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CHAPTER 7

7.
HUMAN RESOURCES ASPECTS

7.1
INTRODUCTION

This chapter focuses on the main aspects of Human Resources Management (HRM) in terms of organization, staffing and training which are relevant to the introduction of new technologies and services and to set these issues in the wider context of overall structural reform in the telecommunications sector.

The main challenge for those responsible for human resources management is the fact that the modernization process, covering not only technological but also commercial, organizational and administrative, can give rise to changes at every level in the organization which have to be assimilated within time-frames that are very short in comparison with the existing level of organizational inertia.

7.2
ORGANISATION

In the context of overall organization, the management culture of the telecommunications entity and its legal status are important. Many developing countries are transforming their telecommunications sector from service driven utility monopolies to customer focused, commercially run organizations.

The pressure to undertake such structural reform increases with the introduction of new technologies and services. This is because flexibility in decision making and responsiveness to the market environment is required and these are comparatively rare in organizations run along traditional public sector utility lines.

7.2.1
Improving Market Orientation

Central to the successful introduction of new services is the recognition of the importance of proper market planning and implementation and the organizational consequence of this is the setting up of a marketing directorate or department. The marketing function seeks to ensure that customer’s needs are matched with available or planned services and the main responsibilities of the function are market research, new produce service development, pricing and promotion.

The concept of account management is important in improving market orientation. In the past the norm was to organize the sales force according to product or service. This approach had the perceived advantage of enabling the salesmen to become very knowledgeable about their product. However, the approach had distinct disadvantages from the customer's viewpoint. Multi-service customers had to deal with a number of different salesmen; salesmen could compete with each other in trying to meet the customer’s needs and nobody had an overview of the customer’s global needs.

The account management approach seeks to overcome these problems by designating an account manager as the primary point of contact for the customer. Account managers tend to be assigned according to market segment (banking, shipping, travel etc.) and become knowledgeable about the customer's business and overall communications needs. These account managers can form a close working relationship with customers and help them identify solutions to their telecommunications problems.

Other organizational units also require re-focusing in order to improve customer satisfaction. The operation and maintenance staff in contact with customers should be trained in customer awareness and recognize the importance of their interactions. Help desks and customer care centres further enhance the organizations ability to meet customer needs.

7.2.2
Sharpening the Business Focus

The concept of organizing the business management function along the lines of product management is being increasingly adopted by telecommunications administrations. Each product (service) is managed by an individual product manager who has responsibility for all aspects of the marketing mix. This approach is applied to both existing and new services and gives a clear business focus on each service. Clearly, if the sales force (and possibly customer installation and maintenance) is organized on the basis of market segmentation, a matrix management structure is required to accommodate both market and product orientations.
7.2.3
Gender Perspective

It is important to ensure that women’s interests are included in preparations for the introduction of new services.  Strategies for long-term market development should take into account women as a group of potential consumers of ICTs and that they have specific requirements. Organisations that succeed in responding to all consumers, men and women equally, will achieve commercial objectives and contribute to sustainable human development. 

Recognizing that every policy, programme and project affects women and men differently, a gender analysis should be carried out at the earliest stages of project or programme cycle and the findings integrated into project or programme planning. 

Using existing ICT applications and networks in new combinations provide women with affordable information and communication services. Telecentres, multipurpose community centres and kiosks are good examples that offer services through co-operative arrangements, micro credit or entrepreneurship programmes.  

Special training initiatives and pro-active employment policies should be introduced to encourage and facilitate women’s participation in the ICT sector and improve overall capacity to strengthen staff development of women and men equally.
7.3
THE IMPACT OF NEW TECHNOLOGIES ON STAFF NUMBERS

Technological modernization generally leads to a reduction in the number of staff required to operate and maintain telecommunications networks, whilst in terms of skill levels, these new technologies generally require a higher calibre of staff.

Traditionally external plant has been perhaps the most labour intensive of all activities within telecommunications organizations. However, the introduction of new technologies and associated work practices is having a major impact in this area. The introduction of Computer Aided Design (CAD) and computerized Line Management System (LMS) drastically reduce the staff required in the planning and line plant records functions. The maintenance organization can also be reduced in number as fibre optics trunk and junction cables and jelly filled primary and secondary cables are considerably more reliable than the technologies they replace.

