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Our national telecommunication agency, the Société Nationale des Télécommunications (SONACOM), will become a public limited company (SOCOMSA) in the year  2000. As from that date, the employment relationships of the new company's staff will no longer be based on civil service rules and regulations, but will be governed by private law. Preparatory work has already begun on drawing up a collective labour agreement as the basic document for the new system. All the new company's legal and personnel services, as well as the staff unions are jointly involved in planning the future arrangements.


To introduce this important legal and social change, several planning teams have already presented their work in summary form, and have proposed various novel ideas that need to be considered closely by all the parties concerned.


To provide for a gradual transition to the new system, the new Telecommunication Act stipulates that all SOCOMSA staff will remain subject to civil service employment legislation until 31 December 1999. The regulations and directives currently governing the status of SONACOM staff will therefore remain in force for nearly two years.














As from 1 January 2000, conditions of employment for SOCOMSA staff will be governed by private rather than public law, on the basis of the code of obligations and the collective labour agreement.





�New personnel administration features to be introduced gradually


A number of changes will be introduced gradually in the existing legislative framework before the 1 January 2000 changeover date, for example:


A new staff appraisal tool will be tested immediately, and then implemented in stages.


As regards salaries, work is currently under way to establish a system that will reward good performance in a more targeted way. Initial trials of a new pay system have already begun.


Where the circumstances warrant, advantage will be taken of the possibility offered by the new telecommunication enterprise act of hiring staff under private law. However, this option, will only be used in the case of senior staff.


Why a collective labour agreement?


A collective labour agreement is an agreement concluded between an employers' association and a workers' association (a trade union). It establishes the contractual relationships that will link their members under individual employment contracts, usually over a fixed period of time. In particular, a collective agreement establishes:


The right to leave with pay in cases of bereavement, marriage, birth of a child, moving house, etc..


The number of legal holidays each year.


Compensation for arduous work.


Pay during and after training (apprenticeship) on the basis of years of experience.


Bonuses (such as the 13th month's salary).


The collective agreement safeguards the interests of both the employers' and workers' associations. It standardizes the rules that apply within an occupation or an economic sector. It obliges the signatory parties to respect the contract and to require their members to comply with its rules.


Preparations for SOCOMSA's collective labour agreement


Preparations for SOCOMSA's collective agreement are moving ahead at full speed. The Organization and Human Resources Department is currently drawing up the various rules and regulations that will supplement the agreement in various different fields. These will develop the agreement further in such key areas as: participation, the pay system, and hours of work and working hours. The results of this process will affect the future form of the collective agreement.


The main proposals being considered are, in general outline as follows:


Participation


In accordance with the new law on participation, SOCOMSA's staff will participate directly in framing the new company's policy and strategy, through staff representatives or workers' committees.


It is already planned that SOCOMSA staff should have direct individual shareholdings in the company, and every staff member will be offered advantages in this respect.


Clear rules regarding participation, which are easy for staff members to use, will be drawn up in collaboration with the staff associations.


Pay system


Generally speaking, pay will take fuller account of performance. The pay system will therefore be integrated into the overall management process, rather than being considered in isolation. The main points in this system are: application of the methodology of management by objectives (agreement on the objectives to be met); recognition of results achieved through work in teams; flexibility; delegation of responsibility within the hierarchy; and simplification of pay scales and steps.


Allowances and benefits


The existing provisions regarding allowances and benefits are out of date. They no longer fit in with a modern system of participatory management and need to be viewed in a broader perspective. An effort will be made to establish simple, transparent rules in these areas. All the respective costs will be administered through computer systems, and charged directly to the production or service units involved. Benefits and specific allowances, such as for night work, will be paid in the light of needs and situations, with due regard for legal constraints.


Hours of work and working hours


SOCOMSA wants to adopt working methods and systems that are modern and forward-looking. The company has four objectives in view:


Increasing staff members' autonomy.


Allowing more flexible working hours.


Encouraging part-time work.


Introducing new arrangements such as telecommuting.


Pension fund


The design of the pension fund is of particular importance from the standpoint both of the staff and of the new company's financial policy. Until further notice, SOCOMSA staff members will continue to be covered under the National Pension Fund. However, with the agreement of the Government, which is at present the majority shareholder, SOCOMSA may set up its own pension fund or be affiliated to other provident institutions. Because it has been decided that the existing arrangement will be changed, a planning team will be appointed to pursue the matter. It is expected that setting up the new system will take about two years.


