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3XUSRVH�RI�WKLV�&KDSWHU

In today’s competitive environment, investors, to whom the development plan is addressed, therefore also wish
to take a close look at the operator’s plan for organisation and competence development and for improving efficiency
and performance of the organisation, before they make up their mind. This is why the outputs listed below should be part
of the overall development plan.

2XWSXWV�WR�EH�REWDLQHG

• an organisation chart showing the structure of the organisation 3-5 years from now;
• objectives, responsibilities and functions of all the major organisational units;
• a plan for how to change the current organisational structure into the new structure;
• statements of management policies and principles (financial, human resources, materials, etc.).

,QSXWV

• business concept;
• telecommunication policies and strategic plans - relations between plans;
• overall objectives, including service quality objectives, productivity improvement objectives and owners’

financial objectives (from Chapter 3);
• information on present organisational structure and performance, its strengths and weaknesses,

competencies and tools;
• guidelines provided in this Chapter.

 
&RQWHQW�RI�WKLV�FKDSWHU

To assist in the production of the outputs listed above, this chapter provides a summary of current trends in
organisation development and management principles and will give some examples of modern organisational structure
and management principles. These should be seen as rough blueprints rather than ready-made models and need to be
adapted to the specific environment of each organisation. )OH[LELOLW\� and DGDSWDELOLW\� are essential features of a
successful organisation and, like everything else in a business-oriented development plan, DOO�WKH�RXWSXWV�DERYH�PXVW�EH
UHJXODUO\�XSGDWHG.

The SURFHVV� of organisation development depends on the history and environment of each organisation and will
therefore vary from case to case. Some basic guidelines for KRZ�WR change from a traditional hierarchical, technology-
driven organisation to a service-centred, market-driven and customer oriented organisational structure and culture are
nevertheless also included in this chapter.
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���� 2UJDQLVDWLRQDO�VWUXFWXUHV

������ 7UHQGV�LQ�RUJDQLVDWLRQ�GHYHORSPHQW���WKH��OHDUQLQJ�RUJDQLVDWLRQ�

The most successful organisations are "learning organisations", which adapt continuously their structure,
working procedures and tools and develop their competence to meet new challenges in the changing environment.  Some
of these challenges and changes are of a global nature but others are determined by local conditions. Therefore, there is
no single model for the structure of a telecommunication organisation, which is applicable to all.

The trends towards:

• decentralisation and delegation of responsibility and authority
• leaner and flatter organisations
• matrix organisations

appear to be universally applicable as means of improving performance.

The creation of SURMHFW�JURXSV�or WHDPV, which bring together staff members with the required combination of
competencies for a particular task, has also proven to be an effective means of performance improvement. Such teams
are often "self-managed" and tend to reduce the importance of the formal organisational structure also because they
include staff from different units.

��������2UJDQLVDWLRQDO�FKDUWV

Figure 11.1 is an example of an organisational chart that illustrates a typical structure reflecting these trends.
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At Headquarters we find the usual corporation-wide, centralised units for R&D, planning, finance, corporate
information systems, internal audit,  and administration, including personnel.

Regional units, which often are separate profit centres, may have the same structure, except for the R&D and
the internal audit units.

In addition there may be some country-wide profit centres for different services and business lines. Thus, the
organisation is based on a matrix where the staff of the country-wide profit centres (or Divisions), shown on the vertical
axes of Figure 11.1, are also responsible to the regional office where they are based.  In larger organisations, some of the
country-wide profit centres are converted into separate and independent companies.

In the example shown in Figure 11.1, the “Telecom Services" division may be responsible for PDUNHWLQJ�of
services and products of other divisions, such as POTS, telefax, telex data, videotex, mobile radio communication
services. Like the other divisions shown in the chart, it is of course further subdivided into smaller offices (not shown),
which in this case may correspond to the different services and products offered (see Chapter 4). The Telecom Service
division "buys" the products and services from the relevant divisions, which will also need to balance its revenues and
expenditures. i.e. act as a profit centre.

������ +RZ�WR�GHVLJQ�WKH�QHZ�RUJDQLVDWLRQDO�VWUXFWXUH

When considering a new organisation structure, the following procedure could be adopted:

• break down the overall objective into specific objectives

• for each specific objective, identify the main functions or activities that must be performed to achieve the
objective

• identify inter-dependencies between the various objectives and functions and draw a chart illustrating the
flow between them

• use the chart to group functions which are closely related into meaningful units or projects for which clear
objectives can be formulated

• group the units into larger organisational divisions or departments, taking due account of the present
organisation and considering examples of excellence that you may know of and making sure you don't get
too many hierarchical levels

• explain why the envisaged changes in the structure are necessary to improve performance and test your
arguments in discussions with board members, the management team and key employees (if you can't
convince them, reconsider your proposal and try again)

• examine how the present human resources could be distributed within the new structure, bearing in mind
their competencies and attitudes

• if it is not realistic to change "overnight" (which is usually the case), prepare a plan on how to accomplish
this change in the next two to three years (see also manpower and training needs forecast in Chapter 12)

When embarking on a reorganisation exercise, make sure that top management fully supports the plan and
identify individuals who are in favour of change. This is critical to overcome the resistance to change which will always
be there among large groups of employees.

