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WHY A MODEL FOR ENTERPRISE RESTRUCTURING?��

It is obvious that the telecommunication environment is changing and that Governments have found themselves obliged to reorganize the telecommunication sector in response to these changes.

This reorganization of the sector means that operating agencies are also undergoing a process of change, since they have to adapt to the legal framework imposed on them by the reorganization of the sector, and this is happening, and will go on happening in the immediate future, in practically all countries.

At a recent workshop arranged by the ITU for agencies in the Americas Region, under the title "Competitive Restructuring of Telecommunication Enterprises", all the aspects to be considered when planning to restructure an operating agency were discussed, and actual examples were given of what was happening in various agencies in the region.

Reference was made to the legal aspects of adjusting to new telecommunication laws passed by the country in which the enterprise operates; there was mention of the need to be competitive in a liberalized market, the need to gear the enterprise to the goal of satisfying its customers' requirements and the need for cultural change in order to arrive at dynamic management based on business methods. There was discussion of the requirements of a transparent and accessible management information system, of retraining and redeployment programmes, of staff motivation programmes, the use of tools such as process re-engineering and quality management, etc., etc. But ... how are these ideas to be applied in practice, in order to achieve the desired restructuring of the enterprise?

We are going to try to answer this question with a MODEL FOR ENTERPRISE RESTRUCTURING, which has been developed and is being applied in various agencies, which have used it as a guide when drawing up their plans of activities so as to be able to restructure themselves and survive in the changing telecommunication environment in which they operate.

As its name indicates, a model is a guide, and in each agency and each country this guide will have to be adapted to local conditions and culture, so that restructuring plans will probably differ completely from one agency to the next.



WHEN IS IT TO BE USED?��

One very marked tendency in the reorganization of the telecommunication sector is the separation of the regulatory and operational functions. The operational function may be kept in the hands of the State, or a wide variety of solutions may be adopted, such as State enterprises governed by the law on private enterprise, corporations or enterprises with mixed capital, enterprises with partial or total participation by private capital, etc. etc., and they may keep a partial or total monopoly, or the market may be liberalized by stages and by types of service, etc. etc.

What is certain is that whatever the solution may be for the operators, they cannot go on as they are, behaving like administrations with subscribers. They will have to change in order to make themselves more efficient, with more dynamic management, with a policy of satisfying the customer, etc. etc. In other words, to be efficient and competitive.

The enterprise restructuring model described in this article can be used when the operating agency decides to make every possible effort to maintain itself as one of the leaders in the telecommunication sector, as an internationally competitive enterprise designed fundamentally to meet and satisfy its customers' needs and expectations in an efficient way.

We have seen enterprise restructuring processes taking place in a wide variety of cases, of which the following are just a few examples:

•	Telecommunication administrations converting themselves into private or mixed operating enterprises, competing in markets which are wholly liberalized.

•	Municipal public services, operating the telephone system as one of their services, which then convert themselves into mixed and/or private enterprises competing in a market which will be liberalized by stages and which after a statutory period will become completely free and open to competition.

•	Telephone cooperatives converting themselves into efficient operating enterprises, which, in accordance with the law, will have to compete in a market that will be liberalized within a period specified by the same law.

•	State enterprises which are protected by their monopoly of services, but which will have to meet the new needs of the environment in their countries.

In general, a process of strategic enterprise restructuring will have to be undertaken, when the final aim is to prepare the agency to meet the following definition:



An efficient, flexible and competitive enterprise designed to�satisfy its customers' needs and expectations in a�telecommunication market tending towards�complete liberalization and openness.





MODEL FOR ENTERPRISE RESTRUCTURING��

The starting point for launching the process of enterprise restructuring is to define the framework within which it will operate. The points of reference have to be established very clearly, and they are as follows:

•	Strategic vision of the enterprise: What is the enterprise supposed to be like in 10 or 15 years? This is the final objective pursued through the process of restructuring, along the lines indicated above.

•	Policies: What the enterprise seeks to achieve through the process of restructuring with respect to: customer satisfaction, development of services and technology, type of business management, commercial management, organizational structure, internal auditing, computerization and other management tools, possibility of establishing strategic alliances, etc.

•	Plan for the enterprise up to the year 20??: Plan for the development and expansion of the telecommunication systems it operates, so as to be able to compete in its area of activity and meet its customers' wishes within a period of 10 to 15 years.

•	Regulatory legal framework: Imposed by the telecommunication law and the laws governing the operation of enterprises in the country, depending on the type of enterprise in question (law on private enterprises, mixed enterprises, public enterprises, corporations, cooperatives, etc. etc.).

