



CASE STUDY:  TRAINING REGULATIONS

IN COUNTRY X





Introduction



	After discussing and obtaining approval for the training philosophy and policies set out in Module 1; and studying the training problems, solutions and tuition facilities discussed in Module 2; the officials in charge of the new Training Department of the Telecommunication Organization in Country X drew up and started to implement programmes of activities.  Very soon, they began to feel the absence of an administrative tool to govern their dealings with the Organization and its employees.



	Pooling the experience acquired by the groups which had been carrying out training activities in the Organization for the past 10 years and which were now grouped in a single unit (the Organization's Training Department), a Task Force was set up to produce such an administrative tool.  The outcome was the Regulations relating to Fellowships, which have been approved by the Organization's Board of Directors and are now in force.





Decision Concerning the Regulations:



	The Task Force studied the following definition of a Job Aid or TOI:  "A TOI (Task-Oriented Instructions) provides a more or less complete plan for achieving the task objectives.  It also includes all the information needed at each step."  



	The advantages of a TOI as they relate to the Regulations include:

improved reliability of performance, since the job aid guides the user to perform the task in the same way each time;�

increased flexibility of use of the workforce since, in case of absence of experienced staff, less experienced persons could, with the help of a well-designed job aid, perform the tasks;�

evaluation (by setting a standard) and feedback on correct and incorrect performance;�

improved user self-confidence and job satisfaction.  





	The Regulations were also regarded as a job aid avail- able for consultation.  This is an advantage in the case of tasks which are critical, call for precision, involve complex procedures and are difficult to memorize -- all of which are true of the processes used in the Organization for the approval of training activities.



		The Task Force used Form 6 and 8 for designing the Regulations.  The completed forms, containing the considerations formulated by the Task Force, are attached.







		On the basis of the definitions on Forms 6 and 8, the Task Force drew up the attached Regulations which were submitted to the Organization's Board of Directors for approval.  This was sent together with a separate document containing comments, explanations and supporting statements about the main points covered.



		Both documents are attached so that you can refer to them for study in your small groups.  Please comment, make suggestions for amplification, modification or deletion as deemed necessary.
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	1.	It comprises many details

	2.	It comprises many decision points

	3.	It is performed infrequently	�(details apt to be forgotten)

	4.	Details are subject to change frequently

	5.	It allows instructions to be read during performance

	6.	Accuracy is essential

	7.	Speed of processing information is essential

	8.	Manual speed is not essential

	9.	Steps must be performed in a prescribed sequence
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If more "agree" than "disagree", consider using a job aid

Job aids should be considered for the following tasks:



Regulations governing training activities are to be regarded as a TOI for a number of management subtasks



���JOB AID DESIGN REQUIREMENTS



ITU/TDG Form 8

Station:  COUNTRY X�Completed by:  Task Force�Date:  xxx��Job:  Training Officials in Charge of Training��Task:�Task No.:��Objective:  [State the role of the job aid (e.g. translate/convert, display, relations, cueing, describe ��procedures, etc.) and describe how it is to facilitate the task]����(1)  To provide the Organization’s employees with information about training facilities and how to take��      advantage of them (requirements, procedures and obligations)����(2)  To provide training administrators with applicable rules and procedures.��������Content:  [State what kind of information (directive/supportive), describe the level of detail and identify the ��information referring to Phase 2 document]����(1)  Main guidelines, comprising all training systems and the rights and duties of all participating staff��      members;����(2)  Additional guidelines, comprising all requirements and standards to be complied with when carrying��      out administrative formalities and running training systems. (REGULATIONS)������Target Population:  [Identify relevant characteristics of TP (e.g. reading ability, attitudes towards job ��aids, vocabulary, etc.]����(1)  Training Administrators:  reading skills, easy manipulation of job aid and other references;����(2)  Company employees:  each employee must be able to read and understand the job aid.  Given the��      wide range of capabilities involved, it is essential to strive for simplicity and a standard, universally��      accessible vocabulary.������Working Environment and Situation in which it is to be used:  [Accessibility requirements, speed and��accuracy req'ts, durability req'ts, modifiability req'ts; limitations due to movements, space availability,��storing, illumination, etc.]����Accessibility to each and every employee, for consultation at leisure, and not only during working hours.��To be used as a work reference.  As a rule, printed text.����������Proposed Physical Characteristics (material size, etc.)����Printed matter, with neither diagrams nor graphs.����Simple leaflet, format A5 or similar.������������� 

