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INTRODUCTION


Compass of Human Resource Management


	The notions needed for understanding the work involved in Human Resource Management and Development (HRM/HRD) in a telecommunication agency are briefly explained below to afford a grasp of the terminology used in the area.


	If agency management is represented as a system, three management sub-systems become apparent: technical and operational management, economic and financial management, and HRM.


	All three sub-systems must have mutually coherent strategies and activities so oriented as to enable the agency to achieve its corporate objectives. This will ensure that the agency functions properly and optimizes not only the operation of each of the three sub-systems but also the interrelation between them, thus ensuring that all contribute to the agency's global objective.





�





	The HRM sub-system includes ALL the activities carried out by the agency for managing its staff. Within any organization, HRM involves not only the administration of staff resources but also their development. While HRD includes the fundamental aspect of training, it also covers equally important aspects such as career planning, job rotation, etc.





Role of HRM in competitive telecommunications management


	Although HRM/HRD aspects have always been of vital importance to overall telecommunications agency management, the top managers of such agencies are now assigning maximum priority to them in their action plans; indeed, it is impossible to cope with the challenges of present-day telecommunications agency management without according a fundamental role to the human factor as a vital aspect for achieving the agency's objectives.


	While it is becoming increasingly easy to acquire technology, modernize equipment and extend networks etc., it is becoming increasingly difficult to develop the human resources needed for operating and maintaining that equipment and keeping it up to scratch.


	That is why the modern approach among organizations grants such an important role to HRM in agency operations, one equal to that assigned to the operational and financial aspects which were traditionally regarded as more important. That is applicable particularly to telecommunication agencies, in which the "human capital" will define the degree of success the organization has in achieving its objectives.


	The earlier management approach, which gave priority solely to technical and operational management and relegated other aspects of corporate management to a secondary level, has been out-of-date for some time. The rule was that agencies did not have to compete for a slice of the telecommunication service market, so that productivity, quality, costs, etc. and therefore HRM and even economic and financial management, took second place.


	In a world of giddy change in the new technologies being used, the services provided, the working methods being introduced and the levels of quality, productivity and competitiveness required of telecommunication agencies, any agency which fails to change its mentality and adapt to the new situation will simply not survive.


Human resources and organizational development


	Organizational development means a long-term effort to introduce planned and controlled changes into organizations, including aspects relating to the handling of the change process itself. Since such processes run parallel to the agency's management, the corporate management itself will also have to be improved if changes are to be furthered.


	Change processes must not only be implemented in a planned and controlled manner but must also be properly handled if the set objectives are to be achieved. Consequently, the agency's human resources must be not a problem for organizational development but just another factor to be taken into account, one which must be turned to the advantage of the changes pursued.





STRATEGY FOR SUPPORTING CHANGE


Human resource objectives


	Many telecommunication agencies are nowadays finding themselves immersed in profound change processes which involve all levels of management and are designed to improve such aspects as quality, productivity, competitiveness, service and customer satisfaction, etc.


	Such changes imply a necessary adaptation of the agency's HRM facilities, which must become an integral part of the process of adapting the agency itself to its new objectives.


	The way such changes affect the staff will depend inter alia on the degree to which the legal status of the agency and the contractual situation of its staff are altered. Bearing in mind the circumstances of each individual case, it is imperative that the agency staff be included as one of the fundamental factors to be taken into account in the change process, in order to plan its readiness for change and secure staff support for it.


	If staff support is to be enlisted for a corporate change of the sort suggested, a way must be found for reconciling the corporate objectives with the individual achievement objectives of the work-force. In other words, the change must be handled in such a way as to be appealing to the staff, keeping the results in line with the agency's new objectives.


	From the human resource standpoint, therefore, the idea may be set out as in the table below.





Change will be attractive to the agency if it attracts:�
Change will be attractive to the staff if the latter:�
�
-	staff in sufficient numbers


-	who are sufficiently qualified


-	and highly motivated�
-	experience it as an opportunity for individual �   development


-	see it as a way to satisfy job or wage expectations 


-	feel protected by the present management�
�
(Table 1)


	If a policy which seeks the above objectives is deemed beneficial to the organization, then, as indicated earlier, a planned and controlled change must be made in such a way as to move towards those objectives with the support of the staff of all hierarchical and cultural levels within the agency. That does not mean adopting a purely humanist approach; rather it is a business approach, one which takes into account the human factor within the agency.