The aspects to be taken into account in planning the process of enterprise restructuring and the frame of reference mentioned above are shown in the following diagram:





�

ASPECTS TO BE TAKEN INTO ACCOUNT IN PLANNING THE PROCESS OF �RESTRUCTURING A TELECOMMUNICATION OPERATOR��STRATEGIC ANALYSIS:

1)	Mission, vision and strategy for moving from the present situation to realization of the vision.

2)	Analysis of the environment, of the market by segments and priorities, of the types of business the operator will be engaged in, of the expectations of customers, shareholders, employees, suppliers and the community.

3)	Analysis of the internal situation (strengths and weaknesses), of critical factors for success, of processes, of key capacities.

4)	Design of the system of measurement.

5)	Development of a "business case" assessing the expected benefits.

6)	Formulation of the enterprise restructuring strategy.��ORGANIZATION OF THE ENTERPRISE:�BUSINESS CULTURE:�CUSTOMERS:�TECHNOLOGICAL DEVELOPMENT:��1)	Legal framework regulating the enterprise's activities;

2)	Organization based on business methods;

3)	Customer-oriented approach (contacts with customers, knowledge of their expectations and needs, personalized solutions, etc.);

4)	Cost accounting (cost �1)	Changing the business culture to introduce the ideas of competitiveness, customer satisfaction, productivity, etc.;

2)	Involvement of senior management, trade unions and/or staff associations and each individual employee;�1)	Segmentation of the market, knowledge of customers;

2)	Differentiated service (major customers, other customers such as households, etc.);

3)	Marketing, new services;

4)	Institutional image;

5)	Customer database.�1)	Use of information and telecommunication technology for internal working;

2)	New technologies for service to customers;

3)	Development and investment plan �for the ��	centres or benefit centres);

5)	Computerization of work processes; management information systems;

6)	Financing of development and of services, tariff structure, methods such as "joint ventures" and others, etc.�3)	Philosophy of quality

	management as a continuous process of improvement;

4)	Re-engineering of processes.�HUMAN RESOURCES:

1)	A training agency, an agency which teaches (business philosophy);

2)	Benchmarkings, training and on the job development programmes;

3)	Inventory of skills, redeployment, retraining, incentives and career opportunities, managerial development.�	telecommunication system, so as to be able to offer quality options to the different segments of the market the enterprise wishes to handle (new technologies, optimization of the existing network, planning for growth, etc.);

4)	Development and investment plan for the introduction of new value�added services.��PROCESS OF COMPETITIVE RESTRUCTURING OF THE TELECOMMUNICATION OPERATOR, with detailed plan of activities, external assistance required, etc. Each of the major activities conceived as projects.�����

Once all the aspects mentioned in the diagram have been considered and the enterprise authorities have agreed on what they hope to achieve with regard to the organization of the enterprise, its business culture, its customers, its human resources and its technological development, it is then necessary to establish the "PROCESS OF COMPETITIVE RESTRUCTURING OF THE TELECOMMUNICATION OPERATOR, with a detailed plan of activities, external assistance required, etc. Each of the major activities conceived as projects". (Last box in the diagram.)

To achieve this end, the model for enterprise restructuring can be applied, to establish the objectives to be aimed at, the results expected, and on that basis, the plan of activities for achieving them.

This model is represented in the following diagram:



MODEL FOR ENTERPRISE RESTRUCTURING



�



The process of restructuring has been divided into five main action blocks, which are coherently interrelated. Each of these blocks has a precise objective to be achieved, with a detailed description of the results expected.

The detailed objectives and the results to be achieved could be along the following lines:

RE-ENGINEERING OF THE ORGANIZATIONAL STRUCTURE

FIRST OBJECTIVE

Carry out re-engineering of the organization of the entity in such a way that it is adapted to the legal framework, being structured on the basis of business methods, in order to achieve efficient satisfaction of all its customers' needs and expectations in a competitive environment.

Results expected:

a)	Legal structure of the agency adapted to the legal framework defined by the telecommunication law;

b)	Organizational structure based on business methods;

c)	Aims and objectives for the new units of the structure based on business methods;

d)	Team of directors and executives ready and prepared to act as agents of change in the process of strategic restructuring of the enterprise.

RE-ENGINEERING OF PROCESSES

SECOND OBJECTIVE

Carry out the re-engineering of the agency's work processes in order to adapt them to the new organizational structure based on business methods, so that they are directed towards efficient satisfaction of all its customers' needs and expectations.

