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Human Resources: a true agent of change

Background

This training module deals with the appreciation of the fundamental importance of people as resources on which dynamic organizations are built. It focuses especially on how strategic decisions can be made to select, retain and develop human resource in such a way that the problem of gender inequality could be transformed. Through intention, the training promotes a set of new values and attitudes regarding gender equality and cultural diversity in the telecommunications field.  

Since human resources represent new input, throughput and output value of an organization, the social responsiveness of organizations must of necessity take the question of gender equality seriously for several reasons.  First, organizations tap into the human resource pool to acquire the right kinds of skills, knowledge and abilities to maintain high performance levels.  Second, the increasing politicization and sensitivity of the workforce to issues of equality and social responsibility mean that organizations have to be more responsive to these external pressures for change.  Third, increasingly women are entering the workforce at higher knowledge levels than before, making them eligible for leadership positions.  This phenomenon means that women and men have to accustom themselves to women serving in leadership. And, fourth, traditional managerial approaches are no longer suited to the dynamic, flexible, collaborative structures that are emerging in the new information society.

Greater inclusiveness, then, means that the intensity around gender equality and cultural diversity will only increase as the emergent phenomena of globalization materializes into what represents a great organization.  It seems fair to say that telecommunications with its meteoric growth is expected to lead in this area.

Note to Participants

being aware is more valuable than being unconscious
This five-hour module is designed to address the apparent underrepresented numbers of women in leadership in the telecommunication industry.  It further examines the conscious and unconscious structures that might be playing a role in not correcting this inequality among women and men.  

Hence, this ITU workshop intends to build awareness of those assumptions that help or hinder effective inclusion and collaboration between gender groups.  We believe that when people are invited to work from their formal and informal roles, the resultant learning is a powerful and transformational tool.  When people are able to work in an atmosphere in which they are valued and rewarded for what they bring to the table, returns on innovation, productivity and development are genuinely enhanced. 

The design of this workshop reflects the emerging nature of global organizations.  The module is informational, interactive and experiential, and is comprised of presentations, dialogue and small work groups.  Participants will work by themselves, in small groups and the group-as-a-whole to share perspectives and negotiate meaning, each person is an equal partner in a global enterprise.  Full participation is encouraged as each person’s experiences are essential to building an understanding on what a future based on gender equality would look like in telecommunications.

Groups will be constructed to parallel the organizational diversity that is a main feature of globalization, particularly in the telecommunication’s industry. The model presented here reflects much of the excitement that accompanies seized opportunities for change.  The expectation is that each participant will become, as Mahatma Ghandi famously encouraged, the change that she/he desires.

As a change agent, each participant is expected to be flexible and respectful in taking in and responding to expressed values that are highly personal, gendered, cultural, professional, and technical, even when such views might differ from the experiences of others.  The extent to which this is possible is the extent to which the imagined transformations also are possible.

Although the workshop has been designed with a specific format to accomplish its goals, the facilitator recognizes the importance of accomplishing the goals while meeting the needs of each participant.  Where changes in format are necessary, the facilitator will do so while continuing to meet the stated training objectives.

Note:  Please follow the verbal directions provided by the facilitator along with any written instructions distributed for each section of the module.  However, do defer to the verbal guidelines of the facilitator when indicated.
Participant’s Biographical Form

Section A. Only your name, occupation, employing organization, and country will be provided by me to the class as public information.

Full Name……………………………………………………………………………...……

Title: Dr. □
Mrs. □

Ms. □ 

Mr. □

Other___________________

Country………………………….

State ………………………………………..

Telephone (O)…………………


Mobile #…………………………..

Occupation………………………….

Formal Role………………………………..

Organizational Affiliation…………………………………………………………………...

________________________________________________________________________

Section B. The following information is required for the purpose of forming groups, but will not be shared by me to the class:
I signed up for this course because…………………………………………………………

……………………………………………………………………………………………..

Age __________


Gender___________ Race/Ethnicity__________

Names of close associates in the class_______________________________________

(THE DATA WILL HELP TO THE INSTRUCTOR STRUCTURE THE COMPOSITION OF WORKING GROUPS, THUS ENSURING A GREATER DISTRIBUTION OF DIVERSITY ALONG LINES LAID OUT ABOVE).

