�REFLECTIONS ON THE TYPICAL FUNCTIONAL ORGANIZATION �OF A TELECOMMUNICATION AGENCY


1.	Introduction


	Perhaps the most common form of organization encountered among telecommunication agencies is based on FUNCTIONS, with a number of DEPARTMENTS concerned with the tasks to be carried out for implementing the relevant functions.


	This type of organization is particularly appropriate during the period of expansion of the main basic services, when telephone penetration is fairly low and the main task is to provide basic services.


	The functional type of organization has proved effective in many countries during that important period of expansion/development of basic telecommunication services.


	However, other forms of organization are being adopted in countries where penetration is sufficiently high and the increase in the number of new connections relatively low. In most such cases new forms of organization are being adopted to give more direct attention to customers and possibly to specific sectors of the market, e.g. through the introduction of new services.


2.	Board of Directors


	Most telecommunication agencies have a usually small, but powerful, senior management organ, which acts as a board of directors.


	A typical such body may have six or seven directors under the leadership of one of its members, the Director General. All of the directors are of the same grade and each has responsibility for a major aspect of the business.


	Normally, such a body meets formally and regularly (e.g. once a month) to discuss corporatively policy aspects, progress in achieving service goals, objectives and budgets (financial and personnel) and outstanding problems.


	In addition to those formal meetings, which must of course be officially recorded, the board members will have normal contacts for solving any interdepartmental problem that might arise.


	The Board of Directors is collectively responsible for all the agency's services, business and development.


3.	Functional departments


	Each individual director is normally in charge of a department which controls a key area of activity. The Board of Directors gives him a personnel and financial budget with which the department is free to operate. Naturally, limits are set on individual costs which may vary depending on the area of activity.


	Each department may have a number of divisions (units, offices, sections or whatever).


�
4.	Services department


	There is often one department which has full responsibility for identifying customer needs and seeing that they are met. To that end the department specifies the services to be provided and the standards they are to meet.


	That department therefore makes sure that the actions needed for meeting detected needs are taken and monitors the progress and quality of the service provided.


	Much of its activity is to direct the supply of the main services to the customer: service operation, billing, sales and marketing. Responsibility for performing such functions may often be transferred to regional personnel under the control of a regional office, i.e. the main point of customer access.


	The Services Department may also be responsible for strategic and traffic planning and establish medium- and long-term plans. Such plans will include the growth and development of services as a whole.


	The purpose of strategic and traffic plans is to specify the needs and requirements to be met, and should be distinguished from technical planning.


	Technical planning has to do with how the required services will be provided and operated by the appropriate departments mentioned in sections 5 and 6 below. The type of plant used at present and its extension are, of course, the responsibility of the operational department.


5.	Local network department


	It is desirable for the technical planning, installation and maintenance of each of the main types of plant, exchange, local line and subscribers, etc. to be kept together in one department (with separate divisions for each type of plant), since they all interact and must be closely coordinated.


	Similarly, the various types of activity at the different plants must be integrated for working together. Here again, activities can be better coordinated and controlled if they are within the same department, although it is usual and desirable that the planning, installation and maintenance of each type of external and internal plant should be the responsibility of different divisions of the department.


	There are sometimes separate planning departments but the danger is that they are often far out of touch with reality. How things are planned affects installation and maintenance, so there must be a constant relationship and feedback between those three functional activities.


6.	National and international network department


	It is absolutely vital that good services should be provided at the national (long-distance) and international levels.


	A special department is often set up with sole and full responsibility for planning, installing, operating and maintaining these services, although separate departments for the national network and international services may of course be considered desirable.


	The technologies and processes involved in national (long-distance) and international services are highly specialized but also very similar. Both must be interconnected, with the points of interconnection at the international gateway centre.


7.	Finance Department


	Finances are at the heart of all activities and will become ever more important in future. It is essential that an adequate commercial accounting system be developed, produced and operated by the Finance Department.


	All business costs will be defined and monitored by this department, using the information with which the other departments must supply it.


	The Finance Department will help to establish and monitor financial budgets. It will also perform internal auditing functions and provide the point of contact for the external auditors responsible for auditing the main accounts.


8.	Human resource department (personnel and training)


	Although this is a vital department, its importance is sometimes underestimated. It has to handle all personnel aspects with the exception of those relating to the control of daily activities, which are handled by the departments to which such personnel is assigned. Naturally, the Human Resource Department will provide assistance in such matters to other departments.


	The department must establish and monitor personnel budgets, manpower planning processes and personnel development (including training) in coordination with the other departments. 


	All other personnel administration functions such as recruitment, selection, social aspects, relations with trade unions, rotation and retirement, the pension system, etc. are the responsibility of this department.


9.	Administrative or support services department


	This department is responsible for the common services required by all the other departments in need of special skills and specialists. It is often divided into different divisions (units, sections, offices or whatever), i.e.:


1.	Buildings


2.	Transport


3.	Supplies


4.	Legal


5.	Public relations


	Depending on the size of the business, some of these divisions may be separated to form another department. Their heads are NOT normally members of the Board of Directors, although their specialist skills and assistance may be called upon if necessary.


10.	Decentralization


	Depending on the size of the system or of the geographical area covered, a second and sometimes a third decentralized organization is often adopted. For instance, central office, regional offices and area offices.


	Regional offices are usually headed by a regional director and area offices by directors-general responsible for all telecommunication aspects within a preassigned territory. These directors-general normally come directly under the regional director who is in turn directly subordinate to the agency's director general.


	Where there is a large geographical area to be covered, it is usually necessary to have personnel based in different towns so that they can:


a)	supply and connect telephone services;


b)	operate and maintain local plant;


c)	provide customers with a local point of contact.


	This type of personnel is normally responsible only for the routine day-to-day work. Their numbers vary from place to place but comparatively few will be needed outside the larger towns.


11.	Conclusion


	These comments give an idea of the type of organization and structure usually encountered among telecommunication agencies organized on a functional basis. Variants depend on the size of the agency and on the standards and legal restrictions imposed by the governments of the countries in which the agencies operate, whether they be administrations, corporations, or public or private enterprises.


	Obviously, each organization will have its own peculiar structure reflecting the length of its existence and the development it has undergone throughout a lifetime of providing the telecommunication services required of it.


	The concepts described above are summarized in the following diagrams:
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