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Our managers are often heard to say that staff development is a priority component within the development plans of their telecommunication companies. And this is indeed the case, to the extent that appropriations under the heading of "training costs" are concerned. However, when one seeks to identify the tangible contribution that such training makes to the company's objectives, the management vision seems to become somewhat foggy. The point here is that spending on training and investment in human capital are not the same thing. What does it mean to invest in human development? For the manager, it means committing oneself to and involving oneself in the following:

A management conviction: the competitive edge of the telecommunication company

The competitive edge of any telecommunication company derives from those characteristics or attributes of the company that enable it to position itself in the market in such a way as to enjoy a measure of superiority vis-à-vis its immediate competitors.

Three factors must be present within the company if it is to have a competitive edge:

1. It must be different from its competitors.

2. That difference must generate genuine economic benefits.

3. The critical factor in the company's success must be a factor that competitors cannot easily duplicate.

The only critical success factor within a company that cannot be duplicated is its human capital, insofar as that capital is not available within the market with the competencies necessary to generate value, where those competencies are understood as being three qualities that the individual must possess in order to be competent, namely knowledge (the cognitive aspect), know-how (the ability aspect) and the desire to achieve (the attitude aspect). Human capital, far from depreciating, increases in value as it develops. By the development of human capital, we mean the body of comprehensive measures taken by the telecommunication company to provide its staff with instrumental and institutional support in the interests of enhancing their competencies to ensure their performance, their personal development and the development of the telecommunication company as a whole.

Productivity: human capital development as an investment

Let us repeat the fact that the key to a company's competitiveness does not lie solely in its material resources or financial capital, but also in the men and women who make up its staff, for it is they who give coherence to the various components of any investment project, and who therefore constitute the main ingredient in the competitive edge. Nevertheless, and despite the various justifications that are brandished by the managers of our companies, there is no escaping the fact that we continue to observe a failure to base training efforts on indicators that point to the need to optimize the development of the human capital within the context of ensuring its contribution to the company's productivity. Meanwhile, those responsible for human resources development within our companies continue to focus solely on indicators of a pedagogic nature.


The cost/benefit aspect of training
The cost/benefit concept generally has to do with comparing the benefits derived from a training programme with its costs in economic and monetary terms.


From the financial point of view, the cost/benefit ratio for training is calculated by dividing the difference between the cost of a problem prior to the staff's participation in a training programme and the cost of that same problem subsequent to such participation, by the cost of the training programme.
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Where:

Cb:
Cost of problem before training
Ca:
Cost of problem after training
Ct:
Cost of training programme

The generally-accepted ratio is 2; in other words, for each monetary unit invested in training, the telecommunication company should earn or save 2 monetary units. Where this is not the case, the company should seek other, more profitable options in addition to training.

Where human capital development is concerned, it is not possible to take the cost/benefit concept beyond the bald concept of an index and give it genuine meaning in terms of the telecommunication company's productivity if that company has not adopted a training transfer model, where training transfer is understood to mean the effective and ongoing application of the knowledge and skills acquired during the training process by participants already employed within the company.

Why transfer?
Clearly, many efforts and resources have been and will continue to be ploughed into training and developing any company's main capital, i.e. its human capital. However, what real benefits have those efforts and resources produced? Here we can unequivocally state that, apart from the normal exceptions which serve to confirm the rule, a large proportion of those efforts and resources fall within the category of expenditure, and not of investment. How often has it occurred that colleagues attend courses, seminars and other training activities without there subsequently being any appreciable change in the working situation? Even more significantly, are supervisors aware of why, and to what end, their staff are even attending training programmes? Is it not a general rule that one of the first items of budget expenditure to be cut back on is training?

It is only by ensuring transference that it is possible to respond to questions regarding the following aspects:

· the benefits generated by training programmes;

· The cost/benefit ratio;

· The application of knowledge and skills;

· The contribution made by training to the company's plans and strategic objectives.

Training is a means by which the telecommunication company, within the context of human development, helps to bring the individual's objectives in line with those of the company, through a process of organizational education designed to develop within the company's human capital the capacities necessary to achieve a transfer into the work context of the competencies developed.

Any transfer model is based on the concept of investment in training. Hence, the model must encompass the following aspects:

· Insertion of the training, from the outset, within a project framework;

· Specification of programmes and timetables;

· Identification of critical moments for carrying out transfer activities;

· Follow-up of the training given;

· Planning and implementation of backup programmes;

· Evaluation of the training at its different levels: reaction, learning, application and impact within the company;

· Determination of the cost/benefit ratio, and hence of the profitability, of the training.

A transfer model should be based on the structure of the so-called learning company, as constituted by the various actors involved in the training process, each with his or her own specific roles and responsibilities. The following table sets out these considerations in detail.

