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Background
In the past operating telecommunication services was handled by a government monopoly.  The employees of the organization were considered "civil servants" and customers didn't exist; they were referred to as subscribers.  Now, all this is changing and the former government-controlled Telecom operators are facing tough competition from international Telecom operators with extensive commercial experience.  The Telecoms of today and tomorrow need to compare their performance in order to succeed and be able to move ahead.

You could say that the Telecom organizations of the past had a lot of similarities with a truck or a lorry.  A truck is easy to drive when you are driving straight on good roads, but if you want to turn or change directions maneuvering problems can arise and it is slow going and not without great difficulties.  The same with the past organization which couldn't cope with changes.  A truck also carries a heavy cargo in the back and the cargo is passive.  The driver or manager is looking straight forward and has only the side-mirrors to help him see what happens in the back.  The Telecom organization of the past didn't need to compare itself to any other entities or worry about customer satisfaction.  Our management and staff were not given any extra benefits for improved performance and they would normally have little or no commercial training and/or experience.

The new Telecom, the Telecom of the future, should act more like a sailing boat.  A sailing boat is lighter meaning that it is equipped with the exact amount of personnel needed and doesn't carry any extra load or goods as the truck did.  The Telecom of today or the sailing boat has to follow the wind meaning that it has to adjust to the circumstances in the environment in order to move ahead.  If rough weather comes along you can easily take down one of the sails and if the wind is slow you use the motor or use another sail.  A sailing boat adjusts itself to the circumstances better than a truck.  It is easy to steer in another direction, you simply adjust the sail and the rudder.  When a sailing boat sails against the wind it doesn't go straight on,  it goes to the right then to the left and thus moves along smoothly and all the time adjusts the conditions  on the boat to the new winds and environment.  All people on the boat have to participate to make the boat move; teamwork.

Benchmarking in the past
This awareness of the circumstances in the environment and adjusting to how they perform could be compared to working with benchmarking.  Benchmarking means that you compare your performance indicator
 to a set standard, for example, your own set targets.  You can also compare your results with another part of your company or another company or another country.   Benchmarking is a tool for managing operational activities for achieving objectives and identifying causes for failures.  It is your navigation tool and you take new decisions according to what information/result your tool tells you. 

Working with indicators is not entirely new.  Most Telecom entities, even state-owned, use some kind of follow up procedures, but most are profit and technically oriented and are few in number.

Examples of indicators are:

•
Revenue per main line

•
Investment as a % of revenue

•
Faults per 100 main lines per year

•
Speed of clearance of faults etc.

Benchmarking today 

In the future organizations are going to spend even more time following up their performance.  The organization should at least try to set goals and follow the performance within the following areas:

•
Profitability: How will the profit, revenue, costs develop?

•
Business achievements: When it comes to revenues, productivity, number of customers

•
Business processes: In this area goals are set to support the completion of mapping activities of each process or if that is done to support developments for the improvements of their operations and efficiency.

•
Strategic Planning:  Here it is important to measure the distribution and search for information both internally and externally.  For example Rate, staff knowledge of main business goals (%) or rate, staff participating to achieve goals (%).

•
Customer satisfaction: Your should have targets for improvement in different areas, which will support the business objectives and develop customer relations for example corporate image, corporate profile, customer satisfaction etc.

•
Leadership and human resource development: Examples of indicators are:


Staff have confidence in management.  My manager is here when wanted.  My manager is competent. My manager manages our unit.  My manager develops his/her staff.  My manager listens and supports his/her staff.

•
Information processing:  Data-processing and support consume a lot of resources and it is not wise to leave it without control.  Examples of indicators could be: rate, user friendly (%); rate, accessibility (%).

•
Quality:  Quality is a business tool that may be used to provide against quality problems, reduction of costs for defective output and improvement of the business processes.  And indicator and goal could be:  To quality for ISO 9001 standard by year 19XX.

Benchmarking the Human Resource Management and Development
If agency management is represented as a system, three management subsystems become apparent:  technical and operational management, economic and financial management, and Human Resource Management.  All these sub-system must have mutually coherent strategies and activities in order to achieve the agency's corporate objectives.

The HRM sub-system includes ALL the activities carried out by the agency for managing its staff.  It involves not only the administration of staff but also their development, Human Resource Development, HRD, includes fundamental aspects of training and also career planning, job rotation etc.

Nowadays it's becoming increasingly easy to acquire technology, modernize equipment and extend networks, but it is becoming increasingly difficult to develop the human resources needed for operating and maintaining that equipment and keeping it up to date.  That is why organizations of today give priority to HRM and give it the same status as the operational and financial aspects used to have.  They know that "human capital" will define the degree of success the organization has in achieving its objectives.