In transmission and switching systems the introduction of Synchronous Digital Hierarchy (SDH) systems and the development of Telecommunications Management Network (TMN) technologies for the remote monitoring and supervision of network elements can greatly increase the effectiveness of the network. At the same time, the centralization of monitoring and control reduces the numbers of expert level staff required and this can be particularly important in situations where the high calibre engineers are in short supply.

At the basic level, the quantification of staff required for the operation and maintenance of the equipment used in new telecommunications services is determined on the basis of the planned methods of working, the experience of other administrations and/or the experience of the system supplier.

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 part of its historical 100% market share.

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 is now appearing, almost monthly, that demonstrates 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 the positively correlated factors in their impact.  Smaller economies need to exercise greater care in determining the policy issues of timing.  This phenomenon forces policy makers and operators to face important managerial challenges. For example, h
ow to minimize the negative short-term impact while maximizing the positive benefits for the overall benefit of the Nation.
7.4
TRAINING IN NEW TECHNOLOGIES

Training in new technologies and services is normally offered as part of the equipment supply contracts which procure the technology and the administration must ensure that it is appropriate for its needs and integrate the specific modules into the organization’s staff development programs.

Whilst overseas training at the supplier’s premises can be cost effective if the numbers to be trained are very small, on site training will normally be much more cost effective. Also on site training gives the organization the opportunity of ensuring more staff have access to training, as well as have more control over the entire process, ensuring that the training courses achieve their stated objectives. There may be “gaps“ in the background knowledge of employees undergoing training and these can be more easily identified and remedied if the training is undertaken locally. Similarly any language problems can be minimized.

Investing in the training of in-house trainers and in dedicated training equipment (e.g. training exchange) should also be a priority as it ensures that the skills being taught are renewable and new technicians can be properly trained in future. Also this approach enables the administration to further tailor the training activity to meet its more general staff development needs by providing such possibilities as overview courses for technical managers and technical appreciation courses for non-technical staff. It may also be considered desirable to reduce the reliance on the equipment supplier in the medium to long term.

7.5
THE MANAGEMENT OF CHANGE

Modernization continues to be a driving force in telecommunications organizations. But modernization alone is no longer sufficient to ensure the success of the organization unless coupled with changes aimed at improving customer satisfaction. Thus in today's telecommunications organizations, not only must systems and procedures be modernized in line with changing technology, but increasing emphasis must be placed on re-shaping systems and procedures relating to customer service, quality management, management control, etc. and which of necessity involve all areas of the organization.

The scale of change is such that the human resource can no longer be relegated to a secondary level, subordinated to financial, technical and operational issues. HRM must adopt a strategic approach to ensure the ongoing readaptation of the organization’s skills base in line with the changing needs.  This is an on-going activity, not just performed once during a reengineering exercise.
This in turn necessitates raising the level of the staff planning process. Starting with an inventory of the existing human resources and a vision of the target organization that meets the organization’s new objectives, and factoring in such aspects as retirements, resignations, promotions etc., the aim is to plan the optimum reorientation of the human resource across the organization as a whole.

If proposed changes are to succeed, a way must be found for reconciling the corporate objectives with the individual achievement objectives of the workforce. The issues of redeployment and possible staff surpluses are obviously of immense importance to employees and skilful use of systems of communication are necessary so that staff feel fully informed of management's plans; this avoids rumours and misinformation. Emphasis must be placed on the positive aspects of personnel experiencing change and it must be clear that management will provide appropriate opportunities for preparing for change through training and development. In this context, the goals are:
-
to encourage capable and motivated people to remain;

-
to provide the necessary support, through training/retraining or development for people willing to work and adapt to change;

-
to part with people who are proven to be a burden on the organization.

The mechanisms adopted for dealing with redeployable, retrainable and expendable staff will depend largely on the legal and contractual status of the employees and the cultural norms both within the organization and the wider community. What is important in all cases is that management is seen to be open in giving information and is consistent in the treatment of individuals; there should be a transparency in the handling of organizational change.

7.6
ITU ACTIVITIES RELATED TO HUMAN RESOURCES 
DEVELOPMENT
7.6.1
Introduction
The main ITU Objective in HRD is to assist developing countries in building institutional and organizational capacity through human resources management and development and organizational development activities. These activities will use and demonstrate modern techniques such as distance learning, computer-based training and teletraining so as to increase effectiveness, reduce cost and reflect developmental objectives related to access and gender.
Transfer of knowledge is planed through training, by strengthening national and regional centres to cope with new technologies, through centres of excellence (including broadcasting), partnerships with training institutions, emphasizing areas of interest such as spectrum management, modern management techniques and the training of managers and executives to adapt to the changing regulatory and commercial environment. This includes training for building business cases, managing the process of sector reform, and introducing new services and marketing.

