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1.	Re-Engineering in the telecommunication organizations of the Americas              region





In recent times, we have witnessed the exceedingly rapid modernization processes to which telecommunication entities the world over have been subjected.  Our region has not been spared from that trend, and although the institutional realities and national sectoral contexts may present certain differences, almost all of the telecommunication organizations in Latin America and the Caribbean have been having to deal with the introduction of far-reaching processes of change in their traditional style of management.





Although each entity has approached the changes in the light of its own realities and needs, we may generally observe that these processes have gone hand in hand with the modernization - not only technological but also commercial, organizational and administrative - effected on the management side with a view to achieving significant improvements in the quality and quantity of the telecommunication services provided by the entity.





Thus it is that significant efforts have been and continue to be made, not only in terms of renovating existing telephone installations, installing the latest telecommunication equipment and bringing into operation new services based on the most up to date telecommunication technology, but also in terms of modernizing the commercial, organizational and administrative management systems of the various entities and improving their overall business management.





Technological expansion and modernization continues, now as in the past, to be a prerequisite for the continued existence of any telecommunication sector entity.  But this is no longer sufficient unless coupled with the further prerequisite that the entity be organized both effectively and efficiently to ensure customer satisfaction through the provision of a wide range of services that are both high-quality and appropriate.





Thus it is that in today’s telecommunication organizations, not only must existing procedures be brought into line with the technological processes carried out, but increasing emphasis must be placed  on re-shaping the systems and procedures that relate to customer service, quality management, management control, etc., and which of necessity involve all areas of the entity.





These methodological readjustment or organizational redesign processes, in the course of which the organization and its working methods are subjected to a total “re-think” with a view to bringing them into line with the new organizational objectives, have given rise to the expression “re-engineering”, which has recently come to have such a familiar ring.





The difficulty - and therefore the main challenge - for those responsible for human resources management in the various organizations lies in the fact that these organizational re-engineering processes give rise to changes (structural, methodological, etc.) at every level of the organization, which have to be assimilated by its staff within time-frames that are very short in comparison with the existing level of organizational inertia.





2.	The human factor and organizational re-engineering





The changes which are consequent upon implementation of the above-mentioned re-engineering processes in turn entail changes in staffing requirements in the organization’s various areas of activity.  Technological modernization generally leads to a reduction in the number of staff required to operate and maintain telecommunication equipment, while at the qualitative level, technicians have to be  specialized to a much higher degree.  Likewise, the modernization of management systems produces significant changes in the organization (in terms of its structure, working methods, systems and tasks), which in turn necessitate changes in the characteristics of the human resources required (i.e. quantity, distribution and training profile of the staff).





It is thus necessary to harmonize the organizational changes introduced as a result of the re-engineering processes with the characteristics of the human factor which the entity is counting upon for the implementation of those changes.  As we have seen, there will be a change in the number of staff required to carry out each of the functions that exist within the organization.  In most cases, however, there will also be a change in the abilities, knowledge and attitudes required in order to carry out effectively the duties pertaining to each of the posts to be created in the new organization.





An entity will gain nothing by implementing costly organizational re-engineering processes if these are not backed up by the necessary adaptation of its existing human factor to the new requirements.  The numbers and characteristics of the staff working in the different parts of the organization will have to be totally reviewed.  Given the relationship it bears to organizational re-engineering, we could call this process the “human re-engineering” of the organization.





Human re-engineering would not pose a problem if we were able to lay off the existing work force and engage new employees in accordance with the organization’s new requirements.  The same would go for organizational re-engineering if we were able to do away with the existing organization and establish a new one from scratch based on the ideal vision we had formulated.  However, this is not a realistic alternative, and it therefore becomes necessary to establish, as a fundamental step toward making viable the introduction of the new management systems within the organization, a special organizational unit with the task of satisfying the staffing requirements resulting from the change in the entity’s organizational profile, and thereby optimizing the benefit derived from the organization’s existing human resources.





