

COMMENTS ON THE CASE STUDY



"TRAINING REGULATIONS IN COUNTRY X"







1.
	
The Regulations are divided into 4 parts:  namely, general provisions applicable in all cases; and 3 sections devoted to the specific systems (fellowships, incentives and internal training) for which provision was made when the overall organizational policies were established.




2.
	
The "General Provisions" section includes certain items which are worth mentioning:




(a)
	
Article 1 states clearly that the Training Department administers staff training in accordance with the annual budget approved by the Organization for that purpose.  This first ar
ticle makes planning, identifi
cation of priorities, the establishment of a budget and cost control sy
s
tem compulsory right at the outset.





(b)
	
Article 3 contains a very important provision which makes it mandatory for all who have benefited from any of the systems to communicate the knowledge they have acquired to others if the Training Department so requires.  This may be done by using the staff members concerned as occasional instructors for giving lectures connected with a particular course or, preferably, by getting them to participate in the work of a group of course developers engaged in designing instructional material in accordance with the CODEVTEL method.




(c)
	
Article 4 provides for the recruitment, training and subsequent engagement as active workers of students who are not employed by the organization.  The existence of such a provision is important if ever difficulties are encountered in recruit
ing trained staff in any parti
cular branch (anti-unemployment measure).




(d)
	
Article 6 states that t
he Organization may use facili
ties offered by governments, internat
ional organiza
tions and commer
cial or industrial firms; but that it should not recognize any request which has not been submitted directly by the body concerned through official channels.  There are 2 reasons for this:  first, to reserve the organization's right to designate its own candidate; second, to prevent individuals from having personal dealings with such bodies (apart from the annoyance this might cause, the individuals concerned might not be the best suited from the organization's standpoint, thus placing management in a difficult position in respect of its relations with 
both the outsi
de bodies and its own employees).






(e)
	
The remaining Articles contain administrative provisions concerning the wages and leave to which employees with fellowships are entitled.





�


3.
	
Chapter 2 relates to the "Fellowship System", in respect of which the following comments may be made:




(a)
	
The first 2 articles (10 and 11) define the system and its users, namely, present employees or students who will become fully-fledged employees upon completion of their studies.





(b)
	
Article 12 stipulates that fellowships may be approved only by Management or the Board of Directors.  This means that a system must be devised for the screening and recommendation of candidates.  In every case this study, together with a recommendation by the Training Department, should be sent to Management for approval, rejection or submission to the Board of Directors, as appropriate.  The annual budget should make provision for such fellowships, although no candidate should be mentioned by name.  Once the budget has been approved, candidates should be selected on a case-by-case basis after consideration by Management and in accordance with the relevant budgetary provisions.




(c)
	
Article 13 defines the facilities which "may" be granted.  The wording is sufficiently flexible to cover a number of possibilities (depending on the country), the cost of the studies and facilities afforded by governments and other organizations or firms.




(d)
	
Under Article 16, a special contract setting out the obligations of both parties must be signed with the organization.  The purpose of this provision is to ensure that, upon completion of his training, the employee will repay the investment made in him by serving the organization for a certain period, thus preventing the exodus of trained personnel to the detriment of the organization.  At the end of the set period the employee may, if he so wishes, leave the organization in the same conditions as any other employee since, theoretically, "he has paid" the investment made with his work.




(e)
	
Article 22 spells out the required length of service in the organization once training has been completed, together with the payments which the employee has to make to the organization if he does not comply with those requirements.  It is important to note that the article contemplates the possibility of collaboration between the organization and other firms or international organizations regarding the loan of staff for certain periods.  The employees concerned are not


	affected, for the time worked elsewhere counts for the same as time worked in t
he organization.  This arrange
ment facilitates the e
xchange of developers, instruc
tors and specialists be
tween telecommunication organi
zations.




	
Provision is also made for a reduction in contract time according to the seniority of the employee.  The time clause is not applicable to employees with more than 15 years' service in the organization, for it is assumed that they are stable and that it is the organization which has requested them to specialize.  It is unlikely that such staff members would contemplate leaving for another job since they
 have already accumulated subs
tantial benefits which they might loose (social security, seniority premiu
m
s paid by the organization, etc.).  Also, their lives are ordered and organized round their work.




4.
	
Chapter 3 concerns the "System of Incentives"; basically, the policy it describes may be summed up as follows:  "the organization and the employee each pay their share".




		
Since personal initiative is involved, the employee pays a minimal share (generally 20%), over and above the time and effort he devotes to his studies at home.  Provided certain requirements (relevance of the studies, consent of immediate supervisory staff and compliance with the annual budget) are met, the company responds to this personal initiative by paying 80% of the cost.




		
In the light of experience, it was decided that payment should take place after the event, in order to avoid a high rate of drop-out from successive courses after completion of 1 or 2 stages.  A typical example is found in the study of languages at the beginner, 
intermediate, advanced and con
versation levels.  In many cases, employees completed only the first level, which is of benefit to neither the company nor the individual concerned.




		
Provision is made for advance payment in certain cases where the employee's situation and the cost of tuition makes it difficult for him to advance 
the amount and await reimburse
ment.




		
It should be noted that under this method a study contract is not drawn up between the employee and the organization.





5.Chapter 4 relates to the "Internal Training System", which is defined in relation to the activities organized directly by the Training Department. 





		
It is specified which activities may be carried out during working hours (those unconnected with promotion) and which are to be pursued outside working hours.  The Training Department is free to decide whether or not a contract needs to be signed in any given case.  Some of the full-time courses for which wages, subsistence allowance, transport expenses, etc. are paid, closely resemble a fellowship within the country.  It is in such cases that a study contract must be signed.







 6.Two of the final provisions deserve special mention:




(a)
	
It is compulsory for all fellows to submit a written report along lines la
id down by the Training Depart
ment.  This is essential for evaluation.





(b)
	
If the studies in question call for knowledge of another language, the ca
ndidate must satisfy the Train
ing Department that he possesses such knowledge, so as to avoid failures resu
lting from linguistic difficul
ties and to ensure that the "study" trip does not become a "pleasure" trip.
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