Assistance to telecommunication and broadcasting organizations HRM/HRD, including the use of experts on short missions, the Virtual Training Centre, analysis of training needs, feasibility studies, design and preparation of project documents, models, guidelines and tools for practical applications, helps in financing and providing professional support for implementation.
Today the ITU is deeply involved in e-learning activities.  An example is the  World Symposium on Tele-Education for Developing Countries which was organized by ITU in Manaus, Brasil,  Similar symposiums and other “e-HRD” related activities are expected to take place in the coming years. 

7.6.2
Virtual Training Centre
The Human Resources Development Division (HRD) of the BDT started using distance-learning technologies as early as the end of the eighties.  The Teleproject was born at the beginning of the nineties.  At that time, the project was the focal point for using computer technology as well as communication networks in training courses in the field of telecommunications for the developing countries.  Using a telephone line and a modem the Teleproject assisted face-to-face training sessions in the field from ITU headquarters in Geneva.  

The positive experience of the Teleproject as well as the arrival of Internet led to the establishment of the ITU Virtual Training Centre in 1995.  This is now the platform for all e-learning activities at the BDT.  Other HRD activities and projects make use of the VTC platform for their distance learning actions. 
The Virtual Training Centre (VTC) is conceptually a training centre offering its services on-line, or in other words a training centre on the Information Highway. 

The paradigm of the VTC is on-line training, suitably complemented and reinforced by more traditional training delivery mechanisms, as needed. The decisions on the actual solutions to be implemented are based on factors such as the availability of material, the status of the infrastructures in the recipient organization and local cultural peculiarities. 
Some of the VTC services are provided free-of-charge, for example the ITU training material and newsletters available in the Library, and the access to information on commercial training material and services available in the Resource-Store. Some services and material are provided to ITU Members free-of-charge under special agreements: among others, the CBT series "The Telecommunications Manager", a course on Spectrum Management and Frequency Planning for Broadcasting. Other services and material are provided on commercial bases by third-party partners of the VTC. 



The VTC provides the following services:
· access to information (for example about material and courses available, links 
to service providers, etc.), 

· access to training oriented material (via the library and the resource-store), 

· distance tutoring and participation in virtual classes, 

· distance consultancies services, 

· administrative functions (registration, payment, etc.).



· 
· 
· 
· 
The main components of the VTC are the Library, the Resource Store and the Virtual Classes where the on-line training activities take place. 

In the Virtual Library you can browse and download all the training-oriented material available for free from the VTC.
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Currently, this includes:

The Human Resources Development Quarterly: a publication of the ITU Human Resource Development / Human Resource Management division.
A research and briefing service on advanced telecommunications technologies provided by the Ohio University Institute for Telecommunications Studies.  

Web ProForums: a valuable collection of tutorials on advanced telecommunications technologies provided by the International Engineering Consortium, www.iec.org. 

The International Training Resource Catalogue published by ITU, includes distance education courses, Technology-Based Training (TBT) courses, traditional training material and training opportunities (workshops, seminars...)

Training Centres World Wide Telecom Training Centres Directory published by ITU.

Please consult also the VTC Library, to find additional training material available free-of- charge.


In the VTC Resource-Store, you can browse databases providing information about courses and course materials, traditional as well as technology-based, training centres and service providers. 

At this stage, the Resource-Store only provides information about existing commercial material. In the future, users will have the possibility to order items directly from their desktops via the Resource Store. 

Training material providers and course providers can advertise their products in the VTC Resource-Store free-of-charge, provided this information is of interest to the VTC intended users and it is submitted in the appropriate format. 


The Virtual Classes are the actual environment where on-line training takes place. The delivery methods used in the virtual classes are very heterogeneous, ranging from standalone CBT, to the use of real time tele-conferencing, usually using inexpensive technological solutions. 

The delivery method actually used in a given virtual class is chosen after analysing the available infrastructures in the target country, cost considerations, and appropriateness of the media to the specific training context.

Technologies utilized in the context of the VTC 

The VTC mainly targets developing countries, and tends to favour the use of already existing infrastructures, with a focus on affordable technologies. In order to cope with the most disparate situations and training requirements, the VTC makes use of a wide variety of technologies, even in specific training settings. 