The best way of encouraging these key personnel to support the plan is to LQYROYH� WKHP� LQ� WKH� DQDO\VLV�
IRUPXODWLRQ�RI�REMHFWLYHV�DQG�GHVLJQ�of the new structure. They can then work together in pilot projects through the
LQIRUPDO� VWUXFWXUHV� that always exist in organisations. In this process natural team leaders will probably emerge who
may later become more formally nominated as chiefs of divisions, departments or projects.

More important than the organisational structure, however, is the way the people in the organisation work
together, their level of motivation and competence. As has been stressed elsewhere, human resources are the most
valuable asset. Management and development of human resources is therefore of critical importance for the success of
the plan.

It should also be remembered that to change technology and structure is quick and easy compared to changing
the attitudes and improving the competencies of people. Changing the organisational culture is a long and difficult
process but a prerequisite for real change to take place.
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�����0DQDJHPHQW�SULQFLSOHV���WKH����FRPPDQGPHQWV

The following are ten basic management principles or "commandments" to improve performance and
competitiveness which today are considered conventional wisdom, at least in advanced countries.

1. Focus on FXVWRPHUV¶ needs.

2. Focus on TXDOLW\ of products and services.

3. Empower workers (participative management).

4. Reward performance.

5. Create flatter and leaner organisations.

6. Tear down hierarchical and divisional walls.

7. Use teams.

8. Encourage initiative.

9. Provide DGHTXDWH�WRROV and PDQDJHPHQW LQIRUPDWLRQ�V\VWHPV�

10. Develop an organisational climate with readiness to change and where employees at all levels are genuinely
concerned with quality and performance improvement (a "learning organisation").

Since these concepts were starting to spread two or three decades ago, a number of "schools" and buzzwords
such as Quality Circles (QC), Just-In-Time (JIT), Total Quality Management (TQM) and "re-engineering" have been
created by management gurus and consultants. Such fads tend to emerge and fade away continuously and it is difficult to
keep up with the latest jargon. Fortunately, this is not important, as all these schools are advocating the means
summarised above to achieve excellence. Only the emphasis on one or the other of these concepts differentiates the
various gurus. Perhaps in some years there will be a another JHQXLQH�change of paradigms, i.e. a change in values and
beliefs, which occurs very rarely, so one still has to watch out.

������ )RFXV�RQ�FXVWRPHUV
�QHHGV

This implies that all staff who interact with customers, not only customers’ services, but also repairmen,
installers, etc. should be trained to pay attention to the customer and try to satisfy his demands. Surveys indicate that one
of the primary reasons for customers to change suppliers is the lack of attention.

������ )RFXV�RQ�TXDOLW\�RI�SURGXFWV�DQG�VHUYLFHV

Quality of products and services is another critical element for competitiveness. The ISO1 9000 series include
guidelines, recommendation and standards for quality assurance and quality control. To be ISO 9000 “certified”, i.e.
certified in conformity with the ISO 9000 standards, is increasingly important to stay competitive.

������ (PSRZHU�ZRUNHUV��SDUWLFLSDWLYH�PDQDJHPHQW�

This includes delegating responsibility and authority which tends to motivate workers to improve the quality of
their products and services.

������ 5HZDUG�SHUIRUPDQFH

Formulate and implement personnel policy (see example in Annex 11.1), including recruitment policies, career
development, performance appraisal, bonus systems, rewards for performance, etc.

There are many possibilities of rewards without radically changing salary and bonus systems. For example
providing a free car, free (national) calls, career opportunities, etc. However, to be effective in the long run, such
rewards should in principle be given for a fixed time and clearly related to good  performance

������ &UHDWH�IODWWHU�DQG�OHDQHU�RUJDQLVDWLRQV

                                                          
1 ISO= International Standardisation Organisation is a federation of national standardisation bodies in some 90
countries.
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Too many hierarchical steps hampers the flow of information and creates unnecessary delays in the decision
making process. It is also contradictory to the principle of empowering employees and makes those at the lower levels
feel powerless and inferior.