REGULATIONS RELATING TO TRAINING



CHAPTER 1



GENERAL PROVISIONS





ARTICLE 1



The Telecommunication Organization shall through its Training Department administer staff training in accordance with the provisions of these Regulations and the relevant legal provisions, and subject to the annual budget granted for the purpose, provided that the established priorities permit its application to the special activities and purposes of the company.





ARTICLE 2



The provisions of the Regulations shall apply to the following training systems:  fellowships, incentives and internal training.



Resort to any of the systems contemplated in these Regulations shall imply express acceptance of the content of the provisions thereof.



Any person availing himself of any of these training systems shall first meet all the prerequisites laid down by the Training Centre or body responsible for and/or in charge of teaching.





ARTICLE 3



Beneficiaries of any of these systems shall be obliged to impart the knowledge acquired by them to others, in coordination with and at the request of the Training Department.





ARTICLE 4



The system referred to in these Regulations shall be available preferentially to the Organization's staff.  They may exceptionally be made available to persons not working in the Organization, provided the conditions laid down in Article 1 of these Regulations are met; in which case, other things being equal, preference shall be given to the offspring of the Organization's employees provided that the provisions of the Staff Rules relating to the entry of relatives into the Organization are complied with.





ARTICLE 5



Final approval of candidates for participation in any of the systems mentioned shall be granted by the Board of Directors, Management or the Training Department in accordance with the provisions laid down in these Regulations for each system, and subject to a further undertaking by the beneficiary to comply with such provisions as may be laid down by the Training Department for the administrative operation of each system.





ARTICLE 6



The Organization may avail itself of such facilities as may be granted by Governments, international organizations and commercial or industrial companies for training its staff.  In such cases, the Organization may grant additional special aid to such workers as it selects for the purpose.



The Organization shall not consider any application to take advantage of the facilities referred to in this article unless it is made officially and directly by the organization concerned.





ARTICLE 7



Any employees who have previously enjoyed the benefits of these Regulations may enjoy them again, provided they have complied with the provisions thereof and/or fulfilled the relevant contract.





ARTICLE 8



Both general increases approved by the Organization and increases based on seniority shall become payable at the time the Organization approves them or when due for seniority, whether or not the official holds a fellowship.





ARTICLE 9



Officials holding fellowships shall not loose leave days simply because they are abroad.  Their leave entitlement within the Organization shall be reduced only in respect of proven leave periods within their study plan, which must be notified in writing to the Personnel Department.  Officials taking intensive courses abroad without scheduled leave shall not, whatever their length, forfeit leave within the Organization.





�



CHAPTER 2



FELLOWSHIP SYSTEM





ARTICLE 10



"Fellowship" means the system whereby the Organization offers facilities in accordance with the provisions of this chapter to enable a person to study, on condition that the studies in question are identifiable as to their duration and field, that there is a body responsible for imparting them, and that their content enables them to satisfy a need within the Organization.



This system may be applied for studies at home or abroad.





ARTICLE 11



This system may also be extended to any person being trained in a specific area, to occupy a post, prior to entering the Organization.





ARTICLE 12



Final approval of candidates for a fellowship shall be granted:



(a)	by Management in the case of courses where the cost per person, excluding salaries and welfare payments, does not exceed X 25,000 whether the course is given at home or abroad;�

(b)	by the Board of Directors in the case of courses where the cost, excluding salaries and welfare payments, exceeds X 25,000.