Standalone CBT (Computer-Based Training) packages, as well as more traditional paper-based and video material are used in combination with appropriate distance tutoring. 

Concerning asynchronous communication, the Internet in particular has proved to be an extremely powerful environment. 
The VTC uses a simple web conference system to deliver the distance learning courses.  The platform is very intuitive and no special skills in computers or in Internet are required.  A typical screen of a course is shown in Figure 7.1.  The only requirement on the participant’s side is a computer with access to Internet and a browser (typically Netscape or Explorer). 

The methodology of the VTC for e-learning is also very simple.  Most short term courses last for about eight weeks.  Each week the participants work on a different module.  They download the corresponding training material weekly.  The tutor distributes tasks, coaches and is their mentor.  The course administrator controls the level of activity of each participant.  At the end of the course a certificate of participation is issued for those participants whose level of activity during the course was satisfactory.   
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All activities and communications are carried out through the Internet and the web.  The participants, the tutor and the administrator remain at their place of work.  Attending a distance-learning course is a part time activity and is very convenient for managers because they can follow the course and, simultaneously, attend to any most urgent matters.  However, the VTC methodology recognises the importance of traditional face‑to‑face seminars.  Whenever possible the distance learning session is followed at the end by a short (2-3 day) face-to-face seminar.


















· 
· 
Further information concerning the VTC may be found on the Web at http://www.itu.int/VTC/
7.6.3 MANDEVTEL (MANagement DEVelopment for TELecommuncations)

The mission statement of the MANDEVTEL project states that it  “enhance through joint ventures with interested partners, the Management Development Project to develop and implement training for senior and top managers in modern management techniques”.
MANDEVTEL  focuses solely on the management skills required to run a telecommunication entity, for both operators and regulators.  The project has built up its training modules, manuals, case studies in various areas of management, all supported by technology-based training.  All materials are designed to be organized in workshops or to be studied individually with possible tutoring required.  All MANDEVTEL products may be found in the Virtual Training Centre (restricted access).
Since 1993, MANDEVTEL quickly became a reality; and with the collaboration of valued partners, many workshops, TBT materials and case studies are now available in the Virtual Training Centre.  Most workshops are available in a minimum of three working languages of the ITU, often five or more.  Some of the workshops available are:

	DDLM  (Designing Distance Learning Materials
	UIDL  (Using Distance Learning Materials)

	Business Planning
	Activity Based Costing

	Competitive Transformation of Entities
	Competitive Transformation (distance learning)

	Regulation of Telecommunications (distance learning)
	Management for Senior Executives

	Restructuring the Telecom Sector
	Business Management and Planning

	Strategic Management
	Quality of Service

	Total Quality Management
	Nature and Purpose of HRM/HRD

	A New Approach for Success
	Corporate Planning

	Marketing
	Cost Management

	Staff Planning
	Organisational Development

	Management of Training
	Training Development

	Instructor Training
	Management and Leadership (distance learning)


It is recommended that interested persons access the MANDEVTEL website as new materials and courses are being added fairly regularly.  http://www.itu.int/VTC/MANDEVTEL
7.6.4
Centres of Excellence
The increased use of new technologies, the move towards corporatisation and competition, and the separation of regulatory functions from operational services require advanced level policy, regulatory, managerial and technological expertise. In order to develop and strengthen the capability to generate this expertise in developing countries around the world, the Centre of Excellence concept was established. It is primarily a virtual organization with a physical office for the coordinator.  All activities will be implemented in the different institutions that are partners of the organization.

Four Centres of Excellence projects are going-on:
1-Centres of Excellence for Africa:


The Training activities are mainly supported by the existing Training Regional Organizations, AFRALTI (African Advanced Level Telecommunication Institute, Nairobi) for English speaking Countries, ESMT (Ecole Supérieur Multinationale des telecommunications, Dakar) for the French speaking ones.  Since mid 1999, there is a strong will to expand the Centre of Excellence concept to other countries in the region, which are not necessarily AFRALTI or ESMT members.

In line with the increasing use of distance learning facilities, a networking process is being established. It should provide an opportunity to make the best use of the existing national training facilities available in the region, as well as to emphasise the value and the quality of the regional expertise.  The offered programmes depend mainly on the initiatives, which are taken by the partners, with respect to the outcomes of recent regional training needs surveys. The same programmes apply to both sub-regions with specific case studies characterising each particular context.

a. Current partnerships


There are three major partners involved at present in the African Centres of Excellence activities : Nortel Networks, IDRC (through its specific ACACIA Program)  and AGRA. They plan to implement 5 specific programmes as described in the table below, as well as an advanced laboratory on radiocommunication technology, in each sub-region. 