Training Objectives: participants

Learning Objectives:

Within the context of redefining a more progressive approach to human resource as a “true agent of change”  within the telecommunications sectors, at the end of this training… 

The participants will:

· define strategic  human resource development within the context of gender equality in the telecommunications field;

· examine human resource processes that result in gender inequality in top leadership positions and development of IT and technological applications; 

· identify where strategies are lacking for the appropriate participation and employment of women in IT industry;

· Identify characteristics of traditional management in which elements of the “old information society” will give way to imperatives of the “new information society” regarding gender equality, women’s empowerment and cultural diversity;   

· create and initiate dialogue on a more inclusive and collaborative organizational climate that brings gender and cultural diversity as central considerations in the decision making process; and

· examine the impact of gender on strategy, structure, organizational culture, operational execution, decision-making, leadership, talent, and culture of a telecommunications organization.

Training Objectives: Organizations

Sponsoring organisations will be able to:

· develop collaborative environments that lead to enhanced awareness of gender
sensitivity and diversity as opportunities for maximizing the full potential of all organizational members;

· benefit from a transformational performance culture that pays attention to the
special needs of women and men for career development and greater inclusiveness in the decision making process;

· be more conscious of ways in which it authorizes and/or de-authorizes women and
men into their various roles of responsibility.
Module Agenda

9:00 – 9:30

Introduction of Facilitator(s) & Approach to Workshop
9:30 – 9:45
Introduction philosophical underpinning of the workshop
Presentation #1:  ITU Agenda on Gender Equality (Handout 1)
· Large Group Dialogue 
9:45 – 10:15 
Presentation #2: Model of Integration of Gender/Ethnicity 








(Handout 2)

Large Group Dialogue
10:15 – 10:30

Individual Participation 
10:30 – 10:45

break
10:45 – 12:00

Presentation #2: Model of Authorization for Performance Success









   (Handout 3)
Large Group Dialogue
12:00 – 1:00

lunch
action
1:00 – 1:15

Case Study (Handout 4)
1:15 – 2:00

Small Groups: Case Study 
· Selection (Handout 5)
2:00 – 2:45

Small Groups: Case Study
· Development (Handout 6)
2:45 – 3:30

Small Groups: Reporting of their work 
3:30 – 3:40 

break
3:40 – 4:25

Large Group Dialogue: Strategic Planning
· What is possible? What I can and others can do?



4:25 – 4:40

Review & Application of Learning

4:40 – 5:00

Evaluation (Handout 7)
International telecommunications union agenda on gender 

ITU’S POSITION ON GENDER MAINSTREAMING STRATEGY – HANDOUT 1
The ITU recognizes that society as a whole will benefit from equal participation of women and men in policy and decision-making and from equal access to communications services.

The ITU Group on Gender Issues (GGI) has adopted Gender Mainstreaming as it's primary goal in order to reach 'gender equality' in the ITU.

Mainstreaming a gender perspective in all types of activities (referred to as 'gender mainstreaming') is a globally accepted strategy for promoting gender equality.

Mainstreaming is not an end in itself but a means to the goal of gender equality.

Mainstreaming involves ensuring that gender perspectives and attention to the goal of gender equality are central to all activities - policy development, research, advocacy/dialogue, legislation, resource allocation, and planning, implementation and monitoring of programs and projects.

Development of an adequate understanding of mainstreaming requires clarity on the related concepts of GENDER and EQUALITY.
Mainstreaming was clearly established as the global strategy for promoting gender equality through the Platform for Action at the United Nations Fourth World Conference on Women in Beijing in 1995.  The need to ensure that attention to gender perspectives is an integral part of interventions in all areas of societal development was made clear in that document. For each of the strategic objectives identified in Beijing specific reference was made to the importance of the mainstreaming strategy.  For example, in the chapter on 'Women in power and decision-making', paragraph 189, specifically addresses mainstreaming: "In addressing the inequality between men and women in the sharing of power and decision-making at all levels, Governments and other actors should promote an active and visible policy of mainstreaming a gender perspective in all policies and programs so that before decisions are taken, an analysis is made of the effects on women and men, respectively."

