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1
Introduction

This study was conducted at the request of the Telecommunication Development Bureau (BDT) of the International Telecommunication Union (ITU) with a view to constructing a scenario, on the basis of four case studies covering Burkina Faso, Cameroon, Guinea and Senegal, for development of the human resources of incumbent operators in West and Central Africa.

The expected results are due to be presented at the next meeting of ITU-D Study Group 1/Question 15/2.

The study mainly covers the countries in the sphere of influence of the Ecole Supérieure Multinationale des Télécommunications (ESMT) located in Dakar. ESMT was founded in 1981 when six West African countries (Benin, Burkina Faso, Mali, Niger, Senegal and Togo) decided to pool their resources for the initial training of engineers and the further training of technical staff employed by telecommunication operators. The group expanded with the later addition of Mauritania and Guinea.
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Apart from the member countries, the whole of West and Central Africa, having French as its common language, makes more or less intensive use of ESMT services, except for Cameroon ‑ which has the Ecole Nationale Supérieure des Postes et Télécommunications - and Côte d'Ivoire.

The choice of the range covered by ESMT also corresponds to the demarcation made by ITU in its institutional support to sub-Saharan Africa in the area of the development of telecommunication skills. Following the pattern established for other regions, ITU opted for ESMT in Dakar in French‑speaking Africa and AFRALTI in Nairobi in English‑speaking Africa, doubtless for their potential and their subregional character, with a view to helping them transform themselves into centres of excellence in the field of training senior telecommunication staff.

The area chosen is a fairly homogenous entity, having a common historic heritage, the same level of economic development and, with the exception of Mauritania and Guinea, belonging to the same monetary area - the CFA franc zone, which comprises the West African Economic and Monetary Union (WAEMU) and the Central African Economic and Monetary Community (CAEMC).

It should be noted, however, that because of the almost endemic political disturbances and civil wars of the last ten years, the Central African Republic, the Republic of the Congo and Chad have suffered major delays in the normal development of their telecommunication networks and are seriously lagging behind the other countries of the region. Since the factors producing this situation are of an external nature, it was considered more logical not to include the latter countries in this study.

Hence the study covers the following countries:

•
Benin, Burkina Faso, Côte d'Ivoire, Guinea, Mali, Mauritania, Niger, Senegal, Togo (West Africa);

•
Cameroon, Gabon (Central Africa).

2
Economic and political context of the telecommunication sector in West and Central Africa

It has to be admitted that, forty years after achieving independence, the West and Central African countries covered by this study still display clear features of underdevelopment and almost all belong to the category of the least developed countries (LDCs).

As with the whole of sub-Saharan Africa, the 11 countries concerned have been experiencing rapid demographic growth of around 2.5% per year and represent an enormous market of over 94 million inhabitants. The main problem arising from this is the disproportion between resources and population, and the socio-economic integration of the youngest groups in society. The under‑20s represent over 60% of the population. The extreme youthfulness of the population no doubt generates dynamism and progress, and this is a positive element in the development of telecommunications, but at the same time it is a source of political instability in the economic and social context of the countries concerned.

The biggest change in West and Central African society, however, is the rapid pace of urbanization. With the notable exceptions of Burkina Faso and Niger (where the rate of urbanization stands at 16.9% and 19.1%, respectively), all countries of the subregion are affected by this phenomenon, the relentlessness of which is a frequent source of concern, always posing problems relating to urban development, industrial installations, employment and security.

In recent years these countries have experienced a substantial increase in economic growth. However, growth in per capita GDP has been counterbalanced by strong demographic growth.

In addition, because there has been little diversification of resources, the West and Central African countries are heavily dependent not only on a few key sectors that are vulnerable to external disruption and unforeseen natural disasters but also on aid needed for funding development. They are mainly exporters of basic products (from the oil, agriculture and mining sectors). Industry is 

underdeveloped or virtually non-existent in some cases. Such constraints reduce the countries' capacity for internal saving. Moreover, the scarcity of skilled technical staff continues to hamper improvement in social indicators.

Nevertheless, since the 1994 devaluation of the CFA franc (the currency used by most of the countries), the subregion has seen economic growth of around 5%, mainly from investment and domestic consumption, the latter fuelled by the rise in purchasing power of the producers of export crops.

This momentum continued until 2000, when sub-Saharan Africa was considered the most dynamic geographic zone with a growth rate close to 4%, while global growth stood at about 2.8% (World Outlook 2000).

As for the future, certain sectors of activity such as telecommunications will, on account of their favourable prospects, play a bigger part than others in improving the economic situation of this part of the world. Thus, according to an UNCTAD survey in 44 countries concerning investment in Africa, the branches that are currently the most attractive should continue to grow. Also, over the most recent period, the telecommunication, agri-food and tourism sectors are occupying the top positions. Over the next five years, because of the liberalization process and the mobile telephony revolution, the telecommunication sector faces even greater opportunities.

