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Preamble

In a fast growing sector such as telecommunications, where the industry is driven by new technology, new applications and increasing demand for services, most organizations have accepted, in theory at least, that they either change or fade away. Regulators also recognized the need to keep up with the rapid pace of change and move fast with well-designed interventions to respond to the thriving entrepreneurial growth. To succeed, executives need to change the way they think about nearly every aspect of strategy and management. 

The Telecommunications Regulatory Commission (TRC) in Jordan, a well-known and pioneer utility regulator in the Arab region, is well established and structured. To retain its status quo and lead a new model of management in the future, it is crucial for TRC to reconsider its strategy and reshape its business processes. Monitoring fast-moving markets require fast-moving bodies that are continuously revitalized with new talent. There may be some competency areas in which TRC can enforce and develop even further, especially by placing the basis for strategic human talent management.

One central theme of this paper, therefore, is to elucidate the need for talent management and identify the core competencies needed in a regulatory environment. The paper will present a conceptual proposed framework that encompasses some learning techniques and methodologies. It is perceived that through the integration of these techniques, individual and collective contributions towards achieving corporate objectives can be improved.

It is said that there is no blueprint for success, especially in a highly complex arena. However, this paper tends to offer some suggestions and indications that might lead to producing effective and robust change.

Competency Sets

Formula I: Knowledge + Skills + Attitudes = Competencies






Some researchers define competencies as the specific knowledge, skills and attitudes that are needed by the staff to best support the organization’s strategic objectives. These competency sets are important especially for higher-level managerial functions. Gaps between current and future competencies can be identified and the learning process can be planned accordingly. 

The success of TRC’s operations hinges on the continuous development of the knowledge, skills and right attitude of its staff. Competence-based systems provide the structure and tools, which help individual workers to manage themselves, offer flexibility to the job, add initiative and interest, and develop both themselves and their colleagues.

Formula II: Application of competencies = Talent
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The opportunities provided through applying the above-mentioned competency sets justify the search for new ways to harness it and make it operational. This formula can successfully be achieved through addressing crucial issues such as the promotion of learning by doing, i.e. confronting real managerial problems during individuals’ work experience to increase the ability to develop new skills and draw knowledge from their own and other past and present practices. The learning can take place in an open atmosphere with two-way communications and in a climate where people have the right attitudes and values. These ingredients can result in creating a sense of self-responsibility, ownership, and self-confidence. In the same token, structural changes contribute to widening the difference between existing knowledge and skills on the one hand and required ones on the other, creating the so called “the competence gap”. Individual can be supported or retarded by the organization culture. Therefore, organizations need to create a conducive environment that continuously allows and encourages employees to learn. Another important issue is the establishment of common language among group members so as to foster a sense of accountability and commitment.

A well-trained and informed staff is fundamental for efficient and innovative telecom regulatory entity. The core knowledge required for such an entity could be, but not limited to, in the following areas:

· Spectrum Management in terms of technical and commercial aspects in order to best utilizes the spectrum natural limited resources. 

· The latest telecommunications services such as the 3-G broadband digital cellular and wireless loop technology. 

· International Telecommunications Laws, competitive telecommunications policies and regulations, and International best practices.

· Cost and pricing analysis, and financial modeling.

· Price regulations and interconnection charges.

· Competitive licenses drafting for new telecommunication services. 

Jobs and their content are often described by the skills required to perform tasks adequately; at the selection and appointment point candidates are matched against this job-specific range of skills, usually ignoring other skills the person may possess. There are definitions and lists of core skills that are deemed to underpin competent performance at different levels in a regulatory environment. The core skills that are believed to be necessary to telecommunications regulatory bodies are:

· Conceptual and visionary ability.

· Influence and impact, which include: negotiation skills, mediating skills, arbitration, persuasiveness, team leadership skills, networking and peer relations.

· Interpersonal skills include, but not limited to: oral clarity in presenting ideas, communication skills, and active listening skills. Although first and most painful step in identifying these skills is discovering what are we good at and what are we poor at. 