The strategy of mainstreaming is defined in the ECOSOC Agreed Conclusions, 1997/2
Mainstreaming is not about adding on a 'women's component', or even a 'gender equality component', to an existing activity. It involves more than increasing women's participation. 

Mainstreaming situates gender equality issues at the centre of policy decisions.
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Handout 2
Model of Integration of Gender/Ethnicity:

An explanation -- Handout 2A
The projection of dominance of males is a function of the socialization of both women and men.  As a result, men are expected to take leadership of the home, particularly for external matters, while women are socialized to manage the internal boundary of the home.  These two functions carry different expectations about the person in role.  Men are seen as tough and brainy, while women are perceived as emotional and irrational.  This stereotypical split means that while women are relegated to secondary positions, men are not. 

The organization today, however, is faced with more complexity than that.  That is because the environment is more sophisticated and complex.    As seen from the model, the environment carries negative and positive projections of women and men who take up leadership positions.  However, diversity and globalization are pushing a different approach to the deployment of human resources.  

Mirroring an input, transforming process and output systems process, one can see the organization is challenged by the economic, socio-political pressures to integrate gender/ethnicity with greater levels of authorization in role and to perform certain tasks.

Input represents the information from the environment which is made available to the organization.  The information is that more women are entering the work force with higher competencies and this should be reflected in the selection and development processes.

Transforming Process is the extent to which the organization utilizes the information and acts upon it.  This is where the transformation of traditional gender roles is achieved. For instance, women are not only increased in numbers but are given leading roles in which to function.  

Output is a final stage where the organization signals back to the environment that the integration of gender roles is evidence that the organization is utilizing the best skills it has available.  The extent to which the integration takes place within is the extent to which the organization enhances its competitive advantages and business opportunities.  As the environment takes notice of the organization’s transforming process and output, it becomes an attractive place to work for women and men with core competences.  The organization maximizes on its competitive advantage because it uses a greater potential of the organization’s resources than before. The downside is that if the integration does not take place, recruitment, selection and retention of women can become a major barrier to the organization’s strategic purpose, and the organization would not been seen as being responsive to environmental developments.
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Handout 3 
Authorization for performance success:

An Explanation of the Model -- Handout 3A
Selection is perhaps one of the most important factors in the development of human resource.  It is at this crucial stage that the dreams of the human resource management are enacted to fulfill the strategic purpose of the organization.  It is not always clear to employees why they have been selected, but the fantasy is that the criteria are based on having the best persons for the job.  It is not always clear to managers either why they select that person and not this person, even though they can provide rationalizations for the decision.  

Performance is as much a function of the organization as it is a function of support given to the person in role.  This support can come in the form of mentoring and developmental feedback, both of which could be through formal and informal appraisals.  Peers and managers can provide this support.  When it is lacking, performance can be compromised.  

At this boundary of selection, the process of transference is unaccounted for, meaning that old prejudices and traditional expectations influence decisions about a person’s ability and knowledge to serve in particular roles.  Oftentimes these decisions cannot stand up to objective comparative standards with others persons serving in similar roles.  

The person in role carries two forms of categorizations.  (1) The formal organizational role is consciously assigned, for example manager, chairperson, director, CEO.  The informal role tends to be unconsciously assigned based on a person’s sociological characteristics, for example, gender, ethnicity, social class, and so on.

Questions for the dialogue:

· To what extent are women and men given the same/different support in their roles?

· What happens when the person in role is not seen for what s/he can do but for what s/he represents? 

Selection and Development Issues Facing female employees – Handout 4
Case Study 

Recently a general manager was called by the chief executive and handed a selection list of individuals eligible to manage the new cable Internet operations.  Upon reviewing the list of potential candidates the manager realized that all of the applicants were males.  The GM noted that the only two qualified female candidates were not on the list.  The GM recalled that one of the female candidates had just returned from managing an overseas operation and was promised promotion locally on her return after three years.  On her return, she was asked to train two of the men that were on the list.  The other female was senior to at least four of the five candidates on the list, but did not benefit from a recent training offered to other male candidates.  She was given the responsibility of managing a section of the business that is being phased out and expected to be in line for one of the managerial positions in the new operations.  She was the only candidate that did not graduate from a leading US technology school, though her training and knowledge were never questioned.  