Results expected:

a)	Work processes reformulated in accordance with the new organizational structure;

b)	Computerization of the main processes.

Each redesigned process, following an established order of priority, will be put into practice in a pilot trial situation before it is finally adopted.

MANAGEMENT INFORMATION SYSTEM

THIRD OBJECTIVE

To design and introduce a management information system which will be transparent, efficient, effective, centralized and computerized, enabling all authorized units in the new structure to gain direct access to the information required.

Results expected:

a)	Management information system designed to back up the new processes;

b)	Computerization of the system in such a way as to maintain centralized databases without duplicating the information;

c)	Management information system operated through a LAN network, enabling authorized persons to have access to the information, regardless of the physical location of their offices or workplaces.

DYNAMIC MANAGEMENT STYLE

FOURTH OBJECTIVE

To design and introduce a programme leading to a change in the management culture and style, so as to establish a dynamic and flexible model of business management permitting immediate satisfaction of all customers' needs and expectations.

Results expected:

a)	Efficient and effective management, with chiefs of units acting interdependently, setting up coherent and multi-disciplinary working groups;

b)	Management by results, with clearly-defined and measurable management objectives and indicators;

c)	Continuous improvement, using modern quality�management tools;

d)	Appropriate decision-making at the different levels and/or in the different processes, with the aid of the computerized management information system;

e)	Use of the budget, budget execution and cost accounting as management tools.

RETRAINING

FIFTH OBJECTIVE

To implement a retraining programme in order to optimize the use of human resources in the new organizational structure, cutting non-retrainable workers to a minimum.

Results expected:

a)	Introduction of a philosophy of self-training among the staff;

b)	Introduction of programmes for changing the business culture so as to introduce the ideas of competitiveness and complete customer satisfaction;

c)	Introduction of programmes for training, preparing, motivating and recycling staff so that they are participants in the restructuring process;

d)	Staff redeployed to implement the new work structure and processes, with detailed specification of their new positions and responsibilities.

ACTIVITIES

On the basis of the above-mentioned objectives, and once the results expected have been established, the activities necessary to achieve those results have to be determined.

It is also necessary to decide on an implementation strategy which will identify those responsible for follow-up and those responsible for each activity. Very likely, the assistance of outside consultants will be required in some areas, and this will also have to be planned and integrated into the enterprise restructuring plan.

If it is decided to use outside consultants, care will have to be taken to ensure that they are duly coordinated so that they all pursue the desired final objectives and their proposals are not at variance with each other.

IMPLEMENTATION STRATEGY IN CASES WHERE THE ITU COOPERATES WITH THE AGENCY IN THE RESTRUCTURING PROCESS

If the operating agency wants ITU cooperation, we recommend the following process:

"The operating agency will appoint a multi-disciplinary group of professionals, to be known as the Strategic Management Group, which will carry out each of the activities in conjunction with the ITU and the consultants working under its direction. The ITU will have to inform the operating agency in advance of the analysis, documentation and logistic resources it requires, so that it can make the necessary preparations, enabling maximum benefit to be derived from the missions of the professionals responsible for the various phases of the process."

The following diagram shows the participation and coordination of consultants and/or consulting firms subcontracted by the ITU and their relationship to the operating agency 

�

Strategic Management Group

This multi-disciplinary group of the operating agency will consist of a coordinator and three or four other persons working full-time exclusively on the process of strategic enterprise restructuring. The Group's responsibilities will be as follows:

–	to act as representative of the agency and counterpart to the ITU;

–	to supervise the execution and fulfilment of the administrative agreement between the agency and the ITU;

–	to coordinate with the general manager the execution and implementation of the output gradually emerging from the consultants' work;

–	to receive, discuss and approve fair copies of the draft reports submitted by the ITU at the end of each phase into which the consultancy work is divided;

–	to direct, lead and coordinate the staff in the different areas of the agency who will try out and apply the results of the consultancy work.

OBJECTIVES AND EXPECTED RESULTS OF ITU/BDT PARTICIPATION

The aim of the project is to secure methodological and administrative support from the ITU throughout the process of strategic enterprise restructuring which the operating agency has to undertake in order to be prepared and to provide satisfactory and efficient services which will meet its customers' full needs and expectations in a competitive environment.



The objective could be as follows:

To provide methodological and administrative support for the agency so that it can implement a process of strategic enterprise restructuring with the final aim of strengthening and preparing it to meet the following definition:







An efficient, flexible and �competitive enterprise designed to �satisfy its customers' full needs and �expectations in a �telecommunication market moving�in the direction of complete liberalization �and openness

���



Model for Enterprise Restructuring
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