However, the economic situation and the development efforts of the West and Central African countries are still heavily affected by the political upheaval associated with the growing pains of the democratic experience. The case of Côte d'Ivoire, which has become unstable since 2000 and which was thought to be beyond the reach of disruptive influences, is a perfect example of this.

Table 1

Economic and social indicators of the countries of the subregion

	
	Surface area (km²)
	Population
(millions)
1999
	Per capita GDP
1999
	Annual demographic growth
1997-2015
	Life expectancy
1999

	Benin
	110 620
	
6.2
	
397
	
2.6
	
53.4

	Burkina Faso
	273 600
	
11.8
	
240
	
2.8
	
44.4

	Cameroon
	465 400
	
14.2
	
671.4
	
2.4
	
54.7

	Côte d'Ivoire
	318 000
	
16.4
	
790
	
2
	
46.7

	Gabon
	267 667
	
1.14
	
3 900
	
2.1
	
54.2

	Guinea
	245 720
	
7.2
	
520
	
2
	
46.5

	Mali
	1 220 190
	
10
	
280
	
2.6
	
53.3

	Mauritania
	1 025 220
	
2.5
	
460
	
2.6
	
53.5

	Niger
	1 266 700
	
10.6
	
200
	
3
	
48.5

	Senegal
	192 530
	
9.4
	
600
	
2.5
	
52.3

	Togo
	54 390
	
4.6
	
356
	
2.6
	
48.8

	Total 11 countries
	5 440 037
	
94
	
8 414
	
	


Table 2

	
	Urban population
(%)
1999
	Infant mortality rate
(per 1 000)
1999
	Adult literacy rate
(%)
1999
	School enrolment ratio, all levels (%)
1999
	Population without access to drinking water (%)
1999
	Population without access to health services (%)
1999

	Benin
	
39.9
	102
	
33.9
	42
	44
	58

	Burkina Faso
	
16.9
	110
	
20.7
	20
	58
	30

	Cameroon
	
46.4
	64
	
71.7
	43
	50
	85

	Côte d'Ivoire
	
44.7
	90
	
42.6
	40
	58
	40

	Gabon
	
52.2
	85
	
66.2
	60
	33
	13

	Guinea
	
30.6
	126
	
37.9
	28
	54
	55

	Mali
	
28.1
	145
	
35.5
	25
	34
	80

	Mauritania
	
54
	120
	
28.4
	41
	26
	70

	Niger
	
19.1
	191
	
14.3
	15
	52
	70

	Senegal
	
45
	72
	
34.6
	35
	35
	37

	Togo
	
31.7
	78
	
53.2
	61
	45
	n/a

	Source: UNDP Report 1999


3
Features of the telecommunication market in West and Central Africa

With few exceptions, the telecommunication market in Africa was almost completely stagnant until the second half of the 1990s. Several indicators bear witness to this and its effects are still visible.

Low teledensity with unequal rates of growth

In 1999 there were only 15 943 842 telephone lines (fixed and mobile) in sub-Saharan Africa for a population of 646 million, i.e. a penetration rate of 2.5 telephones per 100 inhabitants. Not counting southern Africa, the 40 remaining countries have an average teledensity of 0.7%. This prompted the remark by the South African telecommunication minister, quoted in the Financial Times, that the city of Tokyo alone had more telephone lines than the whole of the African continent.

For the countries under consideration, the statistics reflect the reality of sub-Saharan Africa, with the exception of Gabon, Côte d'Ivoire and Senegal, where the standard of living is a little higher. Generally there is a strong correlation between per capita GDP and teledensity. It is therefore puzzling that Cameroon occupies seventh place in the teledensity table while coming third out of the 11 countries of the subregion with respect to per capita GDP.

Table 3

	
	Surface area (km²)
	Population
(millions)
1999
	Per capita GDP (USD)
1999
	Main lines
1999 (e)
	Cellular subscribers
1999 (e)
	Total access
1999 (e)
	Teledensity per 100 inhabitants
1999 (e)

	Benin
	110 620
	
6.2
	
397
	42 189
	10 404
	52 593
	
0.8

	Burkina Faso
	273 600
	
11.8
	
240
	47 300
	5 000
	52 300
	
0.4

	Cameroon
	465 400
	
14.2
	
671.4
	95 000
	11 585
	106 585
	
0.8

	Côte d'Ivoire
	318 000
	
16.4
	
790
	219 300
	257 100
	476 400
	
2.9

	Gabon
	267 667
	
1.14
	
3 900
	38 000
	8 900
	46 900
	
4.1

	Guinea
	245 720
	
7.2
	
520
	30 097
	22 200
	52 297
	
0.7

	Mali
	1 220 190
	
10
	
280
	29 434
	7 403
	36 837
	
0.4

	Mauritania
	1 025 220
	
2.5
	
460
	17 300
	0
	17 300
	
0.7

	Niger
	1 266 700
	
10.6
	
200
	21 259
	2 282
	23 541
	
0.2

	Senegal
	192 530
	
9.4
	
600
	165 900
	73 500
	239 400
	
2.5

	Togo
	54 390
	
4.6
	
356
	37 000
	14 500
	51 500
	
1.1

	Total 11 countries
	5 440 037
	
94
	
8 414
	742 779
	412 874
	1 155 653
	
1.2


However, with sustained investment in the telecommunication sector and, in particular, the exponential rates of growth in mobile telephony, the movement towards the democratization of telephony in Africa seems well and truly under way.