The general manager wondered by what criteria this list was formulated.  The GM was hired six months ago and is still trying to understand the internal politics.  Checking with the human resource manager on the procedures of previous selections into management, the GM found that the CEO prefers his decisions to be rubber stamped, and that the GM should be careful about going against his wishes.  A review of personnel files indicated that several other women had shown exemplary performance, had acquired continuing certification on their own, and had met other eligibility requirements for selection, but were not on the selection list. 
After an extensive discussion with the human resource manager, the GM discovered that there was limited communication with or mentoring of women for particular opportunities in the firm.  They were not included in the men’s golf club and had little interaction with the CEO, limited to quarterly meetings.  At those meeting their voices were not responded to as well as their male colleagues, and often it was the males who were chosen the lead teams.  

This situation brought home to the GM issues which were ignored and not talked about.  She questioned her own reason for being selected into the position and wondered why with an important decision like this she wasn’t consulted.  Surely, she was closer to the managers and knew of their competence.  “Am I a token or what, she asked?” 

Questions:
Part A: Selection
1. What gender issues are present in this case?

2. What is the basic systemic organizational problem that needs resolution?

3.  Is this a problem for the GM, the CEO, the male candidates, or the females who were overlooked?

Selection – Handout 5
This important organizational function is responsible for matching individuals with the right kinds of competencies to fill positions in an organization.   The selection process supports the organization’s strategic vision.  Areas that fall under selection include:

· Selection criteria – this takes into account how well a person can do a job.

Question: Is it possible that the schemes used in the selection criteria disadvantage women from being considered for certain leadership positions?

· Placement --- the intention is to place the right person in the right job. Often training and support are taken into account to further develop the person for a position.

Question: What issues might affect the placement of a person into a job?  Are there differential criteria for women and men?

· Policy and regulation – If telecommunication policy and regulations address the concern for gender equality, is it possible that this will be consciously included in the selection process?  In what ways can you imagine?

· Prime groups on work-life issues e.g. flex time, daycare, telecommuting 
· Applicant’s interest on the position – This refers to the reputation of the organization as an equal opportunity employer.  

Question: Is it possible that if an organization discriminates against employees on the basic of gender that will affect its strategic competition advantage?  How so?

· Interviewing – personal biases and prejudices are often an unconscious dynamic in this process.  

Question: In what ways could the interviewing process favor the selection of men over women?

development – Handout 6
Development of human resources goes to the core of an organization’s strategic vision and therefore, is a vital support function.  A person might have the right ability, knowledge and skill, but if the person isn’t given the necessary SUPPORT then performance will be undermined.  To that extent, there should be a conscious design of activities and organizing that aim to enhance the ability of employees to handle assignments above their normal duties.  Development can be seen as preparing employees to move up to the next level or to take on more complex processes.  That is why the creation of a variety of succession pathways is critical to who enters higher levels of leadership in the organization.  Said another way, development is really about Support. Often training and support are taken into account to further develop the person for a position.

Areas that fall under development include:

· Developing Capabilities – Involvement in decision-making process, upgrading technical skills through further training, increase responsibilities for more complex processes, greater authorization for implementation of strategic action.

Question: How might one avoid letting traditional stereotypes about women and men’s abilities interfere with choices about whether a woman or man is selected for certain career pathways? 

· Appraisal Systems --- Reviewing assessment tools and procedures to ensure the minimization of inherent gender biases in the interviewing structure, supervisors’ ratings and simulated exercises.  

Question: In what ways could appraisal systems be improved to reflect equal opportunities for both women and men?  

· Mentoring & Coaching – this involves daily feedback and training by immediate managers and professionals assigned by the organization.  This function aims to develop the employee’s potential through healthy and open relationships. 

Question: What would be some of the most effective approaches to mentoring and coaching of women and men for executive leadership? 

Glossary of Terms

BDT:  ITU Telecommunication Development Bureau.
Competition:  The introduction of competition among national service suppliers and/or foreign suppliers without any limitations.  In the case of mobile cellular, the number of licenses is dependent on spectrum availability.
Convergence:  The confluence of the once-distinct telecommunication, broadcasting, and computing sectors based on the digitization of technologies and services.