ARTICLE 13



Any fellowship granted may comprise the following:



(a)	the value of any registration and/or other fees relating to registration at the Training Centre;



(b)	the value of any books and/or other equipment strictly required by beneficiaries for their studies, and of any examination and graduation fees provided the beneficiary is not exempted from the payment of such fees;



(c)	in cases where studies are effected abroad, the monthly amount 	needed to cover personal expenditure, food and accommodation, etc. shall under no circumstances exceed 80% of the table of allowances in force within the Organization for the country or countries concerned, the said percentage shall be determined by Management.



	If the fellow remains 3 months or less in each country, however, the sum apportioned to him may be up to 100% of the said table of allowances;



(d)	Payment of living expenses for persons requiring some training within the country before entering the Organization; under so circumstances may such expenses, which shall be in the nature of financial assistance, be regarded as salary;



(e)	When their studies are effected within the country and away from the place at which they are under contract to perform their functions, the Organization employees covered by the system may receive a travel and living allowance in accordance with the applicable table of allowances;



(f)	An amount equivalent to all or a part of the salary;



(g)	Payment of expenses strictly related to studies and notified in each case, having regard to the nature of the studies and conditions in the country where they are effected;



(h)	Return fares between the country of origin and the countries of destination;



(i)	Cost of transporting books and documents strictly related to the course;



(j)	80% of the value of an intensive course in the language required to benefit fully from the studies, provided it is given within the country;



(k)	To counteract the effects of poverty among graduates, fellowships may be granted to students in higher education who are not employed by the Organization.  Such fellowships shall include the cost of attendance at universities within the country and financial assistance towards personal expenses and the purchase of books.  They may be granted to persons who devote the academic year exclusively to studying for their career and have passed at least the subjects required for the second year or possess credits equivalent thereto, as may be established by the educational establishment in question.



Persons granted such fellowships shall work full-time in the Organization during their vacation and shall undertake to work for it after graduation for twice the time required for their studies, to a maximum of 6 years.



Persons aspiring to or benefiting from such fellowships must be marked by their attachment to democratic principles, their loyalty to country and organization and their faith in the ideals and objectives for which the organization was created.



Such fellowships may be withdrawn if the fellow obtains low marks or indulges in behaviour harmful to the running of the Training Centre in which he is studying or to the normal development of the activities of the organization of the country in general.



If a fellowship is withdrawn, the fellow shall indemnify the Organization for every item of expenditure the Organization has incurred.





ARTICLE 14



In the event of serious illness or death of a fellow, the Organization shall bear the cost of repatriation to the place of residence.  In the case of serious illness, the Organization shall bear the related costs and reserve the right to leave the beneficiary in the care of the medical services of the centre at which he is studying, provided they are such that it is preferable not to repatriate him.





ARTICLE 15



Any person selected to participate in the system who does not work for the Organization shall not be regarded as an employee, after satisfactorily completing the periods of study and practical work, until such time as he is appointed to the post for which he is being trained.  Article 14 shall apply in cases of sickness and death.





ARTICLE 16



Any person granted a fellowship shall formally conclude a contract with the company specifying in detail the obligations of both parties.  In the event of any substantial modification in the terms of the fellowship, a new or additional contract must be signed.  None of the benefits contemplated in these Regulations shall be applied unless the provisions of the above paragraph have been met and, in the event of refusal to sign the contract, the beneficiary shall be obliged to refund any expenditure the Organization has incurred in respect of the fellowship, plus a surcharge of 20%.





ARTICLE 17



On completion of the fellowship and resumption of his duties interrupted by reason of study, the employee shall be entitled to a salary equal to that received when his fellowship was taken up or to such salaries as are assigned to the class of post to which he is appointed if it is different from the previous one, in accordance with his individual contract and the Staff Rules of the Organization.



If the beneficiary is not an employee of the Organization he shall, from the time he starts performing his services, be entitled to the salary assigned to the class of post to which he is appointed, in accordance with his studies, his fellowship contract and the Staff Rules of the Organization. 