This is why it is important to analyze the current stock of human resources and future requirements.  Management needs to know the current situation and the kind of highly qualified personnel and competence that will be needed in the future.  There are a number of questions to be asked, for example:

•
Have our staff the right qualifications, skills and abilities?

•
Is it possible for our personnel to use their full potential?

•
What does our staff's age-mixture look like?

•
Do we have the right competence and expertise?

These questions are usually included in the personnel policy or the strategy for human resources management but we seldom follow up the result.

Another important reason for Benchmarking the human resources is the birth of "cost-centers" within the organization.  Different cost-centers charge each other for the work they performed.  The reason for this is to make the organization more efficient and cost-oriented; to find out what service and procedures really cost.  In order to be able to follow-up your costs you need to benchmark your activities.

The following indicators are examples of benchmarking indicators used for the HRM administration or HRM-supporting processes :

•
Rate, HR operation costs ($/empl.)

•
Rate, total employees to HR staff

•
Rate, monthly salary payments per salary Adm. staff

•
Lead-time for recruitment (days)

•
Rate satisfied customer (%)

The reason for using the word HRM supporting processes is that it is important to take into account all people working with human resource issues, not only the personnel department.  For example in some organizations you might have people out in the field working with HRM.

It is not only possible and necessary to set targets and use indicators for administration and management, but for all employees as well.  Human Resource Development is important, taking care of the most valuable asset of the company.   By setting targets for its development helps in planning of improvements.  The indicator mentioned below are examples of indicator that you can use for Human Resource Development.  You should set targets in those areas where you would like to see improvements:

•
Rate, sick-days (%)

•
Rate, High School exam (%)

•
Rate, remunerated proposals (%)

•
Telco is a great employer

•
I feel competent in my current position

•
Possibilities for development are prosperous in my current position

•
The work-spirit and co-operation are great in my unit

•
My working-environment is of good standard.

How often and in what way should we follow up these indicators?  For some of the indicators you would probably have to establish some kind of follow up system, manually or computerized.  If it is computerized you could probably follow up whenever you like.  For some of these indicators you need to make surveys among your staff.  Once a year is probably enough because these surveys are time-consuming and you need to spend considerable time evaluating the results.

Benchmarking the Training Function
The Training Function is an important component of the Human Resource Management (HRM).  Within the HRM, Training Function largely covers the scope of Human Resource Development (HRD).  The training activities are central to the overall HRM activities in an organization.

Training activities in most organizations are carried out in the Telecommunication Training Center (TTC).  Training indicators can be designed to measure the level of performance of each of the system components of the Training Function (input, process, output), or a combination of them.  They are expressed in quantifiable, measurable terms so that comparison and numerical analysis can be made.  Indicators can be used to calculate the capacity of a TTC, the requirement of manpower (such as instructors) and facilities and the operating cost.  They are also useful for financial and budgetary control, accountability, forecasting and planning.  Examples of indicators are:

•
Average training expenses for each staff

•
Cost per course week

•
Average duration of a course (weeks)

•
% of staff away for training

•
Average course-weeks for each instructor.

Benchmarking Leadership
Is it possible to measure and have goals for management?  Of course, it is only a matter of identification of important elements in leadership, for example management training and development, staff's view on management.  Examples of indicators are:

•
Staff have confidence in management

•
My manager is competent

•
My manager manages our unit

•
My manager develops her staff

•
My manager listens and supports his staff

•
My manager is here when wanted.

To be able to receive the answers to these questions you would have to carry out some kind of survey for your personnel, preferably anonymous, and then calculate the total result for the group.  This could be made for a small group or for a whole department but it is important to follow up this 

result.  The survey could be performed once every year in order to follow the development.  The result should also be communicated to the whole group.  The answers that managers will receive from this kind of survey are essential for them and the company in helping to improve their leadership.

Benchmarking in the future
What indicators will we work with and how will we improve the process?  I foresee the development of new useful indicators that will help us to benchmark the "soft" parts of the organization like corporate culture for example.  Corporate Culture which will become more and more important for the organizations ability to change and succeed with the changes taking place.  The Corporate Culture will also be a competitive factor for the organization which means that we will have to be able to measure it and inform about it.

The development of information technology enables us to distribute the results to almost any part of the company on line.  This means that we, to a greater extent, need to systematize the follow up and give it higher status within our organizations.  Make the benchmarking process a live process!.

_________________




�  An indicator can be regarded as a numerical guide which the status of the trends of an event or a quantity





21

