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INTRODUCTION: �
�
�	The purpose of this paper is to analyse the current status of the telecommunications training system and the course to be followed if it is to continue to fulfil its function in the changing  telecommunication environment.


	Considerable efforts are being made by enterprises, State bodies and telecommunication entities in the training of human resources.


	In many cases, however, these efforts are inadequate owing to the failure to adopt a modern approach to business management which includes in its strategic planning the formulation of a human resources management and development strategy compatible with the strategic development of the enterprise and of the telecommunications sector.


	If this strategic planning is to incorporate modern learning organization concepts, and if the training system is to be given priority objectives, that system must modify its traditional activity and radically change its role.


The strategic role of training


	As a system, corporate management is made up of three important subsystems: technical management, financial management and human resource management.


	The three components of business management must operate in close coordination with each other so that the different policy options with respect to financial and budgetary matters, technical matters and human resources are compatible and contribute to the fulfilment of the enterprise's mission.


	In recent years, owing to the increasing pace of change in the telecommunications environment, the human resource management subsystem has acquired enormous importance and senior management is beginning to realize that unless they give this field the attention and resources required to fulfil its mission, the entire enterprise is doomed to failure and will be incapable of remaining competitive in the telecommunications environment.


The mission and vision of the training department


	The mission of the training department is simply its answer to the key question: "Why does this department exist?".


	This definition helps to explain current thinking with respect to the training department, clearly defining its purpose, its internal and external customers, the services it offers, the markets it serves, its philosophy and the basic technology it applies.


	In defining its mission, the training department provides its own staff and outsiders with an answer to the question: "Who are we?".


	The vision of the training department is the answer to the question: "Where are we headed, in the long term, as an organizational unit?". In other words, it is a description of the department's hopes for its own future.


	Responsibility for the definition of both the mission and the vision of the training department rests with the senior management of the enterprise and of the department. 


	The strategy of the training department consists in determining how to proceed from the current situation to a future situation, in other words, how to realize its vision within the time allocated for its implementation. The strategy must include the general principles governing training activities, which involve the introduction of the notions of competitiveness on the market and quality of services offered, and call for the use of re-engineering as a basic tool in the strategy's implementation.


	Though it is not my intention to define the mission of any particular telecommunication training department, there are some fundamental ideas which clearly must be expressed, ideas which the ITU has been advocating for several years and which have already been incorporated as objectives in the training systems or departments of many countries.


	The ideas to be included in the mission of the training department of any telecommunication entity or of any department which provides services to those entities are listed below:


�SYMBOL 183 \f "Symbol"�	providing the right kind of training to the right person(s) at the right time, as part of an ongoing effort to improve the performance of the telecommunication entity or entities;


�SYMBOL 183 \f "Symbol"�	acting as a vehicle for or a means of facilitating change in the corporate culture of the entity or entities, corporate culture being the set of values, beliefs and behavioural patterns of the persons forming part of the enterprise;


�SYMBOL 183 \f "Symbol"�	acting as the vehicle for the transfer of technology for the telecommunication entity or entities;


�SYMBOL 183 \f "Symbol"�	ensuring the development of the human potential of the telecommunication entity or entities;


�SYMBOL 183 \f "Symbol"�	acting as an example of technical and administrative excellence for the rest of the entity or entities to which it provides its services, and playing a pioneer role in establishing innovative management and training methods and procedures.


	The training specialists must therefore be innovative in their thinking, remaining abreast of new management ideas and new technologies, creating and experimenting with processes which are conducive to the efficient implementation of their mission and will result in greater competitiveness, higher quality and lower costs (the only way in which they can justify their existence and survive within the enterprise).


	This means establishing a VISION of what the training department should be in 10 years, 15 years and more, and outlining the strategy for the implementation of this vision within a set time period, beginning with the present situation. 


	In determining the department's vision and strategy, due account must be taken of the rapidly changing environment in which it has to work. Indeed, the only thing that does not change nowadays is the fact that there is constant and increasingly rapid change which will continue for many years to come.