Corporatization:  Corporatization involves legal changes to grant a government-owned telecommunication’s operator administrative and financial autonomy from the central government.

Cultural sensitivity:  Awareness of the existence of cultural differences and contrasting mores, and choosing consciously to respect, uphold and encourage the diversity such differences represent.
Deregulation:  The reduction or complete elimination of government intervention in the operations of actors in the telecommunication’s marketplace

dialogue:  From the Latin root "dialogos" which means "meaning flowing through" where "dia" means "through" and "logos" means "meaning."  Dialogue asks individuals to “suspend” attachments to a particular point of view so that deeper levels of listening, synthesis and meaning can evolve within a group setting. Individuals should have the ability to draw on all three while being honest about intent when entering into conversations with others.


End user:  The individual or organisation that originates or is the final recipient of information carried via a network (i.e. the consumer).

Equality:  Refers to equal rights, responsibilities and opportunities.  It does not mean that women and men will become the same but that women's and men's rights, responsibilities and opportunities will not depend on whether they are born male or female

Facilitator: Is the individual who sets the tone and leads the workshop.  This individual keeps time boundaries and encourages full attendee participation.  In addition, the facilitator provides insight and informed knowledge responses when needed to assist in successful completion of the workshop/training.

Future Scenario: Refers to what members of an organisation want the organisation’s culture and climate to look like in the future guided by specific systemic changes.

Gender:  By gender we mean the socially constructed and culturally determined characteristics associated with women and men, the assumptions made about the skills and abilities of women and men based on these characteristics, the conditions in which women and men live and work, the relations that exist between women and men, and how these are represented, communicated, transmitted and maintained. We include sexual and social relations based on sexuality, and relations of power and control based on gender (Itzin and Newman, 1995).

Gender Equality/Equality:  The achievement of equality of opportunity, equality of access, equality of participation, equality of leadership, and equality of advantage between women and men regardless of their race, class, ethnicity or economic status.  The term implies that the interests, needs and priorities of both women and men are taken into consideration - recognising the diversity of different groups of women and men.  Equality between women and men is seen both as a human rights issue and as a precondition for, and indicator of, sustainable people-centered development.

Gender Issues:  These are the concerns and questions that emerge from the examination of the status of women, in this case within telecommunication’s sectors.

Gender Mainstreaming:  Encompasses the necessity of introducing gender equality frameworks and diversity practice into existing/evolving telecommunication’s structures.  The term is suggestive of the presence of a gender consciousness in telecommunication such that gender awareness, fluency and application are intentionally embedded in evolving structures at the policy-making, regulatory, network operation and network usage levels.  Mainstreaming involves ensuring that gender perspectives and attention to the goal of gender equality are central to all activities - policy development, research, advocacy/dialogue, legislation, resource allocation, and planning, implementation and monitoring of programmes and projects.

Globalisation:  In common usage, globalisation refers to the diffusion of the economic, social, political and cultural products, processes, values, systems and institutional frameworks of the West to the rest of the world.

ICTs:   Information and Communication’s Technologies.

Incumbent:  The (former) monopoly service and network provider in a particular country.

Information Infrastructures, Information Superhighway:  High-speed communication’s networks capable of carrying voice, data, text image and video (Multimedia) information in an interactive mode.

Interconnection:  The physical connection of separate telephone networks to allow users of those networks to communicate with each other.  Interconnection ensures interoperability of services and increases end users’ choice of network operators and service providers.  If properly designed and implemented, interconnection agreements support and enhance competition.

Leadership: Refers to the individual(s) who will take personal stands on the need for change and assist with the work of moving the organization forward.  Leadership is action and it is a process.

Liberalisation:  The deregulation of telecommunication’s sectors, the privatisation or corporatization of government-owned PTOs, and the opening-up of the sector to competition in the era of digital convergence, globalisation and market-based economic practice.

Licensing:  An administrative procedure for selecting operators and awarding franchises for the operation of particular telecommunication services.

Monopoly:  The exclusive possession or control of the trade in a commodity or service, conferred as a privilege by the state; a commodity/service subject to a monopoly.

