EARNING 

WHILE LEARNING at Canal CARACOL TV, Colombia
Canal Caracol is the most important private television channel in Colombia, producing programs for the entire country. Caracol is on the air between 5 am and 1 am, and their main features are soap operas, series, entertainment programs and news, as well as direct transmission of concerts and sport events, mainly soccer


At the beginning of 2000, they decided that to remain competitive, they needed to attract, develop and retain a group of highly committed personnel, and be permanently after new artistic talents. The Administrative Vice-President, Teresita Alarcon, was assigned responsibility for this goal, and developed a strategy to  develop the organization’s key leaders focusing on vision, mission and values, and to be better leaders to face the new challenge. The leaders had participated in other teamwork training activities (outdoor training), but now it was important to develop a new training strategy that would generate concrete, measurable results in the organization (return on investment).This strategy would have the twin aims of developing the leadership sills of the senior managers and of producing recommendations for solving key strategic business problems facing the company.

Moving From Training to Learning

In June 2000 a program was launched with the 90 key leaders of the organization. They were grouped into nine cross-functional project teams, in which they had to solve strategic problems of the organization, in several meetings over a six- month period.

The company had recently finished a Strategic Planning process, during which it had identified a number of key problems that had to be addressed to allow the growth and competitiveness of the business.

The program was aimed to develop the leaders into “leader-coaches” who would be able to better communicate , lead their teams, and implement critical teamwork skills.

Each project team was in charge of one problem, to which they had to come up with innovative solutions. At the same time, by having cross-functional teams working on the same assignment, it was possible to integrate their differences, develop creative thinking, try out new behaviors, improve problem-solving skills, learn about conflict resolution and negotiation, and develop more effective leadership behavior.

 The assignment also provided team members with heightened appreciation for this new way of working and learning at the same time. “This exceeded our expectations. I could see that teamwork is not only possible, but I was able to see the advantages and direct application in real life, ” said one participant, when asked how it was to work in a team with people from different areas and with different expectations.

How did this happen?

This was both a business and learning program. It was not,  a traditional training program where participants meet for a few days to receive ‘expert’ information. It was about solving the business challenges , and in so doing, learning how to work better, perform more effectively and relate better to others. 

Some of the projects were:

1. Prepare a contingency plan for International Marketing.

2. How to ensure the profit of the prime time covers the operation and losses of the other time sections (late and early)?

3. What strategic alliances and self-financing products can be developed for the international market?

4. How can we develop a high-performing, professional sales force, that develops  new markets and clients?

5. How can we lower our costs and optimize production resources?

6. What new ways of marketing can we develop and position?

7. Design new strategies for News and Events.

8. How can we create a coordinated interaction among all the areas of the organization?

9. How can we redesign processes and structure in the technical area?

The Key Results

The motivation and level of commitment after this program was surprising. The participants valued the learning as much as the interaction with others and felt very proud of the outcomes they generated in their teams. “This inspired me to begin generating changes even when reality is tough, ” one participant noted, “something very much needed in our country.” The participants had an experiential learning in that is it possible to influence others, changing one’s own attitude and communicating better with those with whom we need to interact.

When asked about how he would handle conflicts in the future, one participant said: “We will always have conflicts, and they will be increasingly complicated. So what we have learned is to remain calm, keep  ou good humor, and try to solve them.”


Teresita Alarcon in her assessment stated, “Effectively, the Leader-Coach process was a methodology of organizational change with nine specific projects that generated savings and new sources of income.” And she also expressed her next challenge: with the support of the Executive Team to spread these values and skills throughout the organization.

Summarizing the results of the process at the final presentation of the team projects, CEO, Ricardo Alarcon expressed, “Since my arrival at Caracol, this day has been the most gratifying of all.”
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