Q. 15/2
Human resource management and development to successfully meet the challenges 

of sector reform and transformation, with special emphasis to employment 



including consideration of gender issues 

1
Statement of Problem or Situation

It is generally believed that the introduction of new technologies and services triggers labour cuts. This perception has often been the basis of labour and sometimes political resistance to these changes. It is interesting to note that a similar preconception exists when sector reforms that include liberalization are under consideration.

The reality, however, is that the relationship between these two variables (new technologies and services vs. level of employment) is complex and involves a series of factors that are either positively or negatively correlated. Since these factors generally occur more or less simultaneously, it becomes difficult to isolate their true impact. We are only, now, starting to obtain data and facts that help us understand this complex relationship and its implications.

On the one hand, some factors are clearly negatively correlated. Technological modernization generally leads to a reduction in the number of staff required to operate and maintain telecommunication networks, whilst these new technologies require new skills and a higher calibre of staff. New technologies also reduce the staff required in the planning and line plant record functions. New technologies that permit centralization of monitoring and control also reduce the level of staff required for these functions.

Furthermore, many incumbent operators have used new technologies, as one of the tools, to re‑engineer their processes and remove tasks and activities that were not adding value in the eyes of the customers/users. These re‑engineering activities, often occurring in parallel with those mentioned above, also clearly result in surplus staff.

In our parallel, when sector reforms that include liberalization were introduced, the level of employment of the incumbent operator generally decreased, at least initially, as it could only lose a fraction of its historical 100% market share.

The above mentioned factors often create serious repercussions in terms of unemployment of the affected staff, elimination or reduction in household access to resources, breakdown of family unit, loss of or diminished spouse's support, etc. In addition, the overall performance of the telecommunication entity is usually affected adversely. Gender issues may therefore become central in the formulation of survival strategies for the affected households and their members.

On the other hand, other factors are clearly positively correlated. New technologies (e.g. cellular and PCS), insofar as they involve the design and construction of new networks, generate new employment in almost all operational departments.

In our parallel, when sector reforms that include liberalization are introduced, the new employment of new competitors is also, as facts demonstrate, a significant addition to the level of employment of the sector.

Furthermore, and this phenomenon is only in its infancy, the deployment of new technologies and services also generates additional employment in other sectors and components of society.

Data are now appearing, almost monthly, that demonstrate that overall the net impact of both negatively and positively correlated factors is that employment is growing in both developing (e.g. Chile, Philippines, China, Malaysia, Vietnam, Columbia, etc.) and developed nations (e.g. Canada, U.S., Norway, Sweden, etc.) that pursue these policy and operational objectives.

As an example, the incumbent Canadian carrier (Bell Canada) has lowered its employment level, over the last few years, by almost 40%. These reductions, it should be noted, were the result of a series of voluntary termination packages (i.e. early retirement packages) that did not involve any lay-offs of personnel. But new technologies and services, as well as the introduction of liberalization, resulted in additional net employment in the sector. Bell Canada has now over 150 competitors, who employ Canadians. Cellular companies generate significant employment. New PCS licenses were awarded that will result in the creation of 12,000 new jobs in Canada and as a result of these new technologies and services new jobs are being created in other sectors of the Canadian economy. 

Facts and data now show that the net impact of the introduction of new technologies and services (as well as sector reform) is positive on the overall level of employment in an economy.

However, it also appears, generally, that the negatively correlated factors seem to precede, in their impact, the positively correlated factors. Smaller economies need to exercise greater care in determining the policy issues of timing. This phenomenon forces policy makers to face important managerial challenges.

On gender issues, policy makers should prescribe and implement employment-friendly and gender-sensitive human resources development and management policies. The policies should recognize that at the current stage of development of most developing countries, various households depend on the economic and labour resources of all their members for survival, and available telecommunication competencies are scarce and should be retained as far as possible to ensure rapid telecommunication development and sustained efficiency in meeting customer requirements.

Employment-friendly and gender-sensitive human resource development and management policies should include retention of skilled human resources, redeployment of human resources (right sizing) instead of downsizing, development of new competencies (e.g. quality management, new skills, leadership, new attitudes and new culture).

2
Question or issue proposed for study

a)
How can policy-makers design policies and associated legislation to minimize the negative short-term impacts of sector reform while maximizing the positive overall benefits for the Nation.

b)
The management and regulation of operating entities in a commercial or competitive environment require an organizational culture entirely different from the one generally prevalent in a monopoly framework. This new environment requires a substantial transition that involves the development of new skills, new behaviours as well as new working relationships.

c)
The abovementioned new commercial or competitive environment requires the identification of relevant telecommunication technological changes and sectoral reforms as well as associated human resources development and management policies and evaluation of their impact on employment including gender issues in developing countries.

d)
Accordingly, it is necessary to formulate:

1)
employment-friendly and gender-sensitive human resource development and management programmes and methods necessitated by telecommunication technological changes and sectoral reforms;

2)
suitable guidelines and recommendations on human resource development and management for use by developing countries to ensure that telecommunication technological changes and sectoral reforms that may be undertaken, fully benefit these economies without creating unemployment and are gender-sensitive. 

This Question is designed to help policy-makers, regulators and operators in successfully facing the challenges of sector reform and transformation.

3
Description of the Expected Output

The output should produce, inter alia, guidelines, lessons from experience, best practices, as well as recommended action plans to help senior policy makers, regulators and operators meet this rewarding challenge.

In particular, the study should produce:

1)
An analysis of telecommunication technological changes and sectoral reforms as well as associated human resource development and management policies and their impact on employment including gender issues in developing countries.

2)
Employment-friendly and gender-sensitive human resource development and management programmes and methods necessitated by telecommunication technological changes and sectoral reforms in developing countries.

3)
Guidelines and recommendations on employment-friendly and gender-sensitive HRD and HRM policies for use by developing countries.

4
Required Timing of the Expected Output

Practical guidelines recommendations will be produced and updated periodically as they are developed.

Final results should be ready by Mid 2000.

5
"Proposers/Sponsors" - Those who requested study of the Question or Issue

Study Group 2, Question 5/2 supported by Kenya.

6
Sources of input required in carrying out the study

All relevant experience from both the developing and developed world will be mobilized in this important task. Member states, Sector Members, UN Agencies and Regional Groups should be involved in the study.

7
Target audience for the output
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The primary beneficiaries of the output of this research will be developing countries.

8
Proposed method of handling the Question or issue

This Question will be pursued as relevant learning experiences are documented in a practical and usual format. Furthermore this Question will also be pursued through the other means such as the development of specific programmes, for example the establishment of a structured approach designed to help members who have decided to reform their sector and need assistance in:

a)
setting up a regulatory entity;

b)
building the skills required to regulate the policy objectives pursuant to the new legislation and associated policy objectives.

The Question will be handled by an expert group within regular BDT activity and by a classical study group approach.

Preparatory work in electronic fora could greatly enhance the input of this question.

9
Coordination Requirements of the Study

Coordination will be required with all other Working Parties.