ARTICLE 18



The time devoted to studies by the Organization's employees granted fellowships shall be counted as time actually worked for purposes of such conditions and periods as may favour them under labour law and the Staff Rules.  The benefit accorded in this article is subject to the employee's compliance with his fellowship contract and with these Regulations.





ARTICLE 19



Any employee of the Organization making use of the fellowship system shall, for the purpose of leave, be subject to the provisions of the Staff Rules.



Employees granted full-time fellowships shall work in their usual branches or in the Training Department, should the latter so require, during periods of leave from their courses.  The Training Department shall consider cases in which trainees decide to continue studying during such leave, provided the purpose is to advance the completion of their studies.





ARTICLE 20



Persons granted fellowships must offer a security for the total estimated amount of the benefit, including salaries, welfare contributions and the value of any facilities offered by governments, international organizations or commercial and industrial companies, as indicated in Article 6 of these Regulations, plus a surcharge of 20%.  The said security may take the form of:



(a) 	a mortgage,

(b) 	a pledge,

(c) 	an adequate consolidated bond granted by a person or persons of recognized solvency or in the form of land or property registered in his own name, to be assessed and administered by Management.



Any security not expressly contemplated in this article shall be considered by Management on a case-by-case basis.  Securities granted shall be reviewed or raised whenever the Organization considers that special circumstances so warrant.





ARTICLE 21



When fellowships are granted to employees of the Organization, the Organization shall pay any charges incurred in formalizing the relevant fellowship contract and security, and any sums paid in respect thereof shall increase the value of the fellowship.





ARTICLE 22



Persons granted fellowships shall be obliged to serve the company in their own specialized branch after completing their studies, according to the following table:



For 1 month or less, there shall be no labour commitment unless Management considers that the nature of the studies so warrants.



For 1 to 6 months:  12 months' commitment



For 6 to 12 months:  24 months' commitment



(4) 13 months and over:  the commitment shall be twice the duration of the studies



(5)	In the event of graduation, the commitment shall be 60 months.  Employees who have not completed their fellow- ship commitment and, with the permission of the Senior Administration, are serving for a specified period with other national companies or similar international agencies such as the ITU will have the time served therein deducted from the total duration of their commitment.



Any fellow in breach of contract after completion of his fellowship shall make to the Organization a single payment of the total cost of the fellowship as reckoned at the time the said breach occurs.



Should the breach occur during the study period, it shall be for Management to establish terms whereby the obligations entered into are to be fulfilled.



In event of the breach of contract, the total cost of the fellowship shall be determined in accordance with the actual amount disbursed by the Organization; to this end the sum appearing in the contract shall be regarded as an estimate to which 20% of the total established financial liability shall be added by way of compensation.



The Organization shall take into account the seniority of the fellow as an employee of the Organization at the time of granting the fellowship and shall reduce his contractual commitment in accordance with the following table:



Employees with more than 5 and less than 10 years' service within the Organization:  a 6-month reduction;



Employees with more than 10 and less than 15 years' service with the Organization:  a 12-month reduction;



(c)	Employees with more than 15 years' service with the Organization shall not be required to provide security and shall be exempted from the contractual commitment. 



Except as indicated in (c) above, the contractual commitment shall under no circumstances be less than 12 months.                                                          
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CHAPTER 3




INCENTIVE SYSTEM






ARTICLE 23



Under this system, incentives are offered to employees of the Organization who on their own initiative decide to study subjects which the Organization considers useful either to the posts they occupy or to the unit in which their post belongs and who on completion
 of the course obtain satisfac
tory marks, in accordance with Article 1 of these Regulations.  This system shall be applied exclusively for studying within the country and outside working hours.





ARTICLE 24



This system may be extended to the following:


(a)
	
employees effecting formal technical studies at Train
ing Centres recognized by the Organization;
�



advanced careers, provided that the official concerned has completed at least 3 years' service and has successfully completed his general university studies; 		     
�



post-school-leaving university courses;
�



(d)
	
advan
ced school-leaving certificate;
�



(e)  language courses;
�



(f)  correspondence courses






ARTICLE 25



This system may include registration fees, monthly allowances and ordinary examination fees.





