STUDI KASUS H – 

PROGRAM TELEPON DESA

OLEH GRAMEEN TELECOM DI BANGLADESH

(CASE STUDY H – GRAMEEN PHONE, BANGLADESH – See English Version below)
(Studi kasus ini telah di-edit oleh ITU – Focus Group 7, Studi APT Question 3.3)

Pendahuluan

Kelompok bisnis Grameen di Bangladesh telah menciptakan dan berhasil dalam melancarkan Program Telepon Desa secara inovatif untuk melayani  90% dari jumlah 68 000 desa dengan sekitar 100 juta rakyat belum ada fasilitas telekomunikasi.  (Jumlah desa ini hampir sama dengan di Indonesia). Keberhasilan program ini telah menarik perhatian kalangan internasional, termasuk pemberitaan, institusi pembangunan dan para operator telekomunikasi. 

Para penyelenggara  Program Telepon Desa ini terdiri dari tiga perusahaan secara berpatungan, dengan pembagian kerjanya sebagai berikut:

· Grameen Telecom (GTC), didirikan atas prakarsa Grameen Bank untuk melancarkan Program Telepon Desa., menggunakan sistem telepon seluler GSM 900. GTC juga melayani pelanggan umum individual

· Grameen Bank (GB): memberi dukungan organisasi untuk mendapatkan Operator Telepon Desa (OTD), melakukan penagihan, dan komunikasi sehari-hari dengan para OTD.

· Grameen Phone Ltd. (GP), pemegang lisensi untuk seluruh wilayah nasional,  bertanggung jawab atas infrastruktur jaringan. GP adalah perusahaan patungan dengan para pemiliknya: Telenor Invest AS : 51% (Norway), Grameen Telecom : 35% (Bangladesh), Marubeni corporation : 9.5% (Japan) dan Gonophone Development Corp: 4.5% (USA)

Program Telepon Desa ini mulai beroperasi pada hari Kemerdekaan Bangladesh  tanggal 26 Maret 1997.  Dan pada tanggal  15  November 1999 telah beroperasi 950 telepon desa, melayani sekitar 65 000 warga desa. Mereka rata-rata menggunakan jasa telepon ini sekitar 900 menit tiap bulan (30 menit tiap hari), 400 menit diantaranya untuk hubungan keluar desanya.

Pengelolaan program

Para OTD dipilih dari para nasabah GB yang baik, yang kebanyakan ibu-ibu di desa yang menyelenggarakan usaha kecil seperti misalnya warung atau industri kecil lainnya. Calon OTD mengajukan permohonannya kepada GB, untuk mendapat perangkat seluler atas dasar kredit  jangka 2 - 3 tahun, dan diangsur secara mingguan. Perangkat OTD terdiri atas telepon seluler, batere, charger (pengisi) batere, kalkulator, stopwatch, pedoman penggunaan telepon seluler dan daftar biaya hubungan telepon  dan papan tanda Telepon Umum Seluler. OTD wajib memberikan layanan jasa telepon kepada umum atas dasar tarif yang telah ditentukan, serta memelihara perangkatnya.


GTC melakukan survey untuk menentukan desa (baru) yang direncanakan mendapat fasilitas telepon, desa ini dipilih di daerah kantor cabang BG yang telah tercakup  oleh jasa telepon seluler, kemudian bersama GB memilih calon OTD. GTC juga bertanggung jawab untuk pelatihan, dan mengatasi masalah-masalah operasional sehari-hari.

Pengalaman dan hasil-hasilnya

Dampak penggunaan telepon di desa ini sangat luas, seperti hasil-hasil evaluasi berikut:

· Pendapatan bersih OTD tiap bulan sekitar 2000 Tk (50 US$), dan nilai ini cukup baik dibandingkan dengan usha-usaha lain di desa.

· Pada tahun 1997 waktu siaran radio dan televisi memberitakanbencana tornado di Bangladesh, banyak orang asing menelpon menanyakan peristiwa ini untuk pemberitaan di negaranya.

· Seorang OTD bahkan mencatat nomor-nomor telepon pejabat-pelabat negara dan dalam beberapa hal memungkinkan komunikasi langsung dengan mereka

· Banyak desa yang letaknya dipinggiran sel (cakupan Base Station) sehingga GTC mengupayakan antena lebih baik, tetapi ini menaikkan harga peralatan (jumlah kredit). Ada pula desa yang tercakup wilayah BTS tetapi belum mempunyai listrik. GTC mengupayakan solar panels sebagai sumber tenaga.