By way of illustration, the four countries chosen for the case studies have recorded the following rates of growth in total subscriber numbers (main lines and mobile) between 1999 and 2000: +52% for Burkina Faso; +134% for Cameroon; +16% for Guinea; and +103% for Senegal.

Heavy bias towards urban areas

The ratio between lines in the capital cities and the total population highlights the heavy bias towards urban areas in telephone distribution, with rural areas severely under equipped. For example, 77% of the network is concentrated in Abidjan (Côte d'Ivoire), 85% in Nouakchott (Mauritania) and 75% in Bamako (Mali), while Dakar and the surrounding region account for over half the telephones in Senegal.

On the other hand, the average distance between telephones in rural areas is around 50 kilometres.

With programmes already under way and still pending for privatization and liberalization of the telecommunication sector, extra vigilance is required from the authorities, and in particular from the established regulatory authorities, so that the objective of universal service does not remain an empty catchphrase in Africa. It should be borne in mind that the developed countries did not  reorganize their telecommunication sectors until after universal service had been established.

The fact is that the extremely poor economy of the rural areas, combined with the currently exorbitant cost of rural telecommunications  - in Mali, for example, the unit cost for connection in rural areas is five to ten times higher than in urban areas - , means that only sustained political will from governments reinforced by licensing agreements with telecommunication operators (fixed and mobile) and consistent monitoring by regulators can create hopes for a decent telephone penetration rate in rural areas.

Development of telecentres

Telecentres are shops open to the public for the "retail sale" of the telephone service using lines leased from the incumbent operator. Since they first appeared in Senegal in 1992, they have been extremely successful in West and Central Africa. In addition, thanks to the high profitability of the lines allocated, they have contributed significantly, through investments raised, to improvements in infrastructure and to making fixed telephony more widely available in the region, particularly in rural areas, where they sometimes constitute the only subscriber in a village.

The telecentre phenomenon therefore appears to be firmly established, in terms of infrastructure, connectivity (being able to call and, often, be called) and economics (development of trade and creation of jobs). In terms of economic aggregates in telecommunications, they help to relativize the significance of teledensity indicators in Africa and boost the notion of accessibility to the telephone.

Low quality of service and overstaffing

The table below shows that, apart from the notable exception of Senegal, a great deal of work has to be done - and can be done - to improve quality of service and staff productivity among telecommunication operators in the subregion. The same applies to most operators in sub-Saharan Africa and the situation has hardly changed since 1998.

	
	Rate of line faults per year (%)

ITU/1998
	No. of main lines per employee

ITU/1998

	Benin
	
76.0
	
30.0

	Burkina Faso
	
70.9
	
33.0

	Cameroon
	
73.0
	
41.0

	Côte d'Ivoire
	
99.0
	
47.0

	Gabon
	
67.0
	
48.0

	Guinea
	
70.7
	
45.0

	Mali
	n/a
	
20.0

	Mauritania
	
138.0
	
32.0

	Niger
	n/a
	
13.0

	Senegal
	
23.4
	
103.0

	Togo
	
60.0
	
37.0


Extremely high tariffs and lucrative international traffic

Tariffs still applied today to the fixed network in most of West and Central Africa are paradoxical: they are extremely expensive for people with low purchasing power and penalize rural areas in particular. However, new policies are emerging that seek to bring telephony within reach of the greatest possible number of people. Despite regular reductions, tariffs for calls are often high. The problem is that, unlike for the development of telephony in high-income countries, cross‑subsidization between business and domestic telephony has not really worked, whereby tariff policies ensure operators have a slow but steady return on investment with their domestic clientele, while their business customers are a source of colossal profits, in particular on international traffic.

This explains the lack of movement in reducing local tariffs in most of the subregion. On the other hand, some countries such as Senegal and Côte d'Ivoire have already begun a policy of lowering taxation on international calls in order to forestall the imminent entry of competitors into the field of fixed telephony.

In addition, countries such as Mali that are planning imminent liberalization of fixed telephony may provide a severe test for incumbent operators. A larger number of other countries have opted for a transition period between privatization and the total opening up of markets in order to give incumbent operators time to prepare.