ARTICLE 26



Three terms of payment shall be applicable:




(a)
	
Students may pay all their study costs on their own behalf and, upon comple
tion of the course, the Organi
zation shall refund 80% of the total amount.  The total amount may be payable in special cases, at the discre
tion of Management.





(b)
	
The Organization may pay monthly allowances during the course; should the trainee not comply with Article 23 of these Regulations, he must make a single repayment to the Organization of the total costs incurred by it.
�



(c)
	
The Organization may p
ay the total cost of correspon
dence courses at the beginning thereof and make monthly deductions from the trainee on a pro rata basis.  Trainees who pass the course within the allotted time shall be refunded 80% of the amount deducted by the Organization.








ARTICLE 27



Correspondence course facilities shall be made available only to employees who, by the nature of their duties and/or the place at which these are performed, are unable to attend regular training courses within the Organization itself or who for other reasons are 
unable to acquire further know
ledge by other means, provided they have at least 3 years' service with the Organization.





ARTICLE 28



Trainees following correspondence courses shall undertake to make available to the Organization at its request such instruments, materials and/or equipment as are supplied to them for the purposes of their studies, for use in staff training programmes drawn up by the Training Department.
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CHAPTER 4




INTERNAL TRAINING SYSTEM






ARTICLE 29



This system gives staff members access to knowledge required for increasing productivity in the performance of their duties or for fostering their
 development within the Organi
zation.  The said system shall operate by means of training activities directly organized by the Training Department.





ARTICLE 30



The training activities offered under this system may take place within and/or outside working hours depending on the objectives and nature of the course.



Promotion-related training activities shall be conducted outside working hours.





ARTICLE 31



No overtime payments shall be recognized in respect of training activities outside working hours.  



Employees pursuing training activities not related to promo
tion may receive financial assistance towards transport, food and accommodation costs.





ARTICLE 32



Under this system, the Training Department shall decide which activities should be subject to contract.









�
 


CHAPTER 5




FINAL PROVISIONS






ARTICLE 33



Management or the Training Department are hereby fully empowered to ensure the effective application of any benefits granted under these Regulations and the fulfil
l
ment of any obligations entered into under the relevant contracts.  At its request and with no liability whatever to the company, the Board of Directors may at any time cancel any benefits granted if the official reports or those drawn up by responsible officials concerning the behaviour and progress of the beneficiary are unsatisfactory.



Any official travel
ing abroad to participate in any type of training, whether formal studies, seminars or study visits, shall report in writing to the Training Department, within not more than 15 working days from the time of his return to the country, on such aspects as the Training Department may require and notify to the trainee in each case.  The Chiefs of Directorate shall be responsible for ensuring the correct and due forwarding of such reports to the said Department.



Management is hereby empowered to impose such penalty as it deems fit on employees who fail to meet this requirement in time.





ARTICLE 34



In accordance with Article 12 and the Board of Directors, Management shall decide about
 attendance at meetings, confe
rences, seminars and other events of a similar nature to which the Organization may be invited by foreign governments and international organizatio
ns and, in the event of a posi
tive decision, shall appoint company representatives and allocate the sums needed to cover the related costs.



The Board of Directors shall determine in each case whether the persons appointed in acco
rdance with the preceding para
graph should be subject to 
the provisions of these Regula
tions.





ARTICLE 35



An essential condition for the final approval of any of the benefits contemplated in these Regulations shall be that the trainee is, to the satisfaction of the Organization, fami
liar with the working language of the meeting.








ARTICLE 36



In the event of death or permanent incapacitation, during the study period or in fulfil
l
ment of the contractual commit
ment, of a fellow enjoying any of the benefits established in these Regulations, the obligations and securities entered into with the Organization shall be extinguished.





ARTICLE 37



Any situation not covered by these Regulations shall be submitted for consideration to the Board of Directors, whose decision shall be final.
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