A second partnership is being established with THOMSON and the French Government for African French-speaking Countries. It will also include the implementation of specific equipment.

b. Current challenges

The Centres of Excellence activities were launched by the end of 98 with a series of pilot activities and preliminary actions aiming at the future replacement of the current contribution-based membership by a pay-per-use system, both in AFRALTI and ESMT . The implementation of the new programmes needs to confirm the feasibility and long-term sustainability of this transformation. The partnership expertise will allow the benefit from the availability of a first set of advanced training resources to be tailored to the regional context throughout the networking process.

Appropriate Steering Committees still need to be established, and the networking process is still to be developed and rooted in the operational activity of each sub-region.  



2- Americas Centre of Excellence:

After consultation with countries in CITEL, the concept of a network of partners to create the virtual organization called “Americas Centre of Excellence” has been approved and the following activities have started.

AMERICAS C. of E. on-going development 

· Implementation of a Co-ordination board, responsible for determining the activities and 
associated work plans. Appointment of a coordinator. 

· Implementation of the network of nodes, with adequate configuration of the sub-regional 
focal points and definition of relevant tasks to be carried out.

AMERICAS C. of E. innovative training actions 

· Implementation of a modular training program on regulatory issues (one expert recruited for 3 
months to conduct training material development). 
· Implementation of an advanced modular program on management issues (one expert being 
recruited for 3 months to conduct training material development). 
· Implementation of a special training program for the Caribbean sub-region. 
 
· 3- Asia and the Pacific Centre of Excellence:
The ITU is currently establishing a Centre of Excellence in Telecommunications in the Asia and Pacific area. The Centre will bring together a network of research organizations, training and education centres, policy and economic study institutions, legal organizations, universities, etc.

This web site will play a major role in the ITU Centre of Excellence by drawing together the expertise in telecommunications in organizations within the Region and from outside the Region where there is something to offer. The present demonstration is a "proof-of-concept" demonstration that extends the depth of an earlier concept web site  (http://www.aitec.edu.au/asian_itu_coe). This current web site is intended to explore ways in which the Internet might be used to support telecommunications growth and development in the Asia Pacific area and the development of the Asia Pacific Information Infrastructure.

4- New Centre of Excellence for Arab states:

A new project on Centre of Excellence for Arab States was approved in February 2000.
Further information concerning the Valetta Action Plan mandate and subsequent reports related to the Centres of Excellence may be found on the Web at http://www.itu.int/ITU-D-HRD/cexcellence.
Each Centre of Excellence having its own program and time schedule.  A further step will consist in establishing trans-regional links through the exchange of products, resources and experience.
7.6.5
Global Telecommunication University / Global Telecommunication Training Institute (GTU / GTTI )
The concept of the Global Telecommunication University and the Global Telecommunication Training Institute (GTU/GTTI) was launched at the Buenos Aires World Telecommunication Development Conference at the end of 1994. This project is the focal point for e-learning activities.  It organizes e‑learning courses using the VTC platform and assists other projects (MANDEVTEL, CoE – Centres of Excellence) in organizing e-learning activities.

Refining the concept of GTU/GTTI and analysing its feasibility took some time.  In 1996, a team of experts carried out a feasibility study.  The recommendations of this study have been guiding the activities and the evolution of the GTU/GTTI since then.  The main conclusion of this study was that the GTU/GTTI could become a self-financed institution by charging very reasonable tuition fees.  It was also recommended that the GTU/GTTI should establish partnerships with sponsors (financial partners) and course content providers (telecommunication training centres, technical universities, etc.).  The long-term objective was to evolve toward a cost recovery and demand driven institution governed by a Board of Partners (Sponsors).

Potential participants in the GTU activities then proposed to change the name of GTU to GTTI, that is the Global Telecommunication Training Institute, so as to avoid the reference to the word “University” which was considered misleading. In the current understanding, the GTTI refers to distance learning activities targeting short training courses for technicians and supervisors, while the GTU refers to distance learning activities targeting higher-level professionals. It has nevertheless been agreed to use the combined GTU/GTTI acronym in order to reflect the interest of both populations. 

