The View From

the Top

An interview with Robert Lee,

executive vice-president of Pacific Bell.

Robert Lee
exec | (tire i sice-president
of Pacific Bell

"What good will it
BE TO HAVE NEW
TECHNOLOGY BY 1997
IF OUR EMPLOYEES'
SKILLS WERE DEVEL-
OPED IN THE 1980S?"
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ow many times
have you made
this wish; "If

only top management
supported training, we
could...."? And then
you fill in the blank
with the name of your
newest training idea.
At Pacific Bell, the
tables are turned. A
top executive is look-
ing down in the orga-
nization for support
for Capability 97, a
sweeping plan to put
employee skill devel-
opment on fast for-
ward. In this exclusive
interview, Robert Lee
discusses the initiative.

T&D: Capability 97 is a
major training initiative for Pacific Bell.
What prompted the need for an effort
of tills size?

Lee: Pacific Bell has recently signed
contracts with some major vendors
to modernize the telecommunica-
tions network in California. By 1997,
we will have converted from analog
to digital transmission. Many of the
lines that connect us with homes and
offices in California will also be con-
verted from copper to fiber optics by
1997. We have expanded from voice-
only transmission and are building a
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statewide network to carry voice,
data, and video simultaneously.

We are like a lot of corporations
that are moving to new technologies.
Our employees don't want to be left
behind. Our company can't afford to
leave them behind.

We're moving to digital transmis-
sion, but our employees are accus-
tomed to thinking analog. We're
putting more emphasis on data com-
munications, but many employees
are more comfortable with voice
communications. And we're moving
to fiber optics, with a technical
workforce that has worked only with
copper-wire cables.

What good will it be to have new-
technology by 1997 if our employ-
ees' skills were developed in the
1980s? Capability 97 is a major train-
ing initiative to put employees' skills
shoulder-to-shoulder with our new
techn<>logy platform.

A transition team that included Cy
Tunis, our executive director for edu-
cation and training, did some quanti-
tative research on the training we
had been doing. The team found
exactly what we did not want to
find: More money was being spent
to train staff than to train line peo-
ple. Disproportionately more training
dollars were being spent on high-
level managers than on first-line
supervisors and technicians, and
more was spent on training in gen-
eral subjects than on technical-skill
training.

We wanted to turn al of those
ratios around. Our capability plans
emphasize training line people rather
than staff, training in technical rather
than general subjects, and building
the skills of lower-level employees
rather than managers.

T&D: Building capability makes sense
for a company moving rapidly to
new products and technologies, but
are there other reasons why top
management supports it?

Lee: Building employee capability is
extremely critical for a couple of rea-
sons. Long-distance telecommunica-



tions companies are making
competitive incursions into the
domain of local companies such
as Pacific Bell. Under these cir-
cumstances, training is one of
the fastest-acting medicines we
could take. The person you train
today to sell a data product is
genereﬁu’m,g rEVEnue tomorrow.

In addition, in a regulated
environment such as QUIS, W here
wages are set by labor contracts
and prices for our services are
capped by the government,
training is one of the most dis-
cretionary expenditures we can
make. It's a pool of money that
can be spent with a great range
of choice. It makes sense for top
management to pay a lot of
attention to that.

I also think it is extremely
important for me to focus on
training right now because we
are going through significant down-
sizing. Over the next four years we
will reduce our staff by 10,000 peo-
ple. That pops up as a danger signal
to me. It's a situation ripe for training
cuts unless there is a force to resist.

Employees say they expect train-
ing budgets to be cut; | say no.
Every one of our business-unit heads
is committed to keeping training dol-
lars constant or to increasing them,
despite reductions in other areas.
That's the personal and organiza-
tional steam we've built around train-

ing.

T&D: What effect will this strong
emphasis on training have on finan-
cia results?

Lee: It will have short- and long-term
effects on financial results, both on
revenue and expense. The training
we give people that allows them to
sell more hits the cash register right
away. The training we give our tech-
nicians enables them to install very
complex services with fewer defects,
and that reduces expenses right
away.

T&D: Ybur business units are playing
a strong role in capability building. Is
this a new development?

Lee: It wouldn't be fair to say that
the business units' focus on training

"E MPLOY EES
SAY THEY EXPECT
TRAINING BUDGETS

TO BE CUT.

I SAY NO"

is new, but maybe the degree is a bit
novel. We embrace the notion that
business units should make it a key
plank in their business plans. And
we embrace the notion of looking to
the central (training) organization to
guide those business units through
the maze of choices to be made
about training.

Data-Based Definitions

Analog: Analogous to real-world
events. Analog devices monitor
conditions, such as movement,
temperature, or sound, and con-
vert them into an analogous rep-
resentation. For example, tele-
phones turn voice vibrations into
electrical vibrations of the same
shape. Analog computers process
data made up of continuously
varying voltages.

Digital: Using numbers. Usually
refers to binary coded numbers
for any microelectronic device.
Digital computers accept and
process data that has been con-
verted into discrete binary num-
bers.

Source: The Computer Glossary,
fourth edition. By Alan Freedman.
AMACOM, 1989.

training

It was natural for me to say
to Cy Tunis, “would you stew-
ard this on our behalf? Would
yvou point out to us all the best
practices in the husiness units
and aceelerate the process of all
of us adopring the hest?”

T&D: How do vou see your role
in making Capability 97 happen?

Lee: One of my roles is to be
tenacious—the Energizer bunny-
banging the drum about
Capability 97.
Another is to put accountabil-
ity behind it. If it's to have some
staying power, it must have
teeth. When | get to appraisal
and salary-increase time for the
vice-presidents in al the busi-
ness units, | want to factor in
how they have done on
Capability 97.
Another role for me is to provide
consistency and not let this be just a
flash in the pan. Periodically it's on
the agenda for my staff meetings. My
direct reports know that | own and
carefully go through each agenda
item. So if it's on the agenda, they
know it's dear to me.

| need to find ways to recognize
excellence such as that of Chuck
Smith, Tom Cross, and Frank
Casazza. They're leading the pack as
role models for Capability 9~

T&D: When you looked a the com-
pany's future uses of technology and
the new kinds of services it would
be offering, you made a connection
to the skills the workforce would
need. Did anything in particular help
you make that link?

Lee: There were messages coming in
to me in stereo.

We do customer-satisfaction sur-
veys. and for | he last two years | was
seeing a pretty prominent trend, par-
ticularly among the high-end, sophisti-
cated customers. In those (customer-
satisfaction) interviews they were
saying that technical competence was
a problem.

| was hearing the same message
through lots of employee forums.
People would say to me, "I'm writing
Centrex (a business system) orders
and 1 haven't been trained on
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Centrex. Does that worry you?'

Ai that time | was the coordinat-
ing executive for one of our bold
goals regarding service-order defects.
Many defects tied back to technical
competence, or lack thereof.

And finally, | heard from work
groups that low levels of compe-
tency were more hurtful to us than
cutbacks.

All of that was hitting us at the
same time we were aware of build-
ing the information superhighway
and seeing technology move even
further away from us.

T&D: Keeping employees' skills in

sync with new technology and new
business directions is never ending.

Linking

What do you expect to happen next
after Capability 97?

Lee: Capability 97 is a label we've
put on our efforts, but when we get
to 1996 we will have to throw the
javelin out to 2000. There's no ques-
tion we will be continually racing
and feeling the white-hot urgency to
keep ahead of the field. To a large
extent, that kind of tension is
healthy.

T&D: What's been the effect of
Capability 97 on the central training
function at Pacific Bdl?

Lee: The need to capitalize on each
training dollar puts more pressure on