Work to be done


	The target situation indicated in the above table clearly requires the support of various specific areas of the agency's HRM system, e.g., staff planning, training, recruitment and selection, HRD, communication with staff, etc. Consequently, if the situation in Table 1 is set as an objective, each of these areas must play an important role.


	For instance, human resource planning will afford quantitative and qualitative forecasts of the staff needed in each area of management, both now and in the future, thus pinpointing those areas which are over- or under-dimensioned, as well as their staff deficit or surplus now and in the short-, medium- and long-term.


	A policy of human resource redistribution must be adopted in order to deal with staff surpluses in over-dimensioned areas. Here, staff selection, training and HRD systems will be extremely useful in that they can help to determine who should be trained and turned to account in their present posts, who can be redeployed after training for other currently vacant posts, and who can be prepared for higher-level tasks by means of HRD processes, etc.


	However, it is not enough to know what is needed in the way of human resources and to train personnel accordingly. We must get the staff to feel happy about the change, see its future advantages and support it. That means making skilful use of systems of communication with the staff so that they feel fully informed about the management's plans; this avoids rumours, doubts and false versions. Emphasis must be placed on positive aspects for the personnel experiencing the change, and it must be shown that the present management will always protect them against possible consequences that affect their interests. Lastly, to allay anxieties which always arise as to whether or not each individual will have a place in the future organization, it must be made clear that the agency is giving them the means for preparing for the change (training, development, etc.) and thus become useful staff members in the new organization. It must be made plain that the idea is:


-	to encourage capable, hard-working people of strong moral quality to remain;


-	to support the preparation, through retraining/training/development, of people willing to serve the agency and having the will to better themselves;


-	to part with people who are provenly inefficient and merely a burden to the organization.


Strategy to be pursued: present situation v. target situation


	According to the information gathered for the Sectoral Survey of the HRM/HRD situation in the Americas Region, carried out by the ITU among Latin American and Caribbean telecommunication agencies, most of the region's telecommunication agencies are woefully lacking in several of the HRM systems mentioned earlier.


	The results of the survey indicate that as a rule agencies have established staff recruitment, selection and training systems but absolutely none of the staff planning, redistribution and development systems that are vital for achieving the desired human resource objectives.


	Although the management of the agencies is aware of the shortcomings and generally declares itself willing to create the necessary systems, it is unrealistic to think of establishing such systems today and expecting them to bear fruit in the short space of time in which the agencies are planning to bring about the organizational changes with which we are dealing.


	It is therefore proposed that the following strategy be pursued:


-	establishment of the necessary HRM systems with short-term goals for achieving the immediate objectives mentioned earlier;


-	assignment of permanent functions to those systems, to begin once the short-term goals have been achieved;


-	provision of an organic structure and permanent staff for the systems from the beginning, so that the efforts of organization, establishment of work methods, staff training, equipment, etc. made for achieving the short-term goals are fully harnessed for performing the permanent functions of the systems.


	Possible short-term goals and permanent objectives of the above systems are proposed in the table below.





System�
Short-term goal�
Permanent function�
�
Human resource planning�
To determine the staff requirements and surpluses


in the different operational 


areas.


�
Staff forecasting consistent 


with the normal develop-


ment of the work-force and 


the agency's technical, organizational and com-


mercial expansion plans.��
�
Staff redeployment/


retraining�
To determine which staff members can be rede-


ployed, retrained or done without.�
Redeployment of staff in accordance with the movements needed to 


support the plans drawn up.��
�
Preparation/support of staff 


for the institutional change 


to be made ��
To promote a positive staff attitude to the institutional change.�
Communication with 


employees.�
�
(Table 2)


�HUMAN RESOURCE PLANNING


Aspects involved in human resource planning


	If we start from the definition of human resource planning as:


"The process whereby an agency secures a sufficient number of persons, with the required characteristics, in the right jobs and at the right time, performing functions which makes them economically more useful",


we see that there are three basic elements in play:


-	the NUMBER of persons;


-	the TRAINING of those persons;


-	their distribution in JOBS.


	The first of those elements calls for the quantitative forecasting of the agency's human resources, while the other two form part of qualitative staff forecasting.


	To ensure that all three elements are taken into account in planning, forecasts must be made of:


-	developments in the work-force;


-	developments in job requirements.


	Developments in the work-force are changes in the number of the agency's human resources due to staff rotation. In that respect, a distinction may be drawn between "normal" developments in the work-force due to foreseeable events (retirement, promotion, etc.) and unforeseeable events which cannot be precisely anticipated like those mentioned above (agency decisions, promotions, dismissals, etc.; worker decisions, resignations, transfers, etc.; involuntary: death, accidents, etc.).


