HUMAN RESOURCE MANAGEMENT SYSTEM

AND THE TRAINING SUBSYSTEM



              

	Human Resource Management (HRM) is understood in this guide to mean all activities, including those "managed" by the employees themselves, aimed at optimising the utilisation and welfare of an organisation’s employees.



	Human Resource Development (HRD) is defined as HRM activities designed to develop the skills, attitudes, etc. of the organisation’s staff, and as such forms part of the broader concept of HRM.  It places importance on training activities but also covers such aspects as career planning and job rotation.



	Telecommunication Training means all those activities that are required for endowing the agency with personnel capable of performing the assigned task (given the required knowledge and skills) at the proper time and place.



	Training Management means the achievement of the desired training objectives through the establishment, within the training group in particular and the agency in general, of an environment conducive to their achievement.



	With these concepts in mind it may be said that the objective of an agency's GENERAL MANAGEMENT is to secure the information that will enable appropriate short-, medium- and long-term decisions to be taken for the agency's optimum development.



	General management covers three main sectors:



			1.  Financial management

			2.  Technical management

			3.  Human resource management.



	Those three components must be closely coordinated to ensure that the different policy lines set in the financial or budgetary, technical and human resource areas are both consistent and beneficial to the agency and its employees alike.



	Consequently, sound management must be the logical consequence of harmonious development in all three sectors, each of which must be assigned all the facilities needed for its smooth operation.



	HRM covers a number of specialised fields in which strategies, objectives and activities must all seek both to maintain and to improve staff productivity and to ensure individual development within the agency.



	The five specialities into which HRM may be divided are:



			1.  Strategic HRM

			2.  Manpower Planning or staff planning

			3.  Staff management

			4.  Training

			5.  Individual development.

	

	Each of those divisions constitutes a complex subsystem of the human resource system and has internal components with their own specific objectives and activities which must be coordinated if the subsystem is to produce good results.



               

                TRAINING SUBSYSTEM AND ITS COMPONENTS               



	The purpose of the training subsystem is to provide the agency's other subsystems with trained staff at the proper time and place.



	Obviously, this "black box" houses a whole series of activities which must be performed for supplying trained staff and which, like any other activity, comprise the conventional stages of:



			Analysis (or diagnosis)

			Design

			Implementation

			Evaluation and control.



	In the case of training, each of those stages involves a series of concepts which we shall explain before moving on to the internal description of the training subsystem itself.



ANALYSIS (OR DIAGNOSIS)



	This stage seeks to define the agency's "manifest" and "hidden" training requirements.



	"Manifest" requirements are those which all the agency's managerial staff can readily detect, given routine information on their work sectors and an ordinary knowledge of their personnel.



	"Hidden" requirements are those arising from problems which require organisational analysis, the definition of possible causes, the definition of possible solutions, alternatives, priorities and plans for implementing those solutions.  The solutions will include some that involve training. 



	It is at this stage that training priorities, action requirements and alternatives and the strategies to be pursued are defined and the MASTER TRAINING PLAN is produced/updated with details of the annual plan to be followed.

DESIGN



	A modern course design methodology is applied whenever a programme or course needed within an agency is either non-existent or requires revision or improvement.  The ITU recommends the CODEVTEL methodology and its minimum standards for guaranteeing that new courses both are of high quality and ensure the agency of optimum results.



	This stage involves analysing the tasks, the future population of the course and the knowledge/skills needed to perform the tasks, developing training objectives and producing the teaching materials needed for implementing (administering) the training programme.



PRODUCTION



	In this stage the complete teaching materials are produced and reproduced in sufficient quantities for administering the courses.  This stage must guarantee that all the necessary materials are available when the programme has to be implemented.



IMPLEMENTATION



	This is the stage in which the courses and scheduled activities are implemented.



	Depending on the strategies defined, group or individualised courses may be implemented or trainees sent to the centres of other agencies within the country or abroad.  The agency may use its own or outside instructors or others loaned from elsewhere in the agency or from other agencies, and the results are monitored.



	This is the "academic" stage of working with trainees at the training centres, evaluating their progress and seeing to all the other details required for implementing the courses.



EVALUATION AND CONTROL



	In this stage the results are gauged, corrective measures taken and the activities checked and improved.



	Each course or programme should be evaluated at four levels:  trainee reaction, learning, on-the-job performance and impact on the agency.  The first two levels are put in hand during the implementation stage and serve as a springboard for dealing with the other two levels.



	In this stage, each and every activity in the training subsystem is measured and evaluated, not only individually but also as a whole, together with the curricular content of the courses, the performance of instructors, course designers, specialised audiovisual production personnel, administrative staff and training managers.  Proper statistics on which decisions can be based are established in order to lend drive to the training subsystem itself.