	This context calls for the application of modern re-engineering concepts in order to manage the change and implement the vision which has been defined for the training department.





THE CONCEPT OF RE-ENGINEERING: �
�
�	In the changing telecommunications environment, the success, and indeed the survival of an enterprise depends on the introduction of basic changes in the way it is run.


	Only a few months ago, automation was thought to be the answer. Judging from the results obtained in different enterprises, however, it seems obvious that this idea has been reassessed and refined. Indeed, the automation of inefficient organizational structures and processes is like the installation of electric windows on a car with a faulty engine.


	There is no question that what is required today is re-engineering, a concept which is beginning to be viewed as the appropriate way of simultaneously reducing costs, reaching the market on time, increasing customer satisfaction and significantly boosting sales of the enterprise's products and services.


	Like all innovative activities, it has been referred to by a variety of different names, such as restructuring, transformation, modernization, etc. Whatever the process may be called, the target remains the same: to become more competitive by reducing costs.


	This applies equally to the production of goods or the provision of services. It is valid with respect both to external and internal customers (for example, while the training department essentially deals with customers inside the enterprise, it also has a number of external customers, and can therefore be considered as an enterprise within the telecommunication enterprise, or a profit centre).


	Re-engineering has not suddenly emerged as a result of the invention of new administrative techniques. Industrial engineering, time and motion studies, business economics, operations research, systems analysis, organizational development processes, etc., have for decades been associated with business processes designed to improve business management.


	The realization by many enterprises that changes must be effective and must serve not only to reduce costs, but also to IMPROVE QUALITY, represents another step forward. Thus, the process is being implemented through the introduction and/or maintenance in the enterprise of a philosophy of total quality.


	The current emphasis is due almost entirely to the increasing need for an enterprise to compete in order to succeed or survive in the business world. The market economy is the motivating force behind re-engineering. Administrative and engineering methods must keep pace with new market demands, and in this connection the majority of telecommunication administrations are in the process of reviewing their situation in order to change their past ways and introduce improvements in all areas.





REASONS FOR CHANGE IN THE TRAINING DEPARTMENT: �
�
�	Telecommunications are changing at such a rapid pace that in many areas the knowledge of both engineers and technicians as well as management is very quickly outdated, sometimes in a matter of as little as two years.


	What is needed to tackle this phenomenon is continuing rapid education: the traditional form of training is not the answer, since it cannot keep up with the pace of demand. Preparing and teaching a new course (inclusion in the annual programme of courses, etc.) in the traditional system often takes so much time that the information is already outdated by the time it is taught.


	Moreover, traditional courses, in which the students are required to travel to training centres or locations with properly equipped auditoriums, are increasingly costly. And it is not just  the cost of facilities, materials and instructors which is constantly increasing. What is particularly important is the time and productivity lost through engineers, technicians and management being absent from their work in connection with these training programmes.


	Today, there are alternatives which make it possible to conduct training in such a way as to lessen the impact of these problems. The use of information and telecommunication technologies opens up a number of solutions to the problems of training and dissemination of information which make it unnecessary for staff to travel to training centres. They can now follow most of their training programmes at work, and often even at home, and even more importantly, they can choose when to do so.


	Training managers must now therefore devise new ways of designing and implementing training programmes within their enterprises. At the same time, they must be aware of the need to change the way in which their training department functions. The modern term used to describe these ideas is RE-ENGINEERING OF THE TRAINING DEPARTMENT.


	In short, re-engineering of the training department means radically changing the training process in order to achieve substantial savings in cost and time and to improve the services offered, usually by making use of technology to achieve its goals ("doing more with less").


	The view that re-engineering should be introduced in training departments as a matter of urgency is the result of the recent convergence of a number of factors:


�SYMBOL 183 \f "Symbol"�	Time: The idea that training can be achieved simply by including it in a timetable with no bearing on when it is actually needed is no longer acceptable.