Future structure of the telecommunication market

With mobile telephony already liberalized in all West and Central African countries, and this segment of telecommunications being extraordinarily dynamic (with relatively low costs, easier and quicker network roll‑out and prepayment schemes geared to the local mentality), mobile phones are taking over from traditional fixed line handsets. In Côte d'Ivoire this was already happening in 1999 (257 100 cell phones compared with 219 300 fixed lines). Senegal followed suit in 2000, and May 2001 Economia projections for the country until 2003 show mobile phones outnumbering fixed lines by a ratio of 3.2 to 1 (884 000 GSM compared with 275 000 main lines). Apart from minor differences, it will be the same situation for nearly all countries of sub-Saharan Africa.

Hence mobile phones will gobble up some of fixed telephony's market share, with a sharp drop in revenue per mobile subscriber on top of that because of the ever-growing predominance of prepayment. This dual phenomenon is likely to apply downward pressure to the system of local tariffs for fixed telephony.

Another element in the competition between various telephony products is the advent of IP networks, IP telephony and the Internet. In 1999 and 2000 all the West and Central African countries experienced a massive expansion of the Internet through the redevelopment of telecentres into "cyberspaces" or "cybercentres", the proliferation of African websites and exhibitions of new technologies (SINEC in Dakar, etc.), and the interest stimulated by Internet telephony and even VoIP, for which the national IP network in Senegal was installed.

In the medium term, with the maturity of the services offered, there is no doubt that IP telephony will force its way into the African fixed telephony market, tariffs for which are still considered expensive by business people and remain inaccessible for most of the population.

Moreover, it cannot be ruled out that by 2005 or even earlier the access network will be the subject of a fierce competitive struggle, similar to what is happening at present in Europe with unbundling of the fixed distribution network (xDSL) and wireless local loop licences. Numbers surfing the Internet will be considerable and passband problems will be a concern for users.

On the other hand, there may still be scepticism with regard to video via mobile (WAP, GPRS and UMTS). These have already had problems getting off the ground in Europe. In Africa it is uncertain whether these new technologies will have the same success as the Internet or GSM. It should not be forgotten that the GSM economic model is based in particular on small-scale revenue, with access to mobile telephony made possible by prepayment.

4
Restructuring of the telecommunication sector in West and Central Africa

Africa as a whole, and in particular West and Central Africa, has long been lagging behind in worldwide telecommunication restructuring, which began in the early 1980s in the United States and the United Kingdom.

Unlike the organized and coordinated process of change implemented by the European Community, restructuring has been somewhat erratic in Africa, with each country doing things its own way. Some countries, such as Benin, have still been at the stage of separating posts and telecommunications, while others such as Senegal already reached this point in 1985. In addition, Guinea privatized its incumbent operator in December 1995, opening up 60% of its capital to Telecom Malaysia Berhad, while most countries in the subregion will not follow the general trend until 2000, 2001 or even 2002. Meanwhile Côte d'Ivoire and Senegal surrendered a share of their operators' capital to France Télécom, or more specifically its international offshoot France Câbles et Radio.

As regards mobile telephony, however, the markets have been opened up to competition at a steadier pace. An oligopolistic system has been applied almost everywhere, with two or three operators, generally including a subsidiary of the incumbent operator. In the same way, value added services (such as the Internet, teleservices, etc.) have been opened up to competition.

By contrast, fixed telephony remains for the time being a bastion of the incumbent operators' monopoly with the argument ‑ which is not without sense ‑ that a period of preparation is necessary, the lack of which led to the demise of the incumbent operator in the case of the Democratic Republic of Congo. Mali is also moving towards this system and the experiment is being closely watched by sector professionals in neighbouring countries since, if it succeeds, it may trigger calls for an early abolition of the fixed telephony monopoly.

In order to achieve even-handed treatment of relations between the State and players in the liberalized telecommunication market (management of the spectrum resource), to enable the authorities to safeguard the general interest (development of universal access) and to allow the necessary interconnection of competitors (transparency of services for users), regulatory bodies are being set up.

The following table summarizes the progress made on all national projects.

	
	Privatization of incumbent operator
	End of monopoly
	Independent regulatory body

	
	
	Fixed
	Mobile
	

	Benin
	No
	No
	In progress
	No

	Burkina Faso
	In progress
	No
	Yes
	Yes

	Cameroon
	In progress
	No
	Yes
	Yes

	Côte d'Ivoire
	Yes
	No (2004)
	Yes
	Yes

	Gabon
	No (2001)
	No
	Yes
	No

	Guinea
	Yes
	No
	Yes
	No

	Mali
	In progress
	Yes (2001)
	Yes (2001)
	No

	Mauritania
	Yes
	No
	Yes
	Yes

	Niger
	In progress
	No
	No
	No

	Senegal
	Yes
	No (2004)
	Yes
	No

	Togo
	No
	No
	Yes
	No


5
Evolution of operators' human resources requirements in West and Central Africa

The aim of this chapter is to use the provisional results of the case studies concerning the incumbent operators of Burkina Faso, Cameroon, Guinea and Senegal in order to propose a scenario for the development of human resources for the whole of the subregion, which appears a homogenous entity in terms of the subject of this study.