· Problem-solving skills and conflict solution.

· Analytical ability and systemic thinking.

Sometimes it is not people’s background, in terms of knowledge and skills, that make the different, but rather having the right attitudes. The success of an organization will depend largely on the contribution made to the creation of value by each of its member. For TRC to ensure the optimum results of applying competencies of its staff may need to establish the right attitudes and values amongst them. These attitudes and values could be; credibility, fairness, commitment, persistence and flexibility.

The concept of learning by doing is the key factor in achieving the optimum corporate goals. Research and experience clearly indicates that people learn best if and when the learning is directly related to the job and can be applied immediately. Likewise, applying the competencies and identifying organizations’ best practices are crucial but not easy, for a couple of reasons: first, there is a large gap between what a task looks like in a process manual and what it looks like in reality; second, there is a gap between what people think they do and what they really do. The manager who wants to understand the organization’s best practices must bridge both of these gaps.

Most of the ongoing change programs such as Business Process Reengineering (BPR) focuses on the process approach. These approaches are described to be a top-down style, have structured coordination of people and information flow, and assume that organizations compete in a predictable environment. These approaches and the concept of talent management are profoundly different. The concept of talent management is a bottom-up approach based on applying and practicing competencies; it assumes that the environment is unpredictable and tasks are driven by tactic knowledge, and are done in a more open and spontaneous manner. It is about bringing a real life problem to discussion so that learning has practical benefits; lat but not least, it is about increasing one’s capacity to create and achieve what he or she could not previously create. It is also about learning how to transfer skills to workplace, converting the knowledge that one has gained, and adapting it to the situation. 

In the light of the above, what is needed for telecommunications regulatory bodies is to adapt the talent management concept provided that the top-management articulate the vision and mission statement, identify competency needs and establish an empowerment environment. This can be visualized through the following model:


Top-down

What the organization need?











What do employees have to offer?

        Bottom-up

To identify the current competences, assess future needs and eventually manage and retain the talented employees will necessarily require new management tools and techniques. Most of these tools can be chosen and tailored to meet individual learning requirements, interests and responsibility. By doing so, staff can directly enhance their current job performance and feel more confident about carrying out their job responsibilities. The success of adapting these tools relies on adopting and implementing new selection and retention schemes, based on accelerating the learning process. The most significant areas of learning to be addressed could be:

· Transfer Learning, i.e. disseminating knowledge to colleagues and informing managers about the newly acquired knowledge.

· Opened communication channels.

· Team-building.

To do so, some of the following tools are recommended:

· Peer-coaching.

· Networking.

· Discussion groups.

· Establishing an Electronic Platform for learning.

· Build learning alliances.

· Self-study CD-ROM and Internet.

· Advocating Action Learning technique.

· Distance learning.

· On the job training.

The recommended retention strategy begins with the assumption that long-term, across-the-board employee loyalty is neither possible nor desirable. The focus, shifts from broad retention programs to highly targeted efforts aimed at particular employees or groups of employees. Some of the suggested retention techniques are: 

· Compensation: the most popular retention mechanism today. 

· Job Design: means rethinking carefully about which tasks to include in which jobs, organizations can exert considerable influence over retention rate.

· Job Customization: means tailoring jobs to the needs of individuals. It provides employees with a variety of tools to help them assess their own interest, values, and skills, and it encourages managers to tailor rewards, benefits, and assignments to individual requirements. Flexi-time or part-time arrangements might satisfy one employee’s desire to pursue outside interest or meet a parenting need, while tuition reimbursement might be the key to keeping another employee happy.

· Social Ties: loyalty to organizations may be disappearing, but loyalty to colleagues is not. By encouraging the development of social ties among employees, organizations can often significantly reduce turnover among employees whose skills are in high demand. 

Conclusion

The quest towards finding the right cure and the desired equilibrium must continue, which requires an immense effort, hard work, and an enormous amount of commitment whilst also requiring a supportive environment. However, it is a clearly established principle that there is no magic formula or panacea for all organizational ills.
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