�SYMBOL 183 \f "Symbol"�	Content: In the past, course content has generally been stable, and in many cases has remained so; however, frequent changes of content have become more and more necessary. One of the reasons for this is the rapid changes in state-of-the-art technology.


	Many companies are in fact interpreting the term "training" in a narrower sense. If the term can be described as meaning information and instruction with a view to helping people to carry out their work, it is easy enough to have the training departments develop computer-based training systems using networks to distribute training in the form of modules, like the daily news, directly to the workplace of the persons concerned at the appropriate moment.


�SYMBOL 183 \f "Symbol"�	Place: Courses have traditionally been designed to be given in the classroom at a scheduled time. Trainees have to gather together for the duration of the course at the place where it is being given.


	Many companies have now understood that this is a costly process involving considerable loss of invested time, not to mention the fact that the training course is generally scheduled and given at times least suited to requirements.


	Consequently, there is a preference for "distributed training", in which the information is made available to the employee, possibly by electronic means, at the time at which it is needed.


	The organization of a distance course using satellite communication or computers is still viewed as an exception, and all kinds of approvals are required. It is easy, on the other hand, to obtain approval for a group course in a classroom. In the very near future, the contrary will be true.


�SYMBOL 183 \f "Symbol"�	Technology: Five years ago, while training managers were able to think in terms of distributed training and the dissemination of information to each individual concerned upon request (because it was needed at that particular moment), they were NOT in a position to put their ideas into effect.


	Today, owing to the technological developments which have taken place and the fall in the price of computer technology, coupled with the fact that many are now learning to use computers, what was then impossible is now possible.


	As a result, there has been a significant change in the form in which training is conducted. It can now be said that in the advanced countries, some 65% of training takes place outside the classroom.


	All of these factors have converged to create a current of change in training departments, if only because they can no longer afford the luxury of using old or traditional methods.


�



RE-ENGINEERING OF THE TRAINING DEPARTMENT: �
�
�	Few training departments are actually introducing the radical changes implied by the term re-engineering. More often, such changes are introduced because a re-engineering process is under way throughout the organization, involving the training department as part of it. This is the approach which produces maximum benefit. However, re-engineering confined to the training department also produces valuable results.


	A training department which has undergone re-engineering is a department which understands the value of its products because it measures that value. The department provides its products and services in the manner most convenient to the customer, even if this means providing the employees with training and information at home.


	It is highly likely that a training department which has undergone re-engineering will use technology to improve its processes and deliver its services. It will probably have fewer employees than before, and those which it has will probably use sophisticated automated equipment for instructional design purposes.


	A department which wishes to undergo re-engineering must begin by answering the question: "What are we trying to achieve?". It is an old question, but, in approaching it, specialists must free their minds of attitudes based on the way in which things have always been done before.


	If the training department wishes to produce highly efficient employees for the organization, it must "map out" the process which it intends to apply in order to make ordinary people into productive and valuable employees. How can we improve the way we have always done things? What happens if the training department succeeds in finding a way to fulfil training requirements in modular form, bringing the solution directly to its customers within a matter of a few weeks following the detection of the need? How can this process be organized and visualized?


	So far very few training departments have undergone complete transformation. In most cases, re-engineering has begun with one or two significant changes in the way in which training is conducted. A new department is then built up if the training managers are convinced that the results are as good as or better than those obtained through traditional methods, and if the cost and time involved can be reduced.


	Re-engineering efforts should focus on the following three targets: 


�SYMBOL 183 \f "Symbol"�	maximum use of technological facilities to reduce training time, increase productivity, cut costs and improve the results of the learning process;


�SYMBOL 183 \f "Symbol"�	utilization of the best methods to be found in other telecommunication institutions, training centres and/or universities;


�SYMBOL 183 \f "Symbol"�	creation of an electronic support system to assist employees in their work, for use in their own offices.


	In spite of the considerable technological support involved, re-engineering of a training department does not signify that classrooms will be eliminated. In many cases, electronic media will be used in the classroom, in which groups of students will be called upon to interact, creating as authentic a "learning situation" as possible. Group work involving highly realistic simulations is particularly common for managers, who are called upon to interact and use their criteria and experience.