In the above definition of this organizational unit, we are able to recognize a certain conceptual similarity with the traditional staff redeployment component that is to be found in classical human resources management systems.





3.	The traditional concept of staff redeployment





In general terms, staff redeployment resolves around a system whereby programmes are formulated and mechanisms implemented with a view to being in a position to reassign staff to areas in which their services can be put to better use, in line with the company’s future strategy,





What it amounts to is a system, i.e. a set of inter-related elements designed to achieve an objective.  The redeployment system is designed to ensure that the enterprise is prepared, from the human resources point of view, to respond adequately to the different situations it will be called upon to face (e.g. new technologies, management philosophies, etc.).  The inputs to the system would be the human resources inventory, the staffing forecasts, the company’s plans, and so on.  Its outputs or products would take the form of staff transfers, retraining, development programmes, reallocation of posts, staff rotation, and so on.





Such a system requires planning if it is to operate properly.  Some companies implement staff redeployment programmes in an ad hoc fashion in an attempt to respond to specific needs or problems of a transitory nature in a given sector.  However, while they may help to solve the entity’s immediate problems, such programmes do not achieve optimum utilization of the organization’s human factor.  The staff redeployment system should take as its point of departure the entity’s existing human resource situation, viewing it alongside the image of the target situation so as to be able to plan for optimum reorientation of the entity’s existing human factor.





The company’s future strategy is fundamental to the implementation of a proper redeployment programme.  Not only must there be a clear idea of the direction in which the company is heading, but also the results of these company planning exercises must be brought to the attention of those responsible for the staff redeployment system if the latter is to operate successfully.





The assignment of staff must be carried out in such a way as to maximize the potential of the organization’s human factor.  However, that assignment must be carried out from a global perspective, that is, taking into account the well-being of the organization as a whole, and not only of certain parts of it.  Our region is replete with examples of poor assignment of human resources, with all that this entails in terms of negative consequences for the telecommunication entities in question (e.g. areas with insufficient staff alongside others which are overstaffed, staff members lacking motivation on account of having to carry out tasks that are not in line with their knowledge or preferences, and so on.





4.	Human re-engineering - new challenges in the area of staff redeployment





Telecommunication entities have now reached the stage at which - as we have already indicated - they are not only envisaging strategic changes of the “traditional” type, such as horizontal and vertical expansion of their existing services, replacement of or variation in technologies, establishment of new services and/or discontinuation of certain existing services, improvements in productivity etc., but are also beginning to view the organization as a whole (including its vision, mission, management systems, and so on) as being in an ongoing process of review and redesign (i.e. re-engineering).





Within this new context, staff redeployment as it is traditionally conceived of finds itself up against a whole series of new challenges.  The “staff redeployment programmes” of the past must now make way for the creation of a permanent staff redeployment unit within the organization, which will have an indisputable strategic role to play in the management of the organization’s human resources.





Taking up again the above-mentioned concepts regarding staff redeployment and adapting them to the new organizational requirements in terms of “human re-engineering”, that function should take the form of a system whereby programmes are established and mechanisms implemented with a view to ensuring an ongoing readaptation of the institution’s human profile in line with the changing needs of the organization resulting from the introduction of new organizational models within its various sectors.





The staff redeployment system must take as its point of departure the entity’s existing human resource situation (inventory of human resources, job profiles, etc.) and the vision of the target situation (the company’s objectives and plans, staff requirement forecasts, etc.), while a view to planning for an optimum reorientation of the entity’s existing human factor at the level of the organization as a whole (i.e. not only certain parts of it).  In this way, not only will the human resources be assigned according to the needs of the company, but also to those areas in which the very best use will be made of their technical and human potential.





This reorientation of the human factor requires that the staff acquire or modify certain areas of their knowledge, abilities, attitudes and skills if the telecommunication enterprise is to carry out its mission and maintain its viability within a changing and ever-more competitive environment.