· Dampak yang menggembirakan antara lain adalah mobilitas kerja meningkat sehingga jutaan warga desa yang bekerja diluar desanya bahkan ke luar negeri. Disamping itu perdagangan antara desa dan kota meningkat, melebihi pertumbuhan ekonomi nasionalnya

Penutup

Dengan keberhasilan ini GTC ingin memperluas daerah layananannya, sesuai dengan cakupan layanan oleh GP.  Rencana yang ada adalah memasang 40 000 titik layanan Telepon Desa sampai akhir Desember 2002.

Laporan lebih lengkap dapat dikunjungi website :

http://www.itu.int/ITU-D/univ_access/telecentres/
http://www.itu.int/itunews/issue/2002/10/southasia.html 

(Note: This case study has been edited by the ITU in accordance with the aims of Focus Group 7)

APT Study

Rural Wireless Communications Strategies for Developing Countries

Case Study – Bangladesh

GRAMEEN TELECOM : The Village Phone Program

Introduction

The Grameen family of businesses in Bangladesh has established an innovative program called Village Phone (VP) to provide public telephones in rural areas. Today, voice communications services are not available in 90 per cent of the 68,000 villages of Bangladesh. The concept of Village Phone was developed by Grameen Bank (GB), a world-famous microcredit facility that provides capital to the poor people of Bangladesh. Using the latest digital wireless technology, Grameen Bank sought to combine its experience in village-based micro-enterprises with the well-tested and proven idea of privately operated phone centres. Targeting the installation of 40,000 village phones by the year 2002, the bank believes that Village Phone will become the largest wireless payphone project in the world.

The objectives of the Village Phone program are:

To provide easy access to telephony when needed, all over rural Bangladesh

To introduce a new source of income generation for villagers

To bring the potential of the Information Revolution to the doorstep of the villagers

To introduce telecommunications as a new weapon against poverty

The program's success has attracted the attention of international media organizations, development institutions and operators worldwide. As of November 15, 1999, there were

950 village phones in service providing telephone access to more than 65,000 people. Average usage of the village phones was around 900 minutes per month, out of which  400 minutes were outgoing calls. The village phone operators, who are themselves poor  inhabitants of the rural areas they serve, have earned an average net income of US$40 per month in a country whose annual GDP per capita is only US$286  .

Organizational Structure

The VP program is administered through the coordinated activities of three entities:

Grameen Telecom, Grameen Bank and GrameenPhone Ltd.

Grameen Telecom (GTC) was set up at the initiative of Grameen Bank to distribute

public telephony service in rural areas using GSM 900 cellular mobile telephones. GTC also provides mobile phones for private subscribers on a non-exclusive basis. Its vision is to provide telecommunication services to all 100 million rural inhabitants in 68,000 villages of Bangladesh.

Grameen Bank provides organizational support to GTC for selecting VP operators and collecting bills. It also handles day-to-day problems regarding the program by communicating with VP operators and GTC as necessary. GrameenPhone Ltd. (GP) is responsible for network infrastructure and is the primary provider of private cellular services. It is a joint venture company registered in Dhaka with the following shareholders:

Telenor Invest AS : 51% (Norway)

Grameen Telecom : 35% (Bangladesh)

Marubeni corporation : 9.5% (Japan)

Gonophone Development Corp: 4.5% (USA)

GP was awarded a nationwide license to operate and maintain a GSM 900 cellular network on November 11, 1996. GrameenPhone's network has been rolled out in such a way as to provide some coverage of the rural areas. The network went live on March 26 th , 1997, the Independence Day of Bangladesh.

Operation and Administration of the Village Phone Program

The Village Phone operator, a Grameen Bank member, acquires the telephone under the lease financing program of the bank. The VP operator is responsible for extending services to customers for incoming and outgoing calls, collecting the call charges according to prescribed rates, and properly maintaining the telephone set. The VP operator's net income consists of the difference between charges paid by customers and the amount billed by the Village Phone administrators, which includes air time and a flat charge for each incoming call.

Selection, Subscription and Training of VP Operators

The process of establishing a new Village Phone begins when a GTC unit officer visits the Grameen Bank branches in an area and prepares a list of villages where GSM network coverage is satisfactory. The local GB branch then selects individuals from among its members, usually women, to act as VP operators. Most VP operators are women because almost 95% of Grameen Bank members are women. Grameen Bank has a special set of rules for selection of VP operators. Some of these rules are as follows:

1. 
She must have a very good record of repayment of Grameen Bank loans;

2. 
She should have a good business, preferably a village grocery store, and have the

spare time to function as the VP operator. Initially the telephone would be a side business with the expectation that the operator would eventually switch over to the telecom business on a full-time basis after services and revenue justify a full-time commitment;

3. 
She should be literate or at least she must have children who can read and write. Her

residence should be near the centre of the village.