5.1
Methodology

The analysis of the future evolution of human resources conducted in the case studies is based on the distribution of staff according to field of activity, professional level and functional position, in accordance with the ITU's classification grid.

The analysis used the following headings:

Seven fields of activity:

•
Sales and marketing

•
Local loop, Access network

•
General network production

•
General network operation

•
Finance and planning

•
Human resources

•
Administration and logistics.

Seven professional levels:

•
Level 1:


Unskilled workers and employees

•
Level 2:


Semi-skilled workers and employees

•
Level 3:


Skilled workers and employees

•
Level 4:


Supervisors

•
Levels 5 to 7:
Engineers, managers and senior managers.

Three functional positions:

•
Category 1:

Field staff in direct contact with customers and performing "front-line" operational activities

•
Category 2:

Local staff supporting "front-line" staff

•
Category 3:

Support staff working in central or national services.

By means of this classification grid, staff are distributed dynamically (2000-2005), in terms of staffing levels, age and remuneration.

5.2
Observations and analysis

From the results of this classification and projections for the period, it is possible to make observations and arrive at convergences between the various studies.

Observation 1: Need for downsizing (through voluntary redundancies and early retirement). The table below makes it abundantly clear that quality of service and staff productivity are extremely limited compared with that of Senegal, which improved these indicators before privatization of the incumbent operator in 1997.

	
	Rate of line faults per year (%)

ITU/1998
	No. of main lines (fixed) per employee

ITU/1998

	Benin
	
76.0
	
30.0

	Burkina Faso
	
70.9
	
33.0

	Cameroon
	
73.0
	
41.0

	Côte d'Ivoire
	
99.0
	
47.0

	Gabon
	
67.0
	
48.0

	Guinea
	
70.7
	
45.0

	Mali
	n/a
	
20.0

	Mauritania
	
138.0
	
32.0

	Niger
	n/a
	
13.0

	Senegal
	
23.4
	
103.0

	Togo
	
60.0
	
37.0


The most sensible options would appear to be as follows:

•
Require operators seeking a share of the incumbent operator's capital to reduce staffing levels before the final award of the contract, so as to avoid the problems associated with planned redundancy schemes, or;

•
Provide for a short moratorium after privatization.

At all events, such adjustments related to human resources should be implemented before a total opening up of the fixed telephony market, otherwise this would be serious handicap in relation to other competitors, which would not hesitate to poach the best staff from the incumbent operators, thanks to the comparative advantage the former would have over the latter with respect to social security costs.

	
	Total workforce
	Total main lines (fixed)
	Main lines (fixed) per employee

	
	2000
	2005
	Growth (%)
	2000
	2005
	Growth (%)
	2000
	2005
	Growth (%)

	Burkina Faso
	1 270
	1 010
	
(20.47%
	53 000
	125 255
	
136.33%
	42
	124
	
197.15%

	Cameroon
	2 195
	2 429
	
10.64%
	100 000
	255 000
	
155.00%
	46
	105
	
130.48%

	Guinea
	818
	965
	
17.99%
	85 000
	136 893
	
61.05%
	104
	157
	
51.09%

	Senegal
	1 388
	1 500
	
8.07%
	205 888
	330 000
	
60.28%
	148
	220
	
48.31%


As regards Cameroon and Burkina Faso, voluntary redundancy schemes are planned during the period in question (albeit on a smaller scale for Cameroon). At all events, the resulting high increase in productivity can be seen, even where the latter can be partly attributed to exceptional performance in increasing the total number of main lines.

The Senegalese operator implemented three planned redundancy schemes for a quarter of its staff between 1996 and 1999. By contrast, staff numbers in Guinea continue to grow according to a moderate but steady trend. This might be due to the fact that there are no plans for liberalization during the period under consideration, but it certainly cannot be attributed to the goal of increasing the total number of lines by 2005, which appears a modest target.

In which areas should voluntary redundancies be encouraged? The following may be mentioned:

•
Categories of job in decline:

(
former telephonists who have survived automation of telephony on social grounds, their employability remaining problematic because generally they have no basic education;

(
telex service staff (as above);

(
security staff, drivers and secretaries now surplus to requirements because of rationalization of the organization;

(
etc.

•
Some older technicians on the access network without basic education who are difficult to redeploy in an increasingly demanding environment.

•
In general, all older persons who wish to leave the enterprise.