������ 7HDU�GRZQ�KLHUDUFKLFDO�DQG�GLYLVLRQDO�ZDOOV

Information flows and working relations suffer from such walls. They also make it unnecessarily difficult for
people from different divisions and hierarchical levels to work as teams.

������ 8VH�WHDPV

To create a team for a well defined task or project is like creating a little enterprise in the organisation. This
tends to boost motivation and almost by definition results in the team taking more responsibility for the work assigned to
them than the participating individuals would have done in their usual organisational context. It is also an excellent way
of bringing together the competencies needed for the particular task or project, from wherever the employees having
these skills happen to be located in the organisational chart and therefore implies better utilisation of available human
resources.

In Chapter 6, section 10, the advantage of team work is further discussed.  Teams are also proposed to be
established for the manpower planning (see Chapter 12).

������ (QFRXUDJH�LQLWLDWLYH

Old fashioned managers are often afraid of initiatives from their subordinates as they see that as
insubordination or even competition. Not all initiatives are good ones. However, managers who systematically
encourage initiatives among their subordinates are likely to achieve more than those who punish it.

������ 3URYLGH�DGHTXDWH�WRROV�DQG�PDQDJHPHQW�LQIRUPDWLRQ�V\VWHPV

The importance of using the right tools cannot be over-emphasised. Frequently the employees themselves may
have good proposals for tools or even create their own tools if encouraged and rewarded.

Of particular and increasing importance are good Management Information Systems (MIS). Such systems are
necessary for keeping track on what is going on in the organisation on a daily, weekly, monthly and yearly basis. MIS
are needed for many tasks such as:

• financial planning, accounting and billing;
• personnel administration, including human resources management and development (training);
• management of service quality and maintenance;
• material management
• management and maintenance of transport and buildings;
• operational statistics and key indicators on performance.

Development of management information systems is beyond the scope of this manual. However, a large
number of information items required for the preparation and up-dating of a development plan are identified in the
relevant chapters.  If MIS that can produce these data are not yet implemented, now is the time to start developing them
(or purchasing them, as the case may be).  Some of the BDT programmes include the development of generic MIS
which could be adapted to the needs of telecommunication organisations in developing countries.
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Employees at all levels should be encouraged (and rewarded for it) to apply a strategy, which can be illustrated
as a continuous cycle including the following, partly overlapping steps

The BDT has developed guidelines on management of telecommunication organisations and conducts
workshops on this subject on request.

Define objectives and
analyse performance

problems

Generate solutions
and plan activities to achieve

the objectives

Estimate cost-benefit
of each solution and action plan

and determine best solution

Implement plan
and monitor progress and

results

Evaluate impact and
 take remedial action as required

(back to problem analysis)
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�� 3URYLVLRQ�RI�D�MRE�GHVFULSWLRQ

The company should adopt a policy where each member of the staff has full description of the responsibilities
and aims of their job. The job contents is to be reviewed on a regular basis in order to assess the worth of the
job through a formal system of job evaluation.

�� 6HOHFWLRQ�RI�WKH�ULJKW�MRE�IRU�WKH�ULJKW�SHUVRQ

The company’s key aim should be to match people to jobs through the process of identifying those with the
right competencies and behaviours, selecting those who will perform best, and promoting the right people to
the right jobs.

The development of human resources should be achieved by a well planned and deliberate programme,
whereas business training should be aimed at introducing or refining various skills. The job offers the best
opportunity for development. The Personnel Department should introduce a comprehensive succession
3ODQQLQJ�SURFHVV, which should commence with an input from each Division and culminates with review and
agreement of proposed appointments by the Authority in co-operation with the Heads of Departments.

�� -RE�VDWLVIDFWLRQ

The Company’s aims should be to provide job satisfaction through the appointment of the right staff to the right
job and by matching jobs to people.

�� $JUHHPHQW�RI�REMHFWLYHV�DQG�WDUJHWV�RQ�D�DQQXDO�EDVLV

The Company should introduce 3HUIRUPDQFH�5HYLHZ�DQG�$SSUDLVDO for personalised staff on a mandatory basis
and others where appropriate. The system should incorporate the mutual agreement of objectives and up to five
targets between line manager and employee, targets being defined in terms of quantity, quality and time frame.

Those staff not subject to this system would also be appraised on an annual basis; the appraisal, whenever
possible, incorporating target setting.

�� $QQXDO�UHYLHZ�RI�SHUIRUPDQFH�DJDLQVW�DJUHHG�WDUJHWV

The Performance Review and Appraisal system should be based on the belief that staff should discuss and
agree targets, upon which their performance will be assessed. The appraisal system incorporates the following
performance ratings:

• Achievement exceeding job requirements;
• Achieved requirements of the job;
• Some aspects of achievement below requirements;
• Performance unacceptable at this level.