After initial selection of the VP operator by the GB branch, the respective unit officer of Grameen Telecom ensures signal availability in the house or shop where use of the phone is intended. For the first VP under the jurisdiction of a given GB branch, the final selection of the member is made by the Zonal Manger of GB. At a later stage, the Area Manager becomes the final authority for selection. After the VP operator has been selected, GTC buys a cellphone subscription from GP and provides connectivity to the member. GTC supplies the necessary hardware and provides training on how to operate the phone. The price of the phone and the connection fee is paid by GB to GTC and the member pays it back to GB within the stipulated 2- or 3-year period through the micro-credit facility's weekly repayment system.

Equipment Costs

The basic Village Phone package contains a Nokia 1610 transceiver, a 1200 mAh battery, a fast charger, a sign board, a calculator, a stopwatch, a user guide in Bangla and a price list for calling different locations. The basic package costs 15,000 Taka [US$302.11 2 ].Grameen Bank pays TC for the basic hardware package and the VP operator repays GB

in weekly installments of Tk. 220 [US$4.43].

Call Charges and Recurring Fees

GrameenPhone charges the Village Phone program 2 Taka [US$0.04] per minute for a local peak-hour call (a discount of 50% compared to the 4 Taka [US$0.08] charged to urban ubscribers). For national and international calls, GP charges the Bangladesh Telegraph & Telephone Board (BTTB) rate plus VP airtime charges. A value added tax (VAT) of 15% is added to call charges. To cover the administrative cost of GTC and GB, a service charge of 13% is added to the total GP bill.

VP operators are supplied with a price list that includes all relevant charges as well as their margin. For example, for a local mobile call, the retail rate is Tk. 5.00, out of which the GP rate is Tk. 2.00, the VAT is Tk. 0.30 , and the service charge is Tk. 0.30 . The remaining Tk. 2.40 is the income of the VP operator from which she has to pay the monthly line rental, royalty fee and handset installment. In addition to outgoing calls, the VP operator receives income from incoming calls as well.

VP operators pay a minimum monthly bill of 154 Tk. [US$3.10] to cover the monthly line rental, VAT and service charge as well as 100 Tk [US$2.01] for the annual government license and royalty fee. Airtime usage fees are charged in addition.

Billing

GrameenPhone produces a monthly bill at the bulk airtime rate for total airtime used by all VPs. The bill includes the monthly line rental as well. The bill showing the net amount payable to GP is sent to the GTC head office for realization by the end of each month. GTC remakes the individual bills and sends them to corresponding GB branches with a summary bill due from the branch. The branch pays the bill to Grameen Telecom in six weeks. Grameen Bank collects the bills from VP operators.

After Sales Support

The unit offices of Grameen Telecom are responsible for VP operation in the field. The

duties of each unit office are to find new areas with GSM coverage by the GP network,

help the GB branch manager select VP operators, train VP operators and take care of all

manner of problems faced by VP operators regarding handsets, billing, etc. The unit

offices use information about coverage from GrameenPhone in order to locate potential

sites.

As of September 1999 there were 5 unit offices, situated at Dhamrai (Dhaka Zone),

Norsingdee (Narayanganj zone), Comiila (Comilla Zone), Feni (Noakhjali zone) and

Chittagong (Chitagong zone). The number of unit offices will increase with increasing
coverage area. According to the present plan, GTC will establish one unit office per two

Area Offices of Grameen Bank and will be responsible for approximately 300 to 400 VP

operators.

Experience and Impact

A phone in a village has far-reaching implications. We found several significant effects

on social life:

· From the phone, the average net income of the phone lady is around Tk. 2,000 per

month (USD 50) [US$40.28 –ed.]. The amount is good enough compared to other

rural occupations. With the completion of the network, 40,000 VP operators will be

employed for a combined net income of $24 million per annum (Assuming a 20 per cent increase in airtime use).

· In 1997, when the news was broadcast by cable television that a tornado had hit some villages of Bangladesh, many expatriates called the 10 village phones from abroad for news of their villages.

· One VP operator, Hazera Begum, collected the telephone number of the prime minister. She keeps it for use if necessary in an extreme emergency. Other operators keep the number of the local Member of Parliament (MP) or police station. Thus Village Phone has made operators conscious of their right to call the police, their MP. or even the prime minister. This is a significant achievement which helps to strengthen the base of democracy in the country.