	Moreover, owing to the way in which human beings have been trained in the past and to the fact that they tend to feel more comfortable in a traditional classroom-student-teacher context, it is felt that the new techniques of distance training, individualized training based on technology, etc. require tutors, i.e. experts in the field who are able to answer any question which the students may have in the course of their training.


	The tutor can assist the student in using the technologies, in particular managers or other persons who are still hesitant about using computer technology. At the same time, they can monitor the progress of the students and provide the necessary feedback to the course designers so that they can improve their programmes.


In conclusion, it can be said that:


�SYMBOL 183 \f "Symbol"�	The re-engineering of training departments typically begins with efforts to improve the way in which training is provided in the company. 


�SYMBOL 183 \f "Symbol"�	If these changes require alterations in the department's internal processes, improvements can be introduced. However, little effort is made to "re-invent" the way in which the training department operates.


�SYMBOL 183 \f "Symbol"�	This is fully understandable, since the primary responsibility of trainers is to provide instruction as efficiently as possible. Consequently, unless the role of training within the enterprise is thoroughly reconsidered, efforts to improve processes within the training department will not produce any appreciable results.


�SYMBOL 183 \f "Symbol"�	The use of modern information and computer technology to bring together the functions of training, publicity, public relations and documentation with a view to coordinating all the information provided to students, eliminating existing duplications etc., can produce spectacular results.


�SYMBOL 183 \f "Symbol"�	Ideas such as the re-utilization of course design tools and of some of the teaching material from one course in order to create another, the use of modern course-design methods making it possible to prepare a CBT course in 2 weeks (Hewlett-Packard experience), the establishment of training systems managed solely by the student himself and implemented through mobile systems, etc., form the basis for the "thorough reconsideration" of training activities mentioned above.


�SYMBOL 183 \f "Symbol"�	If a modern training system is to be created, ideas must be developed to overcome resistance to the use of such methods as CBT or distance learning simply because students are accustomed to learning in a group with an instructor.


�SYMBOL 183 \f "Symbol"�	If an entity is to be thoroughly modified and converted into a learning organization in which a learning situation can be created for each one of its activities, the training department has to alter its processes radically, emerging from the classroom and providing training/information in real work situations.





IN WHAT WAY WILL THE TASKS OF THE TRAINERS CHANGE?: �
�
�	Two questions spring to the minds of all of the employees concerned in connection with the various ideas for re-engineering the training department: "Will my work change? If so, how much?".


	The answer to the first question is YES. And depending on the type of work done by each individual and on who is asked, the answer to the second question ranges from "a little" to "get ready for a radical change".


	Many of the organizations in which the re-engineering process is under way have analysed the jobs and the skills/knowledge which are needed to carry them out, and are a requirement for "new" trainers. These analyses have shown that even in highly technological organizations (telecommunications or telematics), instructors require a heavy dose of training in computer science to prepare them for the new means of implementing their enterprise's training programmes.


	These training departments have been required to take on more specialists in graphic arts and information technology to help them to produce the new courses implemented through computer systems.


	Many training managers are convinced that in the future, the employees in their department will be occupying totally different posts from those which they occupy today. A case in point is the traditional classroom instructor, who will have to undergo retraining as soon as possible.


	As part of its re-engineering efforts, the training department must conduct an analysis of its posts and tasks, and define the knowledge and skills required in each case, comparing them with existing posts and personnel to see how the new posts can be filled and whether it is necessary to recruit new specialists.


	Some of the staff members may be quite close to having the identified qualifications, but others will have to undergo intensive retraining and redeployment training if they are to occupy their new positions. For example, a training department will have many more "project officers" under the new system than under the previous system. This position requires a greater understanding of most of the aspects of training, including the technological aspects, and the capacity to be in charge of a group of specialists working simultaneously on different projects, the ultimate aim being to meet the deadlines which have been set.


