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1.
INTRODUCTION

Jointly organized by the Société des Télécommunications du Mali (SOTELMA) and the International Telecommunication Union (ITU), the 8th Regional Meeting on Human Resources and Professional Training for the French-speaking, Spanish-speaking and Portuguese-speaking countries of Africa was held in Bamako (Mali) from 13 to 17 May 2002.

The main theme of the 8th Meeting was:

How should the Human Resources Unit (HRU) contribute to making the telecommunication entity more competitive in a competitive environment?

The subthemes were as follows:

· What contribution can the HRU make to the development of company strategy?

· What should the HRU's role be in endeavouring to bring about a realistic balance between the social and economic forces within the company?

· What management methods and tools should be implemented in order to manage change?

· What role should new technologies be given in the context of human resources development?

The main objectives of the meeting were:

· to analyse training problems common to the countries of the region and develop solutions (standards) at the regional level with a view to, among other things, meeting the challenges of institutional and technological change;

· to exchange practices and experiences in respect of human resources management and development (HRM/HRD);

· to pool resources for the development of telecommunication networks and services.

2.
PARTICIPATION

The meeting was attended by 53 representatives (11 women and 42 men) from:

· 16 countries of French-speaking (14) and Portuguese-speaking (2) Africa, with 14 operators and 5 regulators;

· ITU.


In view of the importance of the meeting, ITU granted each least developed country (LDC), on a cost-sharing basis, a fellowship covering air travel, subsistence and accommodation expenses in order to facilitate its participation.

3.
RESULTS AND RECOMMENDATIONS

Four working groups, meeting in four parallel sessions, discussed the following topics:

· Topic 1: Mission and role of the HRU

· Topic 2: New trends in the field of human resources

· Topic 3: The competencies required for HRM

· Topic 4: The changes required and action plans

In addition, the meeting saw an exchange of ideas on:

· the Telecommunication Centres of Excellence Project in Africa and the networking of such centres;

· Programme 5 of ITU-BDT's Strategic Plan (2003-2006): human capacity building.

The recommendations resulting from these sessions were prepared by the four working groups and adopted in plenary following their compilation by an editorial committee. The recommendations for the different topics are set forth below.

3.1
Topic 1: Mission and role of the human resources unit

· identify the customers;

· identify products and services;

· set out the HRU mission.

With a view to facilitating discussion on the role and mission of human resources in an increasingly competitive environment characterized by privatizations, the participants adopted two reference frameworks - the systemic approach and the customer-oriented approach - to reply to the above questions.

	Customers
	Products and services

	Senior Management
	· organizational framework

· HR indicators (information)

· legal and regulatory aspects

· advice and opinions

· HR policy

· HR strategy

· calm social atmosphere

	Customers
	Products and services

	Training/supervision - Management
	· specific indicators

· qualified personnel at the right time

· advice and opinions

· management rules

· means and tools

· assistance - mentoring

	Personnel
	· salaries

· social benefits

· social welfare

· competencies

	Social partners
	· social benefits

· information

· dialogue - coordination - communication


MISSION: To provide senior management with the competencies, advice and opinions needed for the smooth operation of the company by hiring, securing the loyalty of and developing human resources, while providing employees with the working conditions they require in order to develop and find fulfilment in the company.

3.2
Topic 2: New trends in the field of human resources

	Areas
	Present (existing) situation
	Recommendations

	Process orientation
	Public sector: embryonic

Private sector: 75%
	Dynamic

	Performance-standard orientation
	Recognized relevance

Different stages of implementation 
	To be formalized

	Feedback orientation
	Openness and compared management
	To be consolidated

	Control
	Becoming aware
	To be applied

	Advice
	80%
	50%

	Personnel administration
	20%
	50%

	Development of the organization
	60%
	40%

	
	40%
	60%


After having exchanged views on the topic of benchmarking, listened to certain participants present innovative practices and brought their knowledge of the major trends in the human resources field up to date, the working groups made an initial assessment of their respective entities from the human resources point of view and established a diagnosis (see above table).


3.3
Topic 3: The competencies required for HRM

After an exchange of views on the topic, the participants drew up, area by area, the competencies required for the human resources function (mission) and the types of conduct pertaining thereto.

