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SUMMARY





This plan is the outcome of a series conducted in Latin American telecommunication enterprises with a view to improving management and, through the CODEVTEL project/ITU International Sharing System for Telecommunication Training, establishing horizontal cooperation on the basis of the experiments and courses already developed in many of these organizations.





The study started with an enquiry into styles of management and general training priorities in the area of management (1982).  The findings were used to prepare a detailed diagnosis of management training requirements and a plan for producing the necessary courses (1983).





The courses prepared, together with the results of further research work, were used to develop a tool for the real and controlled improvement of management (1984).  The plan, which is already being applied in some countries of the region (1985), is described in this article.











1.	Ideas for improving the performance of an organization





Following a study of several publications, one should refer to some concepts which appear in a publication issued by the United Nations Department of Economic and Social Affairs under the title “A practical guide to performance improvement programming in public organizations”, concepts which are considered for any type of organization.��1.1	The first concept to which I would like to draw attention is that “organizational functioning, behaviour and effectiveness are contingent upon their surroundings, both internal and external.  Public organizational performance becomes a complicated operation.  A number of interdependent factors forming a self-sustaining circuit are involved in the dynamics of change within complex organizations.  Such factors as the supporting infrastructures, systematic training, an increase in the professionalism and prestige of administrators and managers and their influence on policy-makers, can all bring about change.  These changes can commence from any point in the organizational circuit”.





Therefore giving a few courses is not enough to improve the performance of an organization.  The problem has to be approached as a whole and complete solutions have to be generated.  Traditional approaches have failed to look at the organization as a whole and to act on the factors and variables that govern its effectiveness.  They have been oriented towards improving the intra-organizational dynamics and have not brought out solutions to fundamental problems related to extra-organizational dynamics, or the interorganizational aspects of such dynamics.  





The  variables which have been identified and seen to be operative are as follows:





- organizational size,


- technology,


- work flow,


- work conditions,


- leadership style,


- technological environment,


- market,


- socio-cultural conditions.





Organizational behaviour can be most adequately understood when viewed as occurring in a system of interdependent forces.  Because these forces are related in such a way that a change in one produces a change in all the others, they must be integrated so that they do not work at cross purposes to the organization’s goals.





1.2	A second concept is management training.  Billions of dollars have been spent on formal training programmes for managers, and the development of such programmes has been cited as the major educational innovation of this century.  Yet attempts to relate training to changes in behaviour on the job with improved organizational effectiveness have yielded disappointing results.  A conclusion is that experience with conventional training programmes of the general type, even those of high quality, have a limited and uncertain impact on organizational performance.  This is due to the fact that the individual manager is imbedded in a complex social and technical system and that this is given little consideration in the training of individual managers.  System-wide organizational change can be achieved only through the contribution of all the managers in concerted action.





1.3 	Another controversial concept is expert consulting assistance, on which again billions of dollars are spent annually.





Both in developed and developing countries, the files of organizations are gold mines of professionally written consulting reports, which accurately diagnose difficulties within the client organization and make specific recommendations for change.





A high percentage of such efforts has resulted in little or no real improvement with client organizations.





Instead of creating dependency on himself, the expert should develop the problem-solving capability of the client organization, through active involvement.  Solutions should be studied and generated within the organization itself, and thus implemented.  The role of the expert will then be only that of facilitating the necessary action, so that the organization will find its own solutions.





1.4	The last comment concerns performance appraisal.  Here again, traditional approaches to the evaluation of managerial performance have come under increasing attack.  A major criticism of many approaches is that the techniques, management style and procedures employed by managers are often given far greater weight than the results they obtain.





In addition, executives often have little or no voice in determining the criteria upon which they will be judged.


�Finally, supervisory authorities often see themselves as appraisers or evaluators, while putting forth little effort to facilitate and support the attainment of objectives by those managers over whose performance they have jurisdiction.





