective # 1:  To create and maintain an organizational structure consistent with the 			  agency's objectives and requirements.



FUNCTIONS INVOLVED:



1.	Design of the structure:



1.1	Organization of the senior management group to conduct the study and follow up the implementation and evaluation of changes.



		Responsible:  Director-General (normally, with the agreement of the Governing Body).



1.2	Definition of the way in which indicators are to be quantified (present and future status).



		Responsible:  Working party (senior managers with powers of decision).



1.3	Workshop/seminar on organizational development for identifying structural problems and seeking solutions.



	Responsible:  Working party, in direct and permanent consultation with junior managers in the areas to which the problem relates.  If necessary, other junior groups will be established to analyze different situations.



1.4	Establishment of the necessary structural changes, with adequate documentation on the structure, systems and posts affected.



	Responsible:  as 1.3 above.





	References:  



		1.     ITU Organizational Development Workshop;



		2.     ITU Guidelines for establishing a Management Improvement Plan.







2.	Design of Jobs



	Groups of activities and persons potentially responsible.



2.1	Description of jobs in accordance with the new structure, including tasks, performance standards, work procedures and knowledge/skills required.



		Responsible:  The agency's job description unit, with participation by the responsible managers (and sometimes employees with experience of the job), so that standards and procedures can be defined.



2.2	Definition of families of jobs, incorporation in the agency's general system of responsibilities, assessment, and conditions of recruitment and promotion.



		Responsible:  Job description unit with the responsible managers and senior authorities.



2.3	Definition of the process of transition from the present situation to the situation deriving from the new structure.



		Responsible:  Senior management group, together with the job description unit and the managers responsible for the areas affected.





				References:	ITU Training Development Guidelines, Phase 2



					ITU Job/Training Classification Code





3.	Design of Procedures



Groups of activities and persons potentially responsible:



3.1	Analysis of present procedures to see how they are affected by the structural changes proposed.



	Responsible:  The agency's organization and methods group, with the management involved.



3.2	Establishment of clear goals and procedures and how to implement them, bearing in mind the changes needed, so as to ensure their compatibility with the new organizational structure.



	Responsible:  Organization and methods group, with the management involved; if necessary with the assistance of a management or information systems expert.



3.3	Establishment of the mechanisms needed for checking the results and defining authority for handling exceptions.



	Responsible:  Senior management group and the agency's organization and methods group, possibly with the participation of managers directly involved.





				References:	ITU Reference Manual



					ITU Training Management Workshop ( module 					on procedures)





4.	Ongoing Structural Reviews



Groups of activities and persons potentially responsible:



4.1	Organization of the ongoing review process which the senior management group must conduct to check the implementation and evaluation of changes (including meetings of the organizational development workshop).



	Responsible:  Director-General aided by the agency's organization and methods group.



4.2	Analysis of the status of indicators and how they are changing, to check whether the proposed structure furthers the achievement of the predefined objectives or whether corrections or modifications are needed.



	Responsible:  Working party consisting of senior managers, if necessary with the assistance of any managers involved, the agency's organization and methods group and the staff affected.



4.3	Periodic meetings of the organizational development workshop to evaluate results and introduce any changes considered necessary either in the proposed structure or in the work procedures or job descriptions involved.



	Responsible:  As for 4.2 above.





5.	Planning and Implementation of Changes



Groups of activities and persons potentially responsible:



5.1	Precise definition of the transition period between the present situation and the target situation when a structural change is decided upon.

	

	Responsible:  Senior management group, with the cooperation of the staff involved (managers and employees) and, where necessary, of the agency's organization and methods group.



5.2	Definition of activities during the transition period, particularly those designed to inform and positively motivate the staff affected by the changes in structure or work procedures.



	Responsible:  As for 5.1 above.
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