�� $QQXDO�UHYLHZ�RI�WUDLQLQJ�QHHGV

The annual appraisal provides the best opportunity for a formal review of training needs, these needs, if any,
being identified through a joint discussion between appraiser and appraised when past achievements and
expected future targets are addressed. The Company should aim to meet identified needs by internal or external
resources.
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�� 5HYLHZ�RI�HPSOR\HH�DVSLUDWLRQV�DQG�SRWHQWLDO

As the identification of potential is highly subjective, it needs to be approached by a joint discussion between
employee and line manager. Consideration should be given by the line manager to the employee’s own
aspirations, any over or under estimation to be fully addressed during this joint exercise.

The Company’s policy should be to identify and develop potential and to aim to meet individual career
aspirations against career opportunities generated by the business.

�� 6NLOO�DQG�HGXFDWLYH�WUDLQLQJ

The Company’s Training Centre should offer a wide range of general and specialist training modules and
publish a prospectus covering available and planned courses on a regular basis. Development needs not
accommodated by available internal modular training have to be met from external sources.

�� 5HZDUG�V\VWHP

A system with great flexibility should be introduced to cater for rewards such as personalised pensionable pay,
different degrees of achievement and performance rewards.

��� ,QYROYHPHQW�RI�WKH�EXVLQHVV�LQ�VWDII�GHYHORSPHQW

The Assistant Managers or the Heads of Departments should be responsible for ensuring that their Departments
have recognised development systems and procedures relevant to their own business plans and operational
circumstances, for ensuring that the necessary development activities are initiated in order that their business
objectives are met, for ensuring manpower forecast and succession plans are regularly reviewed and
implemented and for ensuring that staff appraisals are conducted effectively.

It is recognised that development of internal training is only likely to be effective if the business is involved.
All specialist training modules to be developed against particular needs and with the direct involvement of both
the business and functions. Wherever appropriate, employees from the business will be involved in the
presentation of specialist modules.

��� 0DLQWHQDQFH�RI�HPSOR\HH�LQIRUPDWLRQ

A computerised personnel information system should be established by the Personnel Department. The aims of
this system should be to remove the necessity to maintain manual records for staff, to enhance the scope of
information held for each employee, to increase the accuracy of that information and to equip the organisation
with a means of producing a variety of accurate management reports and analyses.

The system should provide personnel managers and other authorised officers within the Authority with a
powerful tool for the staff development process, recognising that comprehensive information about the
individual is one of the cornerstones of successful staff development.

��� (QFRXUDJHPHQW�WR�REWDLQ�TXDOLILFDWLRQV

A reward system should be introduced to cater for staff who successfully complete a course associated with
their work. This reward should be extended to reimbursement of membership fees to certain professional
institutions.

��� 0RQLWRULQJ�RI�WUDLQLQJ�DQG�GHYHORSPHQW�DFWLYLWLHV

The appraisal system shall present the best method of ensuring that the Company’s approach to development of
its resources is both effective and efficient.

Nevertheless, a regular review of the effectiveness of each training module - both internal and external - when
conducted and, where necessary, fine tuning of content should be carried out.

A formal audit of development and training activities should be carried out at regular intervals.



$QQH[�� - 11.A1.3 - &KDS��;,

32/,&<�)25�67$))�'(9(/230(17

7KH�&RPSDQ\¶V�WUDLQLQJ�SROLF\�VKRXOG�EH�

1. To provide training for any individual faced now, or in the foreseeable future, with new work to enable the
individual to deal competently with that work.

 
2. To provide such further training as may be required to maintain the necessary standards of performance over

time.
 
3. To provide opportunities for staff to maintain their flexibility and potential, with a view to making any later

changes in work contents or work environment easier to accommodate.
 
4. To place the responsibility for training any group of staff with the management of that group and to regard the

time and effort given by managers to the planning and conduct of training as a correct and essential pursuit of
their responsibilities.

 
5. To regard the time and effort devoted by an individual on or off the job to raising the level of capability through

approved training as a correct use of his services.
 
6. To involve the individual in the planning, the progressing and the evaluation of his own training.
 
7. To encourage and provide a degree of support for each individual’s work-related educational interests.
 
8. To provide opportunities for on the job training in other organisations as part of an approved training scheme.
 
9. To provide on the job training for staff of other organisations, where it is agreed that such work places contribute

to the objectives of the other organisation’s training scheme.
 
10. To accept into the organisation for visits or work, students, teachers and researchers from educational

establishments wherever this will assist in the progress of their educational programmes and to nominate
employees to visit educational establishments to provide information in response to reasonable requests.