At present the courses are offered free of charge and the project is looking for partners to sponsor these activities. Following the recommendations of the feasibility study, in the future, the GTU/GTTI will be funded by contributions of the sponsors as well as by charging reasonable tuition fees.  The future structure of the GTU/GTTI is shown in Figure 7.2.  As an ongoing activity, the GTU/GTTI is actively establishing links and contacts with potential partners (sponsors and course content providers) in order to enhance the programme of courses and to consolidate the achievements of the past.  This will be the base of the future GTU/GTTI organisation as a partnership venture.

The feasibility study also recommended to use the VTC as a platform and to initiate a Pilot Phase of the GTU/GTTI in order to test all the assumptions made by the team of experts.  The VTC has been an essential instrument for the success of this Pilot Phase.

During the Pilot Phase, the GTU/GTTI has been offering short distance-learning courses (continuous education programme) through the VTC.  During this period of time, other projects like the Centres of Excellence (CoE) have also organised distance-learning courses as a complement to their face-to-face courses and seminars.  A sample of distance-learning courses is in Table 7.1.  The course material can be in English, French and/or Spanish however not all the courses are available in the three languages.  

The first accredited academic education course to be offered by the GTU/GTTI will be a Master’s on Communication Management.  It is being sponsored and prepared by Cable & Wireless.  This 40 week programme is a mix of face-to-face and distance learning methods.  The English edition will start in January 2001.  It will be followed by the Spanish edition (2002) and the French edition (2003). 

	Course
	Status

	National Frequency Management
	Available (1998)

	Quality Management
	Available (1998)

	Frequency Planning for Broadcasters
	Available (1999)

	Marketing 
	Available (1999)

	Designing Distance Learning Material
	Available (1999)

	Fix Wireless Access
	Available (1999)

	Business Planning (CoE Project)
	Available (2000)

	Regulation of Telecommunications (CoE AMS Project)
	Available (2000)

	Management with Leadership (CoE AMS Project)
	Available (2000)

	Designing Training for Internet
	In preparation (2000)

	Use of Technology in Training
	In preparation (2000)

	Negotiations on Telecom Service Commerce at the WTO
	In preparation (2000)

	Telecom Security, Electronic Signatures and Certification
	Under consideration (2000)

	Implementation and Management of National IP Networks 
	Under consideration (2000)


Table 7.1   
Sample of distance learning courses and their status
The target population of the GTU/GTTI are decision makers of the telecom sector, who can introduce changes to speed up the development of the sector in their countries.  This includes top managers as well as senior professionals from telecom entities such as operators, regulators, policy makers, training and research centres, etc.


The mission of the GTU is to contribute to the development of human resources in the telecommunication sector. A special emphasis is placed on engineering and management training needs, arising from the changing environment in developing countries, as a result of privatisation, competition, the opening to the market economy, the digitalisation of networks and the introduction of new technologies and services. The purpose of the GTU/GTTI is to train for specific telecommunications needs and not to re-educate towards obtaining an academic degree.
Further information concerning the GTU/GTTI project may be found on the Web at http://www.itu.int/ITU-D-HRD/gtugtti.


7.6.6
HRD Project management 
As the activities on HRD are growing fast, because the very large demand of assistance from developing countries and countries of emerging economies, special measures are being taken to be able to manage all the mentioned projects.

The following graph shows the distribution of responsibilities in order to implement the five Centres of Excellence projects, the GTU/GTTI project as well as the rest of HRD actions required by the customers. The graph shows the need for regional BDT staff to work in close cooperation with the customers and users of the services to be provided by the different projects.

In addition to all the above mentioned projects and actions, the HRD Division organizes many other complementary activities in order to fulfil the objectives mentioned at the beginning of this section. These include:
· 
· Assistance to countries/organizations in the areas of HRD, management development, organization development and transformation. This is done through short missions sending experts to the countries (by request)


· Organization of workshops.  In order to fulfil the different needs, the MANDEVTEL project was organized. Within this project the HRD Division developed and produced the training material required for the different workshops. Additional information on MANDEVTEL  is provided in section 7.6.3.

· Publication of guidelines, manuals, reports, case studies, and especially the prestigious Human Resource Development Quarterly (in the 3 working languages: English, French and Spanish).

· Managing data bases on training opportunities and the directory of training centres and 
making them, as well as all publications and training material, available on the web.





