	Each of the above stages must produce concrete results which, taken together, enable the training subsystem to fulfil its mission.  The inter-

relationship between all the activities described is illustrated in the following diagram showing the "black box" known as the training subsystem. 



	The following diagram illustrates the training activities of a telecommunication service agency as a set of five subsystems, each with its own specific mission to fulfil and its own end product necessary for ensuring that the training activity as a whole provides the agency with the trained staff it needs.



	The first subsystem (DIAGNOSIS) performs all the in-house research needed for producing short-, medium-, and long-term strategies with a MASTER TRAINING PLAN and annual activity plans.  In short, the objective of this system is to produce and update work plans. 



	After that, the other systems take over as required.  As the diagram shows, if non-existent courses or programmes are required or existing courses have to be adapted or improved, it is the DESIGN subsystem which must design and produce the teaching materials.



	The PRODUCTION subsystem is responsible for the final production of materials to be reproduced in sufficient quantities to enable the courses to be implemented, as well as for the delicate task of looking after existing and new originals.



	If programmed, existing or recently designed new courses are to be administered, the IMPLEMENTATION subsystem is involved.  It is responsible for delivering the main training product, i.e. trained personnel for doing the jobs. Other important products include reports on each course, the evaluation of success and relevant information for subsequent post-training evaluation.



	Lastly, perhaps the most important subsystem is the EVALUATION AND CONTROL subsystem which enables training to be effectively managed by ensuring that the necessary corrective action is taken in time and the programmes improved.  Its product is a series of reports throughout the year to the different executive levels, from the operatives who take routine decisions to the agency's senior management responsible for strategic decisions and the definition of objectives.



��

TYPES OF TRAINING  

                            



	Training within any telecommunication agency is regarded as comprising three major groups of activity:



	1.	TRAINING, in which all the basic skills in different areas of telecommunications are imparted, including high-level skills in, say, new technologies that are not directly connected with the performance of specific tasks.



	2.	JOB-ORIENTED TRAINING, which sets out to teach how the tasks required for a specific job are performed.



	3.	DEVELOPMENT, in which the personnel's horizons are broadened to create better prospects and make the agency's staff "mobile" throughout their working life, with a view to fostering career development.



	All three groups contain a whole range of possible action.  For instance, the TRAINING group might include teaching the "basics" of telecommunications or management, "induction" into the philosophy, objectives, organization, work methods and services provided by the agency, or of more advanced skills in management or new technologies.



	The JOB-ORIENTED TRAINING group might include training for technical posts in which trainees are taught how to perform tasks for each specific job, or management training which concentrates on the responsibilities of position, management methods and functions, measurements and results, etc.



	This group might be regarded as comprising two main activities:  those relating to the formulation of personal goals and career plans, and others concerned with the development of aptitudes and the broadening of skills and outlook.



	Depending on the level of development of the agency and the country, the training subsystem will need to place more emphasis on one or another aspect, while not losing sight of any of them.  Obviously, since the most important thing from the agency standpoint is that its employees should know how to do their jobs properly, due importance should be attached to JOB-ORIENTED TRAINING.





                          

                                     FUNCTIONS/SERVICE STRATEGY  

                

	The internal organization of the training subsystem may vary from agency to agency depending on the volume of activities to be developed and the size of the agency itself.



	The important thing is that the internal organization should enable all the functions mentioned in the OPERATIONAL MODEL of the training system to be performed, since this is the only way of ensuring that the effort made will produce optimum results.



	Functions can now be specialised thanks to the use of microprocessing for training activities.  Nowadays, we speak of "RESOURCE CENTRES" as a specialised entity within the training subsystem.  The basic idea is that the DESIGN and PRODUCTION sectors shown in the diagram of the OPERATIONAL MODEL should be brought together to form a specialised teaching materials design, production and reproduction group which the IMPLEMENTATION sector can use for administering courses.



	This entity, which at the national level forms part of the training subsystem and its internal organisational structure, can be projected to other agencies within the country or abroad if the teaching materials are produced in accordance with ITU standards, thus enabling them to be exchanged either bilaterally or through the International Sharing System coordinated by the ITU.



	If all the activities of the training subsystem are to be implemented, the agency must have a very clear idea of the strategy of the subsystem itself.



	The agency and its entire management must realise that training is an INVESTMENT, not just an expenditure, and must measure it as such with an eye to its benefits and if possible its profitability.



	It must also be realised that the RESPONSIBILITY for proper staff training lies with the employees' direct supervisors and that the agency's training infrastructure is a SERVICE infrastructure, meaning that it is a management aid designed to perform the necessary actions for training the staff.



	As part of the strategy, moreover, the training infrastructure must be regarded as the agency's VEHICLE FOR THE TRANSFER OF TECHNOLOGY.  
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