	Job requirements may also evolve due to technological or organizational changes, production or service requirements, etc. It is thus necessary not only to plan the replacement of staff lost due to rotation but also, in accordance with the agency's production targets, the technological changes to be introduced and organizational innovations planned, to anticipate the number and characteristics of the jobs needed.


	That is why the table of permanent functions and short-term goals (Table 2) states that the permanent aim of the human resource planning function is to determine the qualitative and quantitative short-, medium- and long-term staff needs in accordance with the normal development of the work-force and the agency's technical, organizational and commercial expansion plans.


	In that respect staff training plays a very important role because, unlike what occurs in material resources or financial planning, the persons now holding jobs may not be capable of holding them in future if the job requirements change and they fail to develop their skills accordingly.


	Consequently, it is not enough to quantify the necessary staff to be recruited externally and promoted internally in future. It is also necessary to anticipate the training of new staff and that which must be given to the existing staff if they are to be able to hold down their jobs with the agency. So a distinction must be made in forecasting the volumes of:


-	initial training:	for human resources recruited externally;


-	promotional training:	for human resources to be promoted to higher posts;


-	permanent training:	for keeping staff up to date with changes in their job requirements.


Procedures and short-term goals for the human resource planning system


	The use of computer tools and personnel information systems has greatly simplified calculation processes, which have now become less of a problem in human resource forecasting.


	A problem which remains, particularly in telecommunications, is that of obtaining the basic information needed for feeding the staff forecasting calculation processes.


	Not only is it difficult for the area responsible for the agency's human resources to make itself familiar with the agency's future plans (line extension, new services, etc.), i.e. the essential basis for the human resource forecasting; even in aspects within its own competence it is hard to secure the basic information needed: productivity indicators for each service, the current values of those indicators, achievable productivity targets, etc.


	Unless that initial information is available (obtained not only reliably and realistically but with the certainty that it is up to date), even the most powerful computers and the most costly software will not provide a valid human resource forecast.


	Even if a human resource planning system is quickly set up within the agency, it will not be possible to implement immediately the permanent function of staff forecasting as indicated in Table 2. That is why the table indicates a short-term goal which is confined to determining the staff requirements and surpluses in key operational areas.


	A procedure such as the following might be pursued for achieving the short-term goals:


1.	The working group is set up.


2.	The management lays down general guidelines.


3.	Priorities are assigned to key areas.


4.	The intervention techniques to be used are decided upon.


5.	Support is secured from the areas involved and the respective managers are made aware of their responsibilities.


6.	Studies are made in selected key areas.


7.	A brief report is made on each area studied.


8.	The reports are approved by the management.





STAFF REDEPLOYMENT





Aspects involved in staff redeployment


	Staff redeployment is a permanent function of HRM, its main objective being to ensure that staff movements within the agency are not random but correspond in so far as possible to the agency's human resource planning.


	If the function is performed on the basis of the inputs which staff forecasting should provide, its chief product would be a redeployment plan which takes account of the staff surpluses and deficits in the different operational centres, future projections of staff requirements, the profiles of surplus staff, vacant job requirements and the agency's promotion, external recruitment policies, etc.


	The redeployment plan will thus include the staff to be redeployed, retrained and promoted, etc. and it will be possible to plan the necessary action for training, retraining and/or developing the staff involved in time to meet the human resource planning objectives (having a sufficient number of persons with the required characteristics in the right jobs and at the right time).


Procedures and short-term goals for the staff redeployment system


	As in the case of the human resource planning system, the implementation of a staff redeployment system implies the creation of a new function for the agency's HRM system. While it is desirable that this function should exist for the sake of efficient corporate management, the new system would generally take up its permanent functions after a somewhat lengthier period than that which agencies regard as desirable for implementing their plans for change.


	As in the previous case, therefore, a short-term goal is proposed, one which can meet the agency's immediate needs and at the same time provide the groundwork for establishing a new management system (functional and organizational structure, trained personnel, equipment, etc.) which can continue operating later in order to fulfil its permanent function. Again, on the basis of Table 2, the short-term goal would be to determine which staff can be redeployed, retrained or done without in the key areas chosen on a priority basis by the agency. The process for achieving that goal might be as follows:


	If the information needed for the staff forecasting systems is collected in several areas of the agency, it will provide the main input for a redeployment plan: at least two databases with the relevant information on both the existing staff (whether or not qualified as surplus) and job vacancies (staff needed). If the information contained in both databases is matched, the staff can be classified in one of the following categories:


1.	Non-surplus staff:	staff holding jobs necessary for the agency's operation at the present time and/or in the immediate future and which, subject to possible ongoing training needs, has a suitable profile for performing the functions required in its present post.