�Profit-sharing


The criteria currently governing staff bonuses will also have to be reviewed and adapted to the new participatory regime for all staff. A new system for awarding bonuses that is simple and flexible will have to be developed, one which takes into account the new divisions of tasks according to groups or entire units. Forward-looking in its conception, it will have to take the company's needs in a changing marketplace into account. In addition, establishing a profit�sharing scheme for SOCOMSA staff will help to position the corporation as a modern employer that is attractive in the labour market.


Implementation


As all of these proposals are linked, they will be continually modified in relation to one another. Although SOCOMSA's collective labour agreement is not to enter into force until 1 January 2000, it may be wise, in agreement with the staff associations, to implement some of its provisions prior to that date. This is certainly true, for instance, of the new arrangements respecting working hours. 


Cooperation with supervisory staff and staff associations


The involvement of representatives from all supervisory levels in drawing up the collective labour agreement and its annexes is indispensable. Staff members from different departments are accordingly taking part in the various projects relating to this work. The objective is to ensure that the company's needs are taken into account as fully as possible, within the framework of applicable legislation and social acceptability, so that everyone will accept the results of these efforts.


Work is currently focusing on preparing a company collective agreement. This form of contract means that the agreement is negotiated and concluded by SOCOMSA with its social partners, i.e. the staff associations. This means that the staff associations must participate as fully as possible in the work now under way. Union representatives are therefore closely involved in the planning teams concerned with the pay system, participation and working hours.


A steering committee on the collective agreement meets regularly. It provides a forum for representatives from the staff associations, from the Organization and Human Resources Department and from human resources teams in other departments to keep informed of the progress being made. This arrangement also provides an opportunity for the project teams to receive guidance and take any corrective action that may be necessary. It should be noted, however, that the steering committee is not intended to provide a forum for conducting negotiations. 


Sources of information


Staff members will be kept informed of how the projects are progressing through the in-house newsletter or through the bulletin SOCOMSA-info. Anyone who has questions or wants further information about the changes ahead may ask his or her human resources team or a member of the Employment and Insurance Group in the Organization and Human Resources Department. 











The new staff appraisal system, a new tool for human resources management











The new staff appraisal system has already been instituted on a trial basis in the departments. Human resources specialists are already working to familiarize supervisors with this new personnel management tool. It is expected that the new appraisal system will foster dialogue within the company and, through the negotiation of objectives, will give us the room to manoeuvre we need in order to carry out our work efficiently in the new customer-oriented environment. 


The staff appraisal system is a key management tool. Supervisors and employees alike have appraisal forms to guide them through the process of negotiating objectives and assessing the degree to which those objectives have been attained. Instructions are provided to assist supervisors with the various stages in the processes and the key points to which special attention must be paid. In addition, the employee is provided with guidelines to prepare himself for:


Formulating and negotiating objectives, tasks and expected results.


Meeting the objectives, and preparing mid-term reviews.


Assessing performance, and planning action to be taken.


It is a three-phase concept, whose success depends upon active communication. Not only do supervisors and employees provide one another with information, together identify problems and look for solutions, and achieve the objectives agreed upon, they also derive great satisfaction from their work. Supervisors and employees will find the three-phase concept running through all the appraisal documents.


In Phase I, the supervisor and employee work together to formulate and negotiate objectives. These must be ambitious, but realistic. As far as possible, they should be measurable and must represent factors under the employee's control. Both the employee and his or her supervisor validate the objectives agreed upon, by signing them. In addition, the supervisor specifies the skills required (i.e. the behaviour required) in order for the objectives to be attained. 


Phase II is concerned with analysis. Benchmarks are set that will make it possible to draw maximum benefit from the appraisal interview. If necessary, targeted instructions may need to be given or the objectives may need to be adjusted. 


In Phase III, the supervisor and the employee discuss the employee's performance (i.e. the degree to which the objectives have been attained). This is based on the analysis done in Phase II. The overall appraisal represents a summation of the appraisal as to attainment of objectives and the appraisal as to competences. The outcome of the overall appraisal then has a direct bearing on the employee's pay. Another important element in this phase is personal development. Depending on the employee's needs and development objectives, development actions are planned. The supervisor and the employee sign the appraisal form. By their signature, they indicate that they have discussed the performance and development actions recorded on the form. If the supervisor and the employee have any disagreements regarding the appraisal, they endeavour to resolve them between themselves. If this proves impossible, they can request outside assistance.


Throughout the process, human resources specialists will be available to advise and assist employees. While the above instructions are intended primarily for supervisors, it goes without saying that all staff may obtain copies of documentation on the staff appraisal system from their supervisors or from the human resources team.
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