2.	Basis for the proposed tool





How can these situations be remedied? What is needed is a tool for dealing with the organization in its totality, one which rests upon concepts recently developed in the field of organizational behaviour, in particular upon organizational development (OD), management by objectives (MBO) and process consultation.





Since the comprehensive systematic plan for the improvement of management which is recommended at the end of this article is based on the application of these three concepts, these are briefly outlined below.





2.1	Organizational development (OD)





This concept has been given various definitions.  In one of these, OD is described as involving three steps:





a)	a long-range effort to introduce planned change, based on a diagnosis shared by members of an organization;


	


b)	a programme involving an entire organization or a coherent “system” or part thereof;


	


c)	a goal of increased organizational effectiveness and enhanced organizational choice.





In another definition, OD is seen as “a planned change or total system effort involving top management with the goals of increasing general organizational effectiveness and health, and helping in the accomplishment of specific organizational objectives and targets”.





This is achieved by means of planned interventions in the organization’s structure and processes, using social science and all other relevant knowledge.  Part of the plan to be proposed includes the supply of this knowledge in the form of training programmes or courses.





Another popular definition of OD sees it as “an effort which is planned, organization-wide, and managed from the top, to increase the effectiveness and health of an organization through planned intervention in its processes, using a knowledge of behavioural science”.





These definitions have much in common.  Firstly, the organization (or a major subsystem thereof), not the individual, is the target for change.  Secondly, the top levels of management in the organization are involved in the process.  Finally, organization members participate actively in the diagnosis of problems and the development of plans of action for their solution.





Such joint diagnostic and planning activities are important motivators of change in their own right.





2.2	Process consultation





A major development in increasing organizational effectiveness within the OD movement involves a new role for consultants.  Process consultation addresses the problem-solving activities of the client, as opposed to his problems.





The focus of the consultant is on the process by which ends are achieved, and not directly on the ends themselves.  The consultant, then, does not present expert solutions to problems.  Rather, he assists the client organization to perform systematic and specific diagnoses of its own difficulties and to develop action programmes to increase organizational effectiveness.





The process consultant’s role is less central, less advisory, and more collaborative and facilitative than that of the traditional consultant.  His job is to help the organization to solve its own problems by making it aware of organizational processes, their consequences, and the mechanisms by which they can be changed.  The process consultant helps the organization to learn from self-diagnosis and self-help.  His ultimate concern is to develop the organization’s capacity to do for itself what he has done for it.  Where the standard consultant is more concerned about passing on his knowledge, the process consultant is concerned about passing on his skills and values.





2.3	Management by objectives (MBO)





Management by objectives (MBO) is a system of management designed to secure the commitment of managers to organizational goals.  Managers are expected to establish their own objectives based upon these goals.  Such objectives are expressed in measurable terms so that managers can better assess and control their own performance.





MBO substitutes for control from outside the stricter, more exacting and effective control from inside.  It motivates the manager to action not because somebody tells him to do something or talks him into doing it, but because the objective needs of his task demand it.





MBO experience points to seven key components common to all successful MBO programmes:





- specific objectives for each position;


- joint setting of objectives by both the manager and his supervisors;


- linking of objectives across managers;


- measurement and  control of objective attainments;


- review of objectives and recycling;


- high involvement of superior authorities;


- high involvement of the manager’s support staff.





MBO keeps the major focus of performance evaluation on results, and involves a joint establishment of objectives, and the development of action plans for their attainment.  It highlights the role of the supervisory authority as a resource to subordinate managers.  When properly applied, the process facilitates two-way discussion between supervisors and subordinates, and reduces the social distance between them.





These three recent approaches towards improved organizational performance concentrate on different levels of the organization, each of them critical to success.





OD focuses on planned change in the total system or major subsystem.  The particular OD intervention of process consultation is directed towards improving the functioning of established groups, for example, the chief executive officer and his staff, and/or the relationships between functional units, for example, production and quality control.  MBO focuses on the supervisor-subordinate relationship and attempts to link the objectives of key individuals in the organization to the performance goals of the total enterprise.





