


TRAINING STRATEGY








		A strategy must not only establish the purposes or objectives of an activity, but must also define how the action needed to achieve those objectives is to be implemented.





		At the organizational level, a strategy must not only be officially approved by top management (e.g. the Board), but must also be understood and assimilated by the entire chain of authority and the staff as a whole.





		In the case of training (an important and complex sub- system of the organization's human resource system), a strategy must establish the "rules of the game" involving the different services and levels of management.





		It is therefore advisable to set out in a document:





(a)	the training objectives;





(b)	the general policies for implementing training and regulating the training group's 	activities in relation to senior management;





©	general policies for establishing relations with the different operational services of 	the organization;





(d)	general policies for establishing internal relations within the training group so that it 	can perform its functions.





		In other words, it is not enough to establish objectives.  It is also necessary to establish the lines of action to be followed for achieving them, and subsequently it may also be necessary to introduce regulations and work procedures.





		For instance, a telecommunication organization might decide that its training sub-system should seek the following objectives:
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TRAINING OBJECTIVE�
�
�
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“To give the right training to the right person at the right time as part of the ongoing management effort to improve the organization’s performance.”�
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�GENERAL AIMS:





That employees should be trained in order to perform their jobs properly;


That employees should be able to continue their formal training;


That employees should have reasonable career prospects within the organization.�
IT WILL BE NECESSARY TO DEFINE A NUMBER OF GENERAL POLICIES TO BE PURSUED AT THE ORGANIZATIONAL LEVEL�
�






��


��








FOR INSTANCE:





1.  The heads of the different services which make up the organization's (organizational) structure are responsible for training their staff.





2.  The Training Department (i.e. in terms of systems, the organization's training sub-system) will be responsible for helping those managers to train their staff, by defining the training problems and solutions in con- junction with them, and administering the implementation of the necessary action.





In order to perform its functions, the Training Department must keep abreast of technological advances and of all the new technologies to be introduced in the future as part of the organization's expansion plans
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	These policies must permit the definition of organizational activities to be implemented, since a written and approved policy does not implement itself.  It is necessary to perform a series of actions, sometimes on a permanent basis, in order to maintain and carry out one of these policies. 
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EXAMPLE:





		The mere fact that the organization's most senior authority, e.g. the Governing Board, may have approved the definition in point (1) above (i.e. that the heads of service are responsible for training their staff), does not mean that those heads of service have understood the problem and will act accordingly.





		Constant "education" or "persuasion" is needed if the concept is to be converted from a written sentence into a keen and positive attitude among all the organization's heads of service.








POLICIES RELATING TO SENIOR MANAGEMENT





		In the same way, the organization must establish poli- cies that will regulate the activities of the training subsystem and establish relations between that group and the organization's senior management for implementing the work plans.





		Some examples of such policies are:





The main objective of training activities must be to elicit efficient work from the employee and ensure that individual productivity is the basic criterion for defining priorities; �


Work plans must avoid any duplication of effort and use all available sources, both within the country and abroad, in order to meet the organization's objectives at a satis- factory cost-benefit ratio;





The work plans must provide for initial training (for new employees) as well as in-service training organized in accordance with the targets for each work station;





The work plans must include systems which enable employees, where appropriate, to complete their formal education and pursue a career within the organization;





All the training services offered by the organization must be governed by "internal training regulations" approved by the organization;





The programmes and annual budget must be approved by the organization's Governing Board in the same way as any other extension or operational programme;�


Etc.





		





	Just as for any installation or operational activity of the telecommunication system, it is clear that in order to implement any of these policies there must be properly established internal work procedures, together with regulations defining the rights and duties both of employees and of the group responsible for training.
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POLICIES FOR ESTABLISHING RELATIONS


WITH THE DIFFERENT SERVICES OF THE ORGANIZATION





		By the same token, the organization will have to establish policies which relate the training sub-system to the rest of the organization.  A few examples of such policies are:





The function of the training sub-system (whether it be a department, division or service) is to provide a service to the organization's other departments.  To this end it must conduct the necessary studies for defining requirements and, in conjunction with the other departments, establish priori- ties, work plans and budgets;





The results of the studies of problems and possible solutions must clearly establish which part of the solution involves training and which does not (since different people are responsible);





Depending on the results of the studies of training and personnel requirements, the training sub-system must decide, in agreement with the services involved, which activities will help to meet those requirements and which will not;�


Etc.








INTERNAL POLICIES OF THE TRAINING SUB-SYSTEM





		In the same way, the training system must have broad lines of action or clear policies for orienting its working methods.  Examples of such policies might be:





Maintaining a permanent "marketing" programme for training, in order to "educate" heads of service and staff in general as to the advantages of using the facilities offered; and to achieve and maintain the necessary credibility for securing cooperation from the operational services (personnel, equipment, budgets, etc.);





The permanent staff of the training service must be given the opportunity to follow developments in their particular field (through either formal studies or practical work within the organization or both), and the annual work plan must make suitable provision for that activity;





The training service should approach the organization's professional and specialized technical personnel for help in preparing and administering courses;





Since the training service must set an example of administrative efficiency for the organization, it must engage in a process of permanent evaluation of all its work procedures;�


Etc.




















CONCLUSIONS








		The foregoing examples give an idea of the objectives and policies which might be defined for an organization's training activity.





		An in-depth study must of course be made in order to perform all the activities of a good training sub-system; ensure proper coordination with the organization's other sub-systems and meet genuine requirements; having regard to the environment within which the organization operates and from which its human resources are drawn. 


	


          		The Training Management Workshop provides an opportunity for discussing these ideas in greater detail, both by working in groups on certain case studies and by analyzing the actual training situation in the organization hosting the Workshop -- with a view to recommending appropriate action. 
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