	Areas
	Competencies
	Conduct
(typical examples)

	Customer orientation
	Availability and ability to listen
	Takes charge of customer problems until they are solved

	Process orientation
	Concerned with legality in accordance with procedures Regular follow-up
	Respects deadlines, is able to establish methods and tools

	Performance-standard orientation
	Definition of performance indicators
	· Updates indicators

· Implements an action plan on a daily basis

· Reacts and applies corrective measures

	Feedback orientation
	Control and reconsideration
	Evaluates ongoing activities and proposed solutions

	Control orientation
	Knowledge of legal instruments and company procedure
	· Is vigilant and strict

· Foresees errors and takes steps to prevent them

	Advice orientation
	Technical knowledge of the field
	Provides timely and adequate responses to the problems raised

	Personnel administration
	Knowledge of rules and procedures
	Correctly applies the rules

	Development of the organization
	Innovative spirit and foresight
	· Foresees and reacts

· Makes proposals for improvement


3.4
Topic 4: The changes required and action plans

On this topic, the work was done country by country in order to identify the changes made and being made and to draw up the corresponding action plans for implementation.

Those changes are aimed in particular at:

· efficient improvement of the system of internal communication;

· development of the recruitment system on the basis of objective criteria;

· establishment of a system for appraising competencies and performance;

· designing a remuneration system based on competence;

· developing HRM/HRD management tools and plans;

· establishing an operational system for management information on human resources and professional training.


The chart below sums up the results for several countries:

	Changes
	Objectives
	Action plans

	Introduction of variable remuneration
	· Introduction of attractive, performance-based remuneration

· Secure the loyalty of commercial agent

· Develop the customer/performance approach
	Phase 1: Prior study

Stage 1: Remuneration survey

Stage 2: Motivation study

Stage 3: Identification of feasibility elements

Phase 2: Design

Stage 4: Study of variability

Stage 5: Nature of the business objectives

Stage 6: Rules of application

Stage 7: Organization of the transitional phase

Stage 8: Simulations

Stage 9: Technical and managerial validation

	
	
	Phase 3: Implementation

Stage 10: Coordination with social partners

Stage 11: Communication with commercial agents

Stage 12: Gradual application

	Development of the organization
	· Separate financial management and human resources management

· Management efficiency

· Develop the approach: development of the organization
	Stage 1: Study the existing situation

Stage 2: Propose an organization chart

Stage 3: Determine the elements of implementation

Stage 4: Validation by management committee

Stage 5: Implementation

	Have relatively youthful employees
	Reduce staff by 15 to 20%
	· Run a successful early separation programme

· Organize a working meeting with the union

· Inform staff and heighten their awareness

· Calculate the individual separation packages

	Adapt and apply the staff appraisal system by the end of 2002
	Appraise staff at the end of 2003
	· Set global objectives by service and by staff member

· Involve senior management and the trade union

· Give staff a sense of belonging

· Train the appraisers

· Appraise the staff on the basis of competence and performance (objectives)


	Changes
	Objectives
	Action plans

	HRU team
	HRU

HRU training

HRU employee
	· Outline the programme

· Have programmes validated by HRU

· Define the terms and conditions of organization

	Transition from a public service to private management
	Prepare the basic HR infrastructure to facilitate the transition
	· Draft basic texts

· Draw up HRM/HRD plans


4.
VENUE AND TOPIC FOR THE NEXT MEETING

The representatives of the following countries offered to host the 9th Meeting: Gabon, Comoros, Chad and Djibouti. The meeting will be held in 2004. Suggested topics for consideration are:

· Corporate communication,

· Social policy and social benefits,

· Redundancy programmes and changes in the number of staff.

5.
CONCLUSIONS AND THANKS

The meeting was held in a cordial atmosphere of frank cooperation which facilitated the fruitful exchange of practices and experiences on relevant and topical themes in the field of human resources development and the new challenges posed by the changes occurring in the telecommunication sector.

The participants expressed their sincere thanks to the Government and people of Mali for their hospitality and welcome. They also conveyed their deep gratitude to the Ministry of State Domaines, Real Estate Affairs and Communication, to the Société des Télécommunications du Mali and to ITU, in particular the Telecommunication Development Bureau, for the quality of their contribution to the success of the meeting.
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