The foregoing implies that the management of staff redeployment is closely linked to the organization’s human resources planning, training and development activities.  It is ongoing coordination with the unit responsible for the entity’s staff planning that will facilitate the implementation of medium-term staff redeployment programmes designed to satisfy the organization’s dynamic job profile (human resources requirements) through optimum utilization of the entity’s available human factor.





As already pointed out, the creation of a special staff redeployment unit within the organization is not considered justified if that activity is not regarded as a system based on forward planning.  Staff redeployment activities which are undertaken in an ad hoc fashion in order to respond to specific and transitory needs or problems within a given sector of an organization generally amount to programmes the effect of which is to solve specific problems in the short term, without attempting to optimize the use of the organization’s human factor.





An industrial retraining unit operating on the basis of the entity’s short-, medium- and long-term staffing forecast data will be in a position not only to provide more fitting solutions to any problems which may arise within the organization, but also to ensure that the majority of such problems do not even arise by anticipating their appearance and preparing and implementing the necessary staff redeployment programmes.





If close coordination is successfully established between the staff planning, training, human resources development and staff redeployment systems, the entity’s human resources management system will be in a position to fulfil one of its most ambitious functions, namely to ensure that the organization has the staff it requires in the necessary numbers, with the right profile and at the right time.





The proper planning of staff redeployment activities, as is the case with human resources training and development activities, constitutes the difference between being in a position to provide a satisfactory and timely service to the rest of the organization, or becoming no more than a “fire extinguisher” whose sole function is to deal with the ad hoc problems which arise on a day-to-day basis.





5.	Establishment of a staff redeployment unit in a telecommunication entity





If staff redeployment is to become a permanent feature of the organization, a specific unit should be created for that purpose.





It goes without saying that the first things to be determined are the unit’s mission and its general and specific objectives.  Once that has been done, decisions then have to be taken regarding its staffing, being important to set up a team the combined profile of which brings together wide-ranging experience in the areas of technical planning, staff planning, recruitment and selection, post  classification and human resources training and development.  But in order for staff redeployment activities to be implemented within the organization in a comprehensive fashion, it is necessary to establish the operating systems and procedures that are necessary if the staff redeployment unit is to be able to carry out its functions in an efficient and effective manner, and to design the processes to be introduced within the entity to ensure the proper management of staff redeployment and to train the staff assigned to the unit in the correct application of the procedures established.  In short, the following basic activities need to be carried out as a matter of priority:





1	Establish a working framework for the staff redeployment unit within which it can carry out its activities in accordance with the entity’s relevant policies and institutional strategies.


2	Establish the global processes to be implemented throughout the organization to ensure proper management of its staff redeployment system (interfaces with the entity’s business planning systems, management procedures, information flows, communication channels, etc.).


3	Design the management processes to be introduced within the unit responsible for human resources management within the entity, such that the management of staff redeployment within the institution comes to be viewed as a subsystem of its “human resources management system”.


4	Organize the staff redeployment unit and establish its working systems and procedures with a view to enabling it to carry out its work in an efficient and effective manner.


5	Provide training to the staff involved in the management of staff redeployment within the institution - at both the operative and hierarchical levels - with a view to ensuring the proper implementation of the management procedures adopted.


6	Bring the entity’s staff redeployment management system into operation.





The ITU has the resources and experience necessary to work together with telecommunication entities within the region that are interested in implementing such a project.  The ITU could be of great help to such institutions in implementing the above activities.  Such assistance would consist in providing advice on the planning and setting into operation of the functions, systems and working methods to be introduced, training the staff assigned to carry out those functions, and providing assistance in any other area in which it is considered to be required (for example, it is very common for telecommunication entities in our region to lack any specific staff planning unit, this being a situation which hampers to a considerable degree the objectives of the human resources management system of those organizations in general, and of their staff redeployment subsystems in particular).





The human Resources Development Division and the ITU’s Regional Office for the Americas are ready to assist interested entities with the preparation of project documents and specific work plans tailored to the particular needs of each institution, and are ready to cooperate in the implementation of any activities considered necessary with a view to improving the human resources management systems already existing within telecommunication entities of the region.
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