Observation 2: In terms of how the evolution of human resources is spread over the various fields of activity, the following trends have been recorded:

	
	Burkina Faso
	Cameroon
	Guinea
	Senegal
	
General trend

	
	2000
	2005
	2000
	2005
	2000
	2005
	2000
	2005
	

	Sales and marketing
	
22.83%
	
35.00%
	
9.43%
	
24.00%
	
35.21%
	
20.00%
	
32.06%
	
38.00%
	Big increase everywhere except Guinea, which shows substantial decrease

	Local loop, Access network
	
26.14%
	
25.00%
	
10.25%
	
19.00%
	
18.58%
	
21.00%
	
18.88%
	
23.50%
	Substantial increase except in Burkina Faso

	General network production 
	
3.31%
	
4.50%
	
1.09%
	
8.00%
	
5.26%
	
7.00%
	
16.50%
	
11.50%
	Divergent trends

	General network operation
	
13.31%
	
10.00%
	
37.08%
	
17.00%
	
15.16%
	
15.00%
	
2.74%
	
5.00%
	Divergent trends

	Finances and planning
	
4.10%
	
5.50%
	
19.36%
	
12.00%
	
4.28%
	
9.00%
	
8.50%
	
10.00%
	Average increase everywhere except Cameroon, which shows substantial decrease

	Human resources
	
3.23%
	
5.00%
	
3.60%
	
6.00%
	
4.89%
	
6.00%
	
2.81%
	
3.50%
	Slight increase everywhere

	Administration and logistics
	
27.09%
	
15.00%
	
19.18%
	
14.00%
	
16.63%
	
22.00%
	
18.52%
	
8.50%
	Substantial decrease everywhere except Guinea, where the rise appears to offset the opposite trend in the commercial sector


In general there is a certain coherence in staff evolution by field of activity. The mixed results displayed by the two general network fields (production and operations) can be attributed to whether or not account was taken of telemonitoring or teleaction systems on the general network (TMN for switching and transmission, automated fault management system on the local loop, etc.).

Comments on factors of change

	
	Growth
	Adaptation objectives in the new environment

	Commercial
	Substantial
	Overall quality, customer-oriented activity, competition, management of customer relations

	Customer access network
	Medium
	Overall growth, new specialist networks

	General network production
	None
	

	General network operation
	Negative
	Network monitoring and teleaction system (TMN, etc.), move towards commercial set-up (technical backup, major accounts) or towards NICT

	Planning and finance
	Slight
	Financial reporting (parent company), cost accounting, short deadlines for financial statements (group consolidations)

	Human resources
	Slight
	Management of change, redeployment of staff, posts and skills management, career management, motivation

	Administration and logistics
	Substantial decrease
	General surplus of staff, deployment


Observation 3: Need to reinforce intermediate training (level 4 of ITU professional hierarchy, corresponding to BAC+2 in recruitment). This type of staff is generally lacking in the commercial sectors (face-to-face and telephone reception work, business agents, etc.). They are the vectors in the operational transformation from a technology-oriented to a service-oriented enterprise. In some cases there should be no hesitation about recruiting young staff who have gained experience elsewhere in firms operating in a highly competitive environment, since commercial know-how is primarily acquired in the field.

Observation 4: Need to appoint specialist managers for hierarchical levels 5 to 7 in the fields of marketing, new technologies (IN, TMN, IP, xDSL, WLL, etc.) and management (overall quality, business plan, cost accounting, financial reporting, management control, etc.)

	Professional levels
	Burkina Faso
	Cameroon
	Guinea
	Senegal
	General trend

	
	2000
	2005
	2000
	2005
	2000
	2005
	2000
	2005
	

	5 to 7
	
11.56%
	
12.93%
	
2.78%
	
6.32%
	
23.59%
	
15.97%
	(
	(
	Increase (normal trend) except in Guinea

	4
	
19.82%
	
34.32%
	
11.98%
	
18.56%
	
15.53%
	
15.57%
	(
	(
	Substantial increase everywhere (normal trend), although less marked in Guinea

	3
	
39.87%
	
33.56%
	
26.20%
	
35.89%
	
26.89%
	
31.69%
	(
	(
	Increase for two countries (normal trend: slight increase), decrease for Burkina Faso

	2
	
20.17%
	
14.85%
	
36.22%
	
29.84%
	
11.98%
	
26.84%
	(
	(
	Substantial decrease (normal trend) for two countries, increase for the third one

	1
	
8.58%
	
4.35%
	
22.82%
	
9.39%
	
22.00%
	
9.93%
	(
	(
	Substantial decrease everywhere (normal). Major adjustments made in Guinea and Cameroon, though how is not known, with virtually no voluntary redundancies or early retirements

	Total
	100%
	100%
	100%
	100%
	100%
	100%
	
	
	


Observation 5: Substantially strengthen functional category 1 (staff in direct contact with customers: sales staff, line engineers, debt collectors, etc.) and perhaps slightly strengthen functional category 2 (local support services), in the knowledge that, with extensive computerization of the management of business relations, category 2 will become more geared to customer contact. By contrast, category 3 (central services) will have to be reduced.