Several additional activities are carried-out in the BDT related with the development of human resources.  The principal ones are:

1. Training and transfer of know-how:  All the programs included in the Chapter 2 of the Valletta Action Plan, additional to the program 6 on HRD, also organisation of workshops, seminars and symposiums in the fields of the programs (Policies and strategies, new technologies, finance and costs, private sector relations, tele-centres and rural telephony, etc.) 
2. In Study Group 2, the Question 15/2 is dealing with the impact of the Telecommunications Reform on HRD.  
3. Also in the Study Groups, one special group on Human Resources has been created to provide guidance through the TDAG (Telecommunication Development Advisory Board) to the Director of BDT.
7.7
KNOWLEDGE TRANSFER 
An example of knowledge transfer is shown in Annex 7A.
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7.8
ITU PUBLICATIONS
The following ITU issued publications can lead the reader in HRD:

1. Competitive Transformation of Telecommunication Organizations – MANDEVTEL, 1997, Separate editions in E, F, S
2. The Virtual Training Centre, 1998
3. Designing Distance Learning Material

4. Using the Internet for Distance Learning

5. Manual on Mobile Communications Development, 1997

6. Reference Manual – Guide for the Production of a Diagnosis-Evaluation and Plan for Establishing or Improving a Telecommunication Training System, 1997

7. Useful Reading for Directors and Managers – General Principles of Telecommunication Management (Volume I) 1993

8. Useful Reading for Directors and Managers – General Principles of Telecommunication Management (Volume II) 1996

9. Directory of Training Centres 5th edition – January 1998

10. Training Development Guidelines, 1994
11. Training Handbook on Rural Telecommunications (first part), Separate edition
Annex 7A
INNOVATIVE KNOWLEDGE TRANSFER EXAMPLE

(as offered by Alcatel)
1
Introduction

The liberalization and deregulation of the telecomms markets in numerous countries has provided opportunities for competition among telecomms operators. As a result a variety of new entrants are showing up in those markets. 

In view of the fierce competition with its effect of significantly shrinking tariff levels (and margins) there is wide awareness between the new operators that concentrating on the core business of a telecom service provider - service innovation and successful marketing - will decisively strengthen an operator’s competitive position.

It is generally accepted that the “Cost-of-Ownership” - a catch phrase that encompasses all economical aspects of a network ownership from procurement to operating and continuous optimisation - is a key factor in achieving this goal.

Network Operator Services (NOS) helps operators to reduce time to market, cut costs, provide efficient customer care and gain increased revenues.

A totally new approach is needed to cope with these challenges. To be innovative, support service offerings must be based on thoroughly tested, state of the art design, but nonetheless, on tailored concepts addressing principle return-on-investment concerns of telecom operators.

New, more stringent operational relations between the network operator and supplier are based on remote access/online procedures utilizing the telecom infrastructure of public networks with ISDN subscriber lines, corporate networks and the Internet as a platform.

A typical example of these Network Operator Service solutions is the Operator Information Centre (OIC).

2
The OIC concept 

The Operator Information Centre is an integrated documentation transfer and training service to assure instant availability of information and know-how at any time at every workplace for the optimum qualification of the operator’s personnel. This fully integrated concept amalgamates know-how transfer by electronic documentation, correlated computer-based-training and virtual classroom training, backed-up by online tutorial support.
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The OIC services can be grouped into four categories:

· Documentation Database

· Interactive Training

· Customer Support

· Helpdesk.
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3
The OIC services

· OFFERING TELE-TEACHING ON DEMAND 

Tele-Teaching sessions are the method of choice for cost efficient and flexible training courses. The Tele-teaching application is based on standard Internet techniques.

OFFERING REMOTE ACCESS TO TRAINING HARDWARE
The OIC enables your staff to have remote access to the hardware equipment located at the Training Centres at any time. To access these devices, you simply have to dial a pre-assigned phone number.
OFFERING HELPDESK FUNCTIONALITY
In addition to the pure on-line training session, a helpdesk function is offered as well. Here the trainee can get in direct contact with the trainer and have his questions answered in an interactive mode.

There are different levels of this helpdesk functionality available:

- via phone 

- via e-mail

- via videoconference.

· OFFERING ON-LINE ACCESS TO DOCUMENTS

Starting from the OIC home page located on a central web server, you can click on links to move to different sources of information. An efficient information structure ensures easy and fast navigation.

The OIC server contains on the one hand all documentation related to the offered training courses, that is, all the charts shown during the courses, glossaries and additional sources of information (books, Computer Based Training sessions, standards, etc). On the other hand, the entire product and network documentation is available on the same server as well.