	The course designers will also be affected. More and more, they will be required to prepare courses which will be implemented using technologies such as the computer. They must also realize that the age in which it took eighteen months to prepare a course has come to an end.


	Only a few years ago, in the industrialized countries, a class instructor spent some 80% of his time in the classroom. This figure has now fallen to 40%, and today, instructors spend more time on consultancy work for operational managers.


	The training department will clearly require fewer people in the future. The role of education will be to explore ways to fulfil the needs of the enterprise in the shortest possible time, and, by extension, the role of the new trainer will be to find those ways.


	This could require other kinds of skills and knowledge. Though one may have been a trainer all of one's life, one may not have the skills required to work in the environment of today and the near future.





CONCLUSIONS: �
�
�	In the developing countries, the need to change the traditional way of doing things in the training departments is already becoming obvious. While the technologies available are not the same as in the industrialized countries, there are already technologies which make it possible to carry out the required changes, improving the quality and reducing the cost of the training offered to internal and external customers.


	The countries of the America's region have just published a "White Paper on Training" in response to a recommendation by the American Regional Telecommunication Development Conference. This paper mentions the new training context, highlights the systematic organization of training activities together with the new teaching measures (consultant teachers and individualized course tutors) and stresses the use of new technologies for training (computer-assisted teaching, video-video interactive disk, videoconference, teleinstruction, etc).


	Similar situations already exist or are about to emerge in other regions of the developing world as well, and training departments are beginning to realize that if they wish to continue their activities in such a way as to meet the needs of their customers, they will have to undergo a radical change.


	Through TeleProject, the development sector of the ITU is helping those concerned to prepare for the change and to begin the radical process which we have called the re-engineering of training. The ITU's mission is to act as the pioneer of these changes and to help the developing countries to implement them as logically and as intelligently as possible.


	The positive results of TeleProject include not only a number of products and materials which are reusable and a methodology for the design and development of technology based courses (CBT), but above all a change in corporate culture in the face of information technology and innovative working methods such as distance learning through the "virtual office", making use of communication between computers through data transmission networks.


	Another project which is under way at this very moment is based on the idea of the ITU VIRTUAL TRAINING CENTRE (VTC) which involves bringing together all the available applications of information technology and distributing them as applications in the networks over what has come to be known as "information highways". The full implementation of the VTC will obviously require special resources.


	However, the resources needed by VTC users are very different from the resources required by those providing services to the VTC. Moreover, there is no need to begin by using all of the services at the same time. Training departments could begin by using or supporting a limited number of services, and little by little increase their resources and move on to the rest of the services. It is also important to mention that the technologies required are already on the market and can be acquired at very reasonable prices.


	The ITU is planning more ambitious measures; these are included in the Buenos Aires Action Plan, which sets out the activities of the development sector of the ITU for the next 4�5 years. In connection with the radical changes in the way of providing training, provision is made for three ambitious programmes:


	a)	The Global Distance Learning System, the idea of which is to use all of the technical and/or administrative training institutions in the telecommunications sector involved in distance learning and interested in this project, linking them together through telecommunication networks and providing technicians and managers from the developing countries with access to training. This involves the use of the above-mentioned information highways.


	b)	Global Telecommunication University, the idea mentioned in the previous paragraph will be used to bring continuous distance education programmes to professional university graduates from the developing countries to ensure that they remain professionally up-to-date. A second step will be to train professionals in the field of telecommunications by combining distance learning with periods of attendance at the different campuses of the universities participating in the project.


	c)	Education and training for low income rural areas, as part of the development programme for each area: this is another distance learning project, which will be implemented alongside the introduction of rural telephony and in coordination with national education systems, as well as with UNESCO and other interested international bodies.


	In conclusion, it would be accurate to say that consciously or unconsciously, the process of re-engineering the training departments has already become a reality - it is either being introduced or will certainly be introduced very soon. The BDT/ITU, in its role as supporter of the developing countries, stands ready to help the training departments in their efforts to continue offering quality services in the shortest possible time and at the lowest possible cost.
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