	Post category
	Burkina Faso
	Cameroon
	Guinea
	General trend

	
	2000
	2005
	2000
	2005
	2000
	2005
	

	1
	342
	26.93%
	323
	31.96%
	1 164
	53.03%
	1 055
	43.46%
	386
	47.19%
	469
	48.60%
	Increase

	2
	310
	24.41%
	264
	26.12%
	489
	22.28%
	518
	21.34%
	250
	30.56%
	317
	32.85%
	Stable

	3
	618
	48.66%
	423
	41.92%
	542
	24.69%
	855
	35.20%
	182
	22.25%
	179
	18.55%
	Decrease

	Total
	1 270
	100%
	1 010
	100%
	2 195
	100%
	2 429
	100%
	818
	100%
	965
	100%
	


Observation 6: Salaries showing moderate increases

Trends in the breakdown of gross annual salaries by professional level
(in CFA franc millions)

	Professional levels
	Burkina Faso
	Cameroon
	Guinea
	General trend

	
	2000
	2005
	Growth (%)
	2000
	2005
	Growth (%)
	2000
	2005
	Growth (%)
	

	5 to 7
	988
	1 344
	
36.08%
	1 171
	3 481
	
197.19%
	1 042
	1 034
	
(0.74%
	Substantial increase essentially due to salary rises in Burkina Faso and Cameroon. In Guinea salaries are stable as workforce numbers are constant

	4
	830
	2 045
	
146.46%
	2 051
	4 153
	
102.43%
	533
	784
	
47.07%
	Substantial increase owing to staffing levels for Burkina Faso and Cameroon. Guinea shows a rise in salaries (constant staff numbers)

	3
	1 548
	1 570
	
1.43%
	3 450
	6 177
	
79.04%
	792
	1 369
	
72.85%
	Variations due to staffing levels (+/-)

	2
	592
	506
	
(14.52%
	2 862
	3 081
	
7.67%
	294
	966
	
228.63%
	Variations due to staffing levels (+/-). Exceptional rate of increase in Guinea, however, not only because of increase in staff numbers (large increase in salaries)

	1
	184
	101
	
(45.10%
	902
	485
	
(46.24%
	378
	250
	
(33.78%
	Decrease everywhere due to large decrease in staff numbers

	Total
	4 141
	5 566
	
34.39%
	10 436
	17 376
	
66.50%
	3 040
	4 404
	
44.90%
	Modest overall increase over the period. In Senegal privatization has been exceptionally advantageous for staff: incomes (salaries and dividends) have more than doubled between 1997 and 2000, with more substantial rises for levels 5 to 7 (market-indexed). Liberalization due in 2004 may well increase salaries even further (especially for managers)


6
Proposed benchmark for training and skills

Plans for the development of skills in a changing enterprise must be closely linked to plans for the evolution of its human resources.

An enormous amount of training, especially in-service training, is therefore needed. For example, in the first year following privatization, SONATEL of Senegal spent up to 11% of its annual payroll on in-service training, not counting salaries paid to interns during their training.

6.1
In-service training

	
	Objectives
	Engineering‑Training

	Commercial
	Overall quality, customer-oriented activity, competition, management of customer relations
	Overall quality, reception training, marketing, conducting business relationship, major accounts, sales administration, commercial information system, foreign languages

	Customer access network
	Overall growth, new specialist networks
	Training in achieving quality of service (signalling rate, connections, subcontracting revenue, line management, etc.); training on specialist networks (ISDN, IP, xDSL, BRL, WLL, etc.)

	General network operation
	Intelligent network, network monitoring and teleaction system (TMN, etc.),
	Training in intelligent network (proliferation of services) and TMN

	General network production
	
	Training in new technologies (in particular IP, VoIP, specialized access networks, intelligent network, TMN, etc.)

	Planning and finance
	Financial reporting (parent company), cost accounting, deadlines
	Business plan, financial reporting, cost accounting, management control

	Human resources
	Management of change, redeployment of staff, posts and skills management, career management, motivation
	Management of change, proximity management, posts and skills management, evaluation systems, career management, engineering training, motivation 

	Administration and logistics
	General surplus of staff
	Training of senior managers (often neglected because of professional pressure): strategic planning, overall quality, business plan, regulation


It will be noted that with such a programme, the training budget must be more substantial: at least 6% of the annual payroll (usual accepted standard).

As far as initial training is concerned, there is a real problem emerging as institutional reforms are implemented, and this is considered below.

6.2
Initial training in the telecommunication field

A
The Ecole Supérieure Multinationale des Télécommunications in Dakar and ITU's centre of excellence concept

The restructuring scenario described above is also relevant to ESMT in Dakar, since its purpose is to assist operators of the subregion in making planned changes by developing their human resources.

Hence, from the guidelines established by its board of directors and the institutional and operational assistance provided by ITU, the French, Swiss and Canadian cooperation agencies and other development partners, the concept of the "centre of excellence" was developed which seeks to transform ESMT into:

•
A competitive institution in terms of the quality of services provided

•
A high-performance, modern institution in terms of the management tools used

•
An institution capable of achieving financial autonomy.