4
The OIC benefits

· UP-TO-DATE INFORMATION

OIC provides staff with the information they need. The ideal combination of training, documentation and operational data enables one to work in an adequate way. It is very easy to be trained on new features of the network, to look up some information in a computer-based training or to exchange experiences with other experts in the User Forum of the OIC server. Everything is just one mouse click away from your desk. Always the latest set of documents is available on the OIC server. The documentation system automatically indicates, if there is a new version of documents available on the central server. This ensures that the staff at all your sites will have the latest information on hand.
· EASY ACCESS

The OIC server is just one mouse click away from the desk. Standard browser technology and a database structured to ones needs provide exactly with the information  needed.

Integrated search mechanisms and hyperlinks make it easy to navigate within the provided information.
· DISTRIBUTION

As the OIC solution is based on electronic documents stored on a central server, distribution of documents within a company is no longer an issue. There is no longer the need to handle large sets of paper documentation or exchange pages for updated documents with all the administrative burdens behind it. As soon as the information is on the server, staff can access it from anywhere.

· EFFICIENCY

OIC is designed to assist staff in their day-to-day job. Access to a user forum containing News Groups and answers to Frequently Asked Questions provides an operational environment that enables staff to handle their tasks quickly and efficiently by having all the information at hand, with links to related documents and tools, makes it easy to keep the network up and running.

· TIME SAVINGS

Embedded search mechanisms make it very easy to find specific information in the electronic documentation. Normally a user will not read the documentation page by page like a book, but will jump between different chapters and even folders to find useful information. This is very easy with an electronic system in contrast to paper-based documentation.
· INCREASED FLEXIBILITY

Using Tele-teaching methods increases the flexibility of training sessions. As soon as 

new features or services are implemented in the network a training session can be held to keep staff updated. With the remote access to the training hardware devices, immediate hands-on experience can be gained. Whenever there is the need to refresh know-how, the direct access to the training documents and the computer based training sessions on the centre OIC server offer a time and location independent solution.

· LOWER TRAINING EXPENSES
Offering training sessions via videoconference relieves the problem of staff being unavailable during training sessions. It is no longer necessary to have expensive trips for training purposes. All necessary know-how can be transferred within ones premises.
ANNEX 7B

ITU-D/CABLE & WIRELESS TRAINING SCHEME

Background information*
Since the creation of the development sector within the ITU, BDT has established an excellent relationship with Cable & Wireless which builds upon the ‘ITU and Cable & Wireless Training Scheme’ that began during Telecom91.

There is a series of programmes developed by Cable & Wireless that is a route to the ITU Global Telecommunication University.  BDT contributed to the development of the Masters Degree in Communications Management, which will commence in 2001.

MASTER OF COMMUNICATIONS MANAGEMENT

(as offered by ITU/Cable & Wireless)

Offers the opportunity for Communications professionals to participate in the Master of Communications Management programme.

The purpose of this course is to equip participants with the sophisticated management skills required to address critical strategic issues within the rapidly changing communications environment.

What the course will cover
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The Communications Environment and Markets
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Strategic Business Planning in Communications

[image: image9.png]



Organizational Change and Technology in a Competitive Environment
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The Principles and Practice of Communications Policy
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Communications Management
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E-Commerce and its Impact
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Communications Law
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International Joint Ventures and Strategic Alliances
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Customer-focused Management in Communications
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Risk and Project Management of Projects in Communications
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Management of Employee Relations in Communications

Participants will normally be managers who have been identified as having the potential to achieve senior positions within their organizations.

An appropriate Bachelor’s degree and a good command of the English Language are pre-requisites for this programme.

For further information please contact:

Telephone: +44 24 76292029

Fax: +44 24 76868657

E-mail: ir.admin@cwplc.com












Figure 7.16.2  


Example of screen of a typical distance-learning course
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Participants


Managers & Senior Professionals from operators, regulators, Administrations, etc.





Content providers


Telecom. Training Centres, Technical Universities, etc.





Infrastructure


Operators, manufacturers, ISPs. Administrations, etc.





Funding Sponsors


Development Agencies and Banks, operators, manufacturers, etc.





GTU/ GTTI





Figure 7.26.41


Sponsors of the GTU/GTTI 





Training material of the module is downloaded by clicking here





This area shows the content of the selected module as well as questions and answers which are related to it.





Module 8 has been selected and  expanded





Table of Contents.


The list of modules is shown here








* From BDT Secretariat
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