2.	Redeployable staff:	surplus staff who could perform its present or other equivalent function in a job vacant in an area of the agency other than the present work station, without the need for prior training (a short refresher course might be needed at the most).


3.	Retrainable staff:	surplus staff who could be considered for working in a different job after following a training course.


4.	Expendable staff:	non-redeployable surplus staff who it is not worth retraining (excessive cost of retraining with little likelihood of success, etc.).


	The above classification reflects decreasing levels of interest to the agency for encouraging the staff in question to remain on the work-force.


	The following recommendations apply to each category of personnel:


	1 and 2 - Both non-surplus and redeployable staff should be encouraged to remain in the agency and to train and develop so that they become increasingly qualified to perform their present functions or others of the same or a higher level which may be entrusted to them in future.


	3 - Retrainable staff should be included in this category not only as a product of the studies made but also because they have applied for the jobs. The effort required both of the agency and of the worker for retraining makes sense only if the staff undergoing retraining are interested in being retrained and show willingness to undergo the necessary training processes. Otherwise it would be wasteful, in terms not only of the cost to the agency but also in subsequent damage done by the sense of frustration incurred in the worker, which will be transmitted to his peers and thus discourage possibly good candidates from making a similar effort.


	4 -	Expendable staff should be encouraged to leave the agency not only by attractive financial inducements, but also by making them realize their future work situation if they remain. Serious consideration should be given to whether such staff should be informed of their expendable status. The ground rules must be clear and encourage immediate and voluntary resignation from the agency: for instance, an inducement might be offered which is highly attractive today but decreases as time goes by (thus the worker who knows that he is considered expendable and puts off resigning also knows that he will get a much smaller inducement if he waits to be dismissed after the planned organizational changes have been consolidated).








PREPARING THE STAFF FOR CHANGE





Communication with the staff


	What an agency does to prepare an organizational change of the sort we are dealing with is as important as what the staff feels is being done. The agency management should not simply be concerned with how the change will affect its staff; it must also share its concerns with the staff and create in them a feeling of being protected by the top management.


	The objective is clear: the staff must be encouraged to adopt a positive attitude to the institutional change (see Table 2).


	It is not considered necessary to go further into this subject because, as a rule, the telecommunication agencies of the region have established systems for communicating with the staff, ones which have the ability and means for undertaking efficient campaigns of this sort. The basic idea would be as follows:


-	The staff should not fear change but prepare for it through training and development (the agency must have plans and means available for the purpose, ones which are within reach of the staff and known to it).


-	The benefits which the change will bring to the staff (development opportunities, improvements at work and/or in wages, etc.) must be demonstrated so that the staff does not fear but supports the change.


	The staff as a whole must feel informed about what the management is planning. It must feel confident that the information it is given is both valid and first-hand, so it is important:


-	always to use all the means available at the same time (bulletins, circulars, notices, etc.) so as to minimize the risk of disinformation;


-	to hold meetings with interested groups, e.g. with representatives of groups that feel particularly affected by the change;


-	to provide information in a centralized manner, thus avoiding the dissemination of disparate versions of matters of interest to the staff; for instance, it would be very serious for any contradiction to occur between what is notified to the staff as a whole and what is asserted at a meeting with interested groups.


Legal advice to staff


	From the standpoint of the staff situation, many aspects related to this type of institutional change involve matters of a legal nature. For example, changes from a public labour regime to a private one are common and involve changes in the terms of employment of the work-force.


	The agency's legal advice department plays an important role as the source of information about the nature and legal implications of changes. It must be called upon when preparing information to be communicated to the staff generally or at meetings with interested groups, and must be accessible to staff members who wish to consult it on the impact of the changes on their terms of employment.


	The foregoing is important from the standpoint of the supply of reliable information to the staff and, in addition, strengthens the image of transparency that must surround the handling of the institutional change being introduced.


	The legal advice department can also be of great help in detecting any legal lacunae that may be generated when passing from one set of labour legislation to another, ones which may be turned to advantage by the agency management for seeking negotiated solutions with the work�force.
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