STAGES AND ACTORS IN THE TRANSFER OF TRAINING 

	Period

Actor
	Before training
	During training
	After training

	Management


	1. Involvement of unit heads and trainers in needs analysis.

2. The trainer assists in matching the company's strategic objectives with training objectives.

3. The management selects the participants.

4. The unit head and trainer plan the training and post‑training process.

5. Establishment of commitments to be adhered to by the actors during the training and post‑training process.
	Participation in the transfer plan that was predefined in the previous stage.
	Planning the return to work of the trained staff member: the management must develop a plan to assist the staff member and facilitate his or her implementation of the learning received. The management becomes a facilitator for the staff member and establishes appropriate conditions for the transfer.

	Period

Actor
	Before training
	During training
	After training

	Trainer
	1. Adapts the training programme to the company's strategic plan.

2. Adapts the training methods to the learning technology used by the target trainees.

3. Fosters a willingness to learn.

4. Prepares the package of materials for the training plan.

5. Creates the behaviour contract between management and staff member.
	1. Develops training objectives that are geared to the application.

2. Proposes learning situations that are as close as possible to the actual work situation.

3. Uses training techniques that help the participant to visualize his or her future performance in the workplace.

4. Provides advice and techniques for enhancing performance in the workplace.
	1. Conducts evaluation surveys and provides feedback to the management.

Key questions:

(
To what extent has the participant succeeded in transferring what he/she has learned?

(
What difficulties has he/she encountered during the transfer?

	Trainee
	Actively participates in considering the training options.

Key questions:

(
Why was I selected for this programme?

(
What can I learn that would be relevant for my work?

(
What support can I and should I have in order to use this knowledge in my work?
	1. Actively participates in the training process.

2. Avoids falling into old habits and develops a learning frame of mind.

3. Establishes behaviour contracts with his/her management.
	The following aspects must be present to permit the transfer of knowledge:

1. Ability to apply what has been learned.

2. Opportunities to do so.

3. The confidence ne-cessary to try.

4. An awareness that it is worth trying.

5. Self‑administration: each training pro-gramme should foster the participant's ability to analyse what can and cannot be applied.


A critical factor for success in human capital development: having emotionally intelligent leaders

In order to develop human capital with a sense of corporate contribution, it is essential that the company should have managers whose style of management is founded on emotional leadership (this is an aspect that I developed in No. 85 of this Bulletin, where I shared with readers my model for organizational change based on the development of management competencies geared towards change leadership). Various authors agree that the meaning of emotional intelligence resides in the fact that we human beings can be particularly successful, both on the personal and work fronts, if we develop the healthiest possible interpersonal relations, motivating both ourselves and others and trusting in one another, including in our respective abilities, such that, by projecting such attitudes into the workplace, we are able to achieve higher productivity on the basis of an undertaking that comes from both the individual and the group. Within this framework, an emotionally intelligent leader is one who is able to:

· Evaluate organizational requirements by identifying the critical competencies necessary to the achievement of positive results in the workplace, and by ensuring that the competencies to be developed within staff members are consistent with the company's culture as well as with its various strategies.

· Focus attention on certain strengths and shortcomings of the staff in order to identify the main competencies they require in order to perform a particular aspect of the work.

· Select a suitable person to provide the training and, to the extent possible, enable the staff to decide on their participation in the development of a training process and define their own objectives.

· Encourage people to participate in the training; while the company's policies and procedures should be designed to foster participation in training, the leaders should provide staff members with the necessary encouragement and support to make them self‑motivated and committed to participating in processes that will result in their own development.

· 
Align the training objectives with personal values through the development of positive expectations that enable trainees to appreciate the social and emotional competencies that can be developed, as well as the values that can be acquired.

· Establish clear goals in terms of ensuring that staff members undergoing a training programme are clear as to the competencies to be acquired, how they are to be acquired and how they are to be applied in the workplace.

· Maximize the opportunities for practical implementation in the workplace: the training requires that there be as much practical implementation as possible in the workplace, given the tendency that exists to fall back into old ways of doing things and hence to disregard what one has learned, which is why the leader must encourage the constant, consistent and long‑term practice of the new behaviours.

· The development of a telecommunication enterprise hinges on the development of its staff, which represents its human capital.Provide frequent practical feedback to staff members who have taken part in a training programme regarding the extent to which they are implementing the new behaviours learned; it is thus important that the leader provide feedback during the course of the staff members' work.


This article is based on the author's experience as an ITU associate consultant, as well as on his professional activities with universities and public and private enterprises. It represents a practical approach that has been enriched by the thinking expressed in the following writings:

· Managing Evaluation Shortcuts, by Patricia Pulliam.

· Transfer of Training, by Mary L. Broad and John W. Newstrom.

· Curso Gerencia con Liderazgo (management with leadership course), designed and presented for ITU by the author.

_________________

The development of a telecommunication enterprise hinges on the development of its staff, which represents its human capital.





Remember!
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