Natural Monopoly:  Emerges when there are ‘economies of scale’ to be reaped from having a single, universally interconnected system, whether it be a telephone, electricity, water or postal service

National Regulatory Authority (NRA):  The regulatory agency or official at the central or federal government level that is charged with implementing and enforcing telecommunication rules and regulations.

Organisational Culture: The underlying values, beliefs and principles that serve as a foundation for the organization’s management system, as well as the set of management practices and behaviours that both exemplify and reinforce those principles.  Provides unwritten and, often, unspoken guidelines for how to get along in the organization.

Post, Telegraph and Telephone Administration (PTT):  The traditional organisation of the communication sector in many countries is the PTT, which is a branch of the government that owns and operates both telecommunication and postal services.

Privatisation:  The transfer of control of ownership of a state enterprise to private parties, generally by organising the enterprise as a share company and selling shares to investors.  More generally, the term is sometimes used to refer to a wide range of modalities whereby business is opened to private enterprise and investment.

Public Switched Telephone Network:  The public telephone network that delivers fixed telephone service.

Public Telecommunication Operator (PTO):  A provider of telecommunication infrastructure and services to the general public.  The term public relates to the general availability to the customer, not the ownership of the PTO.

Recorder/Scribe: Responsible for taking notes and recording the salient points of the dialogue for the duration of the case study activity for his/her small group. This person will use the large post-it flip chart and markers provided to record data so that the group has an active and organized list of its thoughts (ideas and solutions).

regulation: The implementation and enforcement of telecommunication’s rules and regulations by a National Regulatory Authority.

Re-regulation:  A concept linked to de-regulation and suggestive of the economic reality that the market does not always effectively and fairly allocate resources, thus requiring some regulatory intervention even after de-regulation.

(Group) Reporter:  In the context of this module, the group reporter is responsible for reporting to the facilitator and to the large group the analysis and outcomes of the small group’s case study.

Universal Service Obligation (USO):  Universal Service refers to availability, non-discriminatory access and widespread affordability of telephone service.  The level of universal service is statistically measured as the percentage of households with a telephone.  However, in the era of new digital ICTs and the Internet, questions are being raised as to the continued relevance of this metric in the measurement of Universal Service.
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PARTICIPANT EVALUATION FORM

TRAINING DATE: 


TRAINING TITLE:


Were the stated training objectives met?

Completely______Mostly________Satisfactory________Minimally________Not at all________

On a scale of 1 to 10, please provide an overall rating for training/materials and instructional effectiveness_____.

Excellent              Very Good              Average                 Below Average                  Unsatisfactory


10-------9               8----------7               6-------5                4----------------3                  2---------------1

1. PLEASE RATE THE TRAINING/MATERIALS USING A SCALE OF 1 TO 10 AS TO:

1. Accomplishment of course objectives

________

2.         Coverage of subject matter

________

3. Organization of subject matter

________

4. Suitability of instructional materials

________

Overall rating for the workshop/materials
________

2.
PLEASE RATE THE FACILITATOR ON THE FOLLOWING ITEMS USING A SCALE OF 
1 TO 10.

Name of Facilitator ___________________

4. Effectiveness of facilitator=s presentation
________

4. Facilitator=s ability to answer questions
________

4. Facilitator=s effectiveness in keeping 

discussion focused on relevant topics

________

4. Facilitator=s courtesy and tact

________

Overall rating of the facilitator

_________

3.
YOUR KNOWLEDGE AND SKILL LEVEL OF THE SUBJECT MATTER

A. Before taking the training

NONE
_____1_____2_____3_____4_____5_____6_____7_____8_____9_____10   HIGH

B. After taking the training

NONE
_____1_____2_____3_____4_____5_____6_____7_____8_____9_____10  HIGH

C. How well will you be able to use what you learned in this training?

Completely____   Mostly____
Somewhat____   Minimally____   Not all____

4.
OTHER

A.
What did you particularly like about the training?


____________________________________________________________

____________________________________________________________

____________________________________________________________

B.
What were the training’s strengths?

____________________________________________________________

____________________________________________________________

____________________________________________________________

C.
What were the training’s weaknesses?

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

D.
Do any parts of the training need improvement?

____________________________________________________________

____________________________________________________________

____________________________________________________________

ADDITIONAL COMMENTS:

____________________________________________________________
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