The three approaches share an emphasis on the full, active involvement of appropriate organization members in change efforts.





3.  	Comprehensive systematic plan for the improvement of management





The improvement of an organization‘s performance must be programmed.  The approach suggested below can integrate the techniques mentioned earlier (OD, process consultation and MBO), with emphasis on continuous review and change.





All those concerned should have a common identification with the problems and the development of solutions should be a joint undertaking.





The programme should therefore be applied to enterprises on an individual basis, even though it may include certain common parts which may be shared with other organizations, such as the content of knowledge in the form of courses (some of which have been in preparation in a number of enterprises in Latin America).





Without insisting on any specific management style, this approach aims to produce open-minded managers, who are prepared for co-operative interaction.





The following operational elements are required to put the plan into effect:





Content: organizations (public or private) or accountable management units.





Environment: top authorities, recognizing that there is a performance improvement gap, agree to take measures to induce change.





Philosophy: willingness to initiate activities leading to the development through co-operative interaction of a self-correcting, effective and efficient system.





Requirements:�


- training facilities as near the job as possible (preferably within the same organization);


- a small team of persons experienced in management training, behavioural science and organizational development.





With these operational elements, the following stages are suggested to implement the plan:





·	Stage one





The team referred to above collects data on the organization.  This is a preliminary exploration of work problems.





·	Stage two





The team organizes meetings with top level management.  Work problems are further examined by senior managers, the role of the team being to facilitate and record activities.  This marks the beginning of the improvement action.  It is at this stage that targets are set, performance levels and indicators checked and action programmes outlined.  The implementation of programmes is assigned to teams of staff from different levels of the organization, as decided by top management.  Subsequent review and evaluation sessions are also scheduled at this stage.





·	Stage three





This stage deals with training.  In the study conducted in the Americas Region, it is necessary.  This stage can benefit a number of organizations with similar problems, and where the Course Bank of the ITU International Sharing System for Telecommunication Training should come in useful.  It is at this stage that the organizations have been working on the production of courses (according to the International Telecommunication Union (ITU) minimum standards) and that they have offered their experience in management training.





·	Stage four





This stage concerns the development of specific action programmes, that is the part of the solution which is not training and which  was programmed during stage two, with the appointment of persons in charge.





·	Stage five





Development of special activities, generated as a result of the training programmes and oriented towards the implementation of the concepts discussed during the training stage, complementing stage four measures.





The third, fourth and fifth stages are implemented as required.  They are implementation stages carried out by the action teams.  Their number and duration will depend on the size of the organization and the complexity of the problems involved.





Of course all these stages may be implemented simultaneously, in different groups or sectors within the organization.





·	Review and evaluation stages





It is vital to the success of the whole process that review and evaluation sessions be schedules and held at suitable regular intervals.  They are necessary in order to keep track of progress in the action programmes, and thereby enable alterations and amendments to be made in the light of any changed circumstances.  This recycling of data and events ensures that the process becomes part of the managerial style of the organization.





The small team of (resource) persons who initiate and facilitate the process are a key element in its application.  They must collect relevant data or indices of organizational performance prior to the commencement of the exercise.  They should keep track of these indices throughout the different stages of the process so as to be able to measure the extent of change and establish causal sequences and reciprocal linkages.  It is their role to initiate the interaction and to conduct systematic empirical analyses of the impact of the improvement programmes on the organization.





Once all stages of the process have been worked through and become familiar to the organization, there is no reason why the process should not become a natural part of managerial practice, without the aid of the facilitating (advisory) team.  An exception might be a case in which a specific management technique is required in order to solve a particular problem.





The comprehensive systematic plan for the improvement of management, which is recommended to enterprises and which incorporates all the experience and actions discussed in recent symposia, is set out in figure 1.