In this regard, results since 1997 have been satisfactory:

•
Production more oriented towards in-service training that is more profitable and more in line with telecommunication operators' needs

•
Devising a handbook of administrative, financial and accounting procedures

•
Much greater professionalism in auditing

•
Technical audit of training

•
Marketed-oriented tariff system

•
Computerization of production management (management information reporting; activity planning, etc.)

•
Studies of subregional in-service training market

•
Establishment of cost accounting

•
Drawing up a business plan

•
Improvement of remuneration system

•
Setting up new system for appraisal of staff performance and skills (in progress)

•
Revision of basic texts (in progress), etc.

•
Positive financial results since 1998 (including various subsidies from member countries and development partners), etc.

On account of the results achieved, the centre of excellence concept ‑ already considered feasible ‑ was expanded at the behest of ITU at the Lomé forum of 26 and 27 August 1999, into the concept of the network of excellence, linking ESMT with the national telecommunication colleges of the French‑speaking countries of sub-Saharan Africa (especially ENSPT in Yaoundé).

It is against this background, with the evolution in technology and the institutional environment, that skills development issues in the telecommunication sector in Africa are taking on a new dimension and imposing fresh challenges.

B
New skills development issues in the telecommunication sector in Africa

Difficulties faced by ESMT in recruiting quality staff and/or retaining instructors

With the changes taking place in the telecommunication sector and the subsequent scarcity of quality human resources in the field, both ESMT and the operators of the subregion are immersed in an employment market where competition to attract specialists ‑ including Africans ‑ is occurring on a global scale.

Hence recruitment needs take at least two years to be met. In some cases, the time taken between identifying the need and filling the vacant posts has been nearly three years.

In fact, even the operators of West and Central Africa are not immune to this scarcity of resources. Severe difficulties in recruiting for certain job categories ‑ the same as for ESMT ‑ are forcing some of them to place vacancy notices in the international press (Jeune Afrique, etc.) and participate in international recruitment forums (such as AfricTalents in Paris, April 1999 and 2000), since they are unable to find staff with the desired profile, either locally or abroad, because of the obstacles linked to the issue of remuneration.

This situation argues strongly in favour of an upstream solution, i.e. the strengthening in Africa itself, in terms of both quantity and quality, of initial training in the telecommunication field.

Unequal and aggressive competition from developed countries on the more profitable in-service training market 

ESMT's focus on a fresh boost for in-service training, which is more profitable and meets the ever-growing needs of operators, has had a positive impact over the last three years. However, this rich source of revenue is under serious threat:

•
First, training institutions and consultancy firms for telecommunication engineering based in Europe are plundering the African training markets, with costs that do not incorporate any component for initial training, which contains an in-built deficit if it performs a genuine public service role.

•
Second, acquisitions of capital by foreign strategic partners have become an integral feature of all schemes for the privatization of telecommunication operators in Africa. These strategic partners, which have substantial or exclusive decision-making power, can put the emphasis on technical assistance for their parent company rather than boosting local capacity, or they can assign skills development primarily to their own training institutions.

Should these threats ‑ which have already been impending for two years ‑ mushroom with the imminent privatization of all operators in the subregion, it will be difficult for in-service training at ESMT to generate the cross-subsidization which currently enables it ‑ just about ‑ to bear the costs of initial training.

C
The impasse of funding for initial training and scenarios of growing requirements

The burning question today is funding for initial telecommunication training against a background in which:

•
The telecommunication job market is becoming globalized and favours the developed countries (official calls for changing over to NICT by certain employers in developed countries; poaching of IT and telecoms managers from African enterprises, etc.)

•
The in-service training market, a reliable source of revenue for African telecommunication training schools, runs the risk of being cornered by telecommunication training institutions and engineering consultancies in the developed countries (a problem caused by globalization)

•
The exponential growth in the number of telecommunication operators arising from liberalization of the sector requires specialized human resources, with lower staff numbers and higher quality vis-à-vis the competition.

It should be borne in mind that initial training, particularly in the telecommunication sector, requires enormous investment (in major infrastructure and installations) and quality standards that are all the more difficult to achieve in that African managers qualifying at the major Western telecommunication training institutions are no longer tempted to return to Africa because jobs there pay significantly less.

D
Conclusions

Privatized telecommunication operators cannot be expected to fund training activities which truly belong to the area of public service, though this does not exonerate them from all responsibility in that area.

Initial training remains an area for which responsibility lies entirely with the State. What is at stake is the success of privatization and liberalization plans, where the availability of a minimum of skilled human resources is essential.

So this is the right time to affirm that the plan to convert ESMT into a centre of excellence with a view to regional networking must be considered a key link in the university education system.

As part of institutional reforms within the telecommunication sector, States must place the objective of funding advanced studies in telecommunications on the same footing as the goal of universal access to the telephone, since the two objectives are inseparable.

__________

Area covered by study �(countries shown in white):


Benin


Burkina Faso


Cameroon


Côte d'Ivoire


Gabon


Guinea


Mali


Mauritania


Niger


Senegal


Togo
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