Obstacles Faced:

1) 
Most of the villages where GTC has provided phones are situated on the outer edge of

the cells. Sometimes signals are fluctuating. This causes frequent dropped calls, loss

of revenue and customer dissatisfaction.

GTC is seriously concerned with the coverage problem. GTC has responded by

introducing external high gain antennas that ensure smoother call completion in weak

signal areas, as well as extend coverage without further investment in network expansion.

Fixed wireless terminals (FWT) may be another solution for extended, good quality

coverage but these terminals cost at least double the present cost of a mobile cellphone.

GTC has submitted a request to GP to find more cost-effective ways to increase

coverage. The use of mast head amplifiers in base transceiver stations (BTS) close to the

villages may be a solution from the network side.

2) 
There are villages with network coverage but without electricity. The number of such

villages is increasing as the program moves farther from Dhaka City. Therefore, a source of power for charging the cellphone battery must be found. GTC has tested solar panels and DC batteries as alternatives to main power supplies. All of the current solutions, i.e. extended antenna, solar panel, and DC batteries, increase the start-up cost that is funded by Grameen Bank. This, in turn, increases the weekly installment of the operator. On the other hand, new BTS or N4HA increase the costs of the network operators. GTC must find an optimum solution for both parties.

Demand for Additional Services

Economic trends in Bangladesh portend higher demand for information and communication services in the future. Labor mobility has increased enormously in the recent past, resulting in millions of people who live or work outside their home villages or abroad. At the same time, the volume of rural-urban trade has increased at a rate much higher than the growth of the economy. These two important factors - enhanced labour mobility as well as marketization of agricultural production - are resulting in increased demand for telephone services.

There are few alternatives to VP currently under implementation. The government has a plan to install card phones on an extensive scale at the level of the local thana (police station). However, the government plan does not extend coverage to the village level. By contrast, VPs enable villagers to make calls from within their village and to receive calls from outside. In addition, unmanned card phones will mainly facilitate outgoing calls. The VP program encourages a higher call completion rate than traditional payphones because the VP operator has a financial incentive to locate the person for whom the incoming call is destined.

Prospects and Plans

We are eager to intensify our village phone activity. Village phone can be used more

significantly in the future to improve the overall living standard in Bangladesh:

· GTC may provide phones in local police stations, hospital/health complexes,

agriculture offices, family planning offices, fire stations, and other places where the

villagers will call for help.

· The cell broadcast facility of GSM may be used to convey particular messages to

particular areas, such as warnings of floods, cyclones, epidemics, health issues, etc.

· The villagers may also be given market information in order to empower them to

negotiate better prices for their products.

· GTC is planning to establish a pilot project of multi-purpose telecentres. Exact

configuration of such telecentres has yet to be worked out. Preferably, they will offer

phone, fax, e-mail, Internet, word processing, data entry, distance education, health

assistance, adult education and as many IT benefits as possible for the villagers.

Electronic funds transfer (EFT) and market information services will also be introduced. These telecentres will be particularly useful for relief work during disasters. Eventually, it may be feasible to set up full Village Telecom Centres (VTC).

GTC will expand its operational areas as the GrameenPhone GSM network is extended throughout the country. Using the fiber optic network of Railways, GP has already reached Chittagong, the second largest city of Bangladesh. GP plans to extend its network from Dhaka to Khulna along the railway track and implement a backbone microwave network between Khulna and Chittagong in 1999. This will open up a broad area for Village Phones. In 2000, GP will reach Sylhet, and Northern Bangladesh will be covered in 2001. After connecting all of the big cities along the Railways track, GP will intensify its network penetration of remote areas. Thus, almost the entire country will have the coverage necessary to install a village phone by the year 2002. GP's ambitious target is to install 40,000 VPs by December 2002. GTC has proposed that GrameenPhone cover an entire rural district along its path of expansion. This will help to concentrate more VPs in a small area, and provide a clearer picture of the prospects of rural telephony. GTC believes, from present experience, that the results will be encouraging. However, the number of rural districts involved will depend on funds availability.

Conclusion.
Putting cellular phones in the villages of Bangladesh was altogether a novel idea for many people. Grameen made it happen and the rural poor are directly benefitting from the information flow. The program has drawn the attention of many international institutes and media. We hope the Village Phone program of Grameen Telecom will be replicated in many developing countries where it might be a solution for universal access to telephony.
PAGE  
7