Figure 1 shows the need for the preparation of top authorities who, with the help of the resource group, must initiate the stage two process and maintain it permanently, with its follow�up.





During stage two, the resource group must ensure that the top authorities define:





·	Organizational objectives and performance measurement:





- what business are we in?


- targets, performance indicators and priorities;


- projection of future performance.





·	Identification and analysis of performance problems and possible causes (interacting impelling and impeding forces):





- listing and categorization of problems;�- evaluation of relative strength of impelling and impeding forces.





·	Evolving strategies and action programmes for improvement:





- brainstorming;


- Identification of alternatives and their results;


- Final product: plan to improve the performance of the organization.





·	Arrangements for implementation:





- action teams, coordinators, review sessions;


- forecast of difficulties with implementation and how to overcome them (alternatives and contingency plans);


- identification of themes for negotiation with outside authorities;


- selection of high priority action programmes and completion data;


- review and recycling sessions;


- “performance improvement” seen as a continuous cycle.





Stage three, training, can make use of the resources of the ITU International Sharing System for Telecommunication Training.  It is at this stage that most work has been done in the Americas Region, with an analysis of management training requirements (part of the action which needs to be taken in stage two), the production of a series of courses in accordance with the minimum standards, and the contribution of further managerial training experience.





Attention may be drawn to two quite different cases in figure 1 on the last page of this section:





- existing managers;


- managerial training during the working life of staff who are potentially eligible for promotion to managerial posts.





For the existing managers’ case, two areas are recommended:





a)	top and medium level management;


	


b)	operational and supervisory level management.





It is possible that the same subjects may have to be dealt with in both areas, although the depth and detail will vary according to responsibilities.





The fourth stage, consisting in the implementation of solutions to non�training problems, is very specific to each organization.  In the course of four years spent visiting telecommunication enterprises in the Americas Region, however, it has been possible to identify information problems in every case.  If we are to create open�minded managers and to distribute responsibilities and authority on the various levels of responsibility within the organizational structure, we must also create a managerial information system to supply the information which is both necessary and sufficient for decision-making.





Such a system of information can clearly be handled traditionally or using computerized systems.  At this point it seems useful to reiterate some of the ideas expressed at symposia by representatives of Telecomunicações Brasileiras SA (TELEBRAS), when referring to the introduction of new technologies in telecommunication systems.  These technologies are introduced without the realization that they affect the whole organization, not only in its technical aspects but also in its administrative and managerial aspects.  Despite this, our authorities continue to use the traditional methods in management.





It is believed that digital electronics and processors have revolutionized all aspects of human knowledge.  Our enterprises must also be flexible enough to introduce innovation into their services and their administration.  In these times of crisis only the efficient survives, and it is impossible to be efficient with antiquated and traditional management methods.





Stage five is extremely important.  Following the training activities, small projects should be organized to implement any one of the concepts discussed in the courses, with a view to improving the performance of an activity in each office and completing the major measures of stage four.  This will enable course participants to feel themselves an integral part of the process of improving the management of the enterprise, and courses will not remain a “dead letter”.  These projects have to be “officialized” and controlled by the same resource group which supervises the complete process.





Clearly the evaluation and review stages are fundamental to the success of this process.





4.	Conclusions





To conclude, it is important to reiterate that training managers in different aspects of management, in pursuit of a real improvement in the performance of the organization, is a complicated operation which has to be handled by a group of specialists, with the energetic backing of the top authorities in each organization.





The improvement may be said to have taken place when the organization itself is capable of diagnosing its own problems and producing its own solutions, and the process recommended above is designed to generate these capabilities.





Finally, a good group of executives is a group which constantly seeks ways and means of improving performance and involves itself directly in the processes of change.





The CODEVTEL project/ITU International Sharing System for Telecommunication Training is pleased to make this tool available to those concerned and to offer such assistance in implementation as is within its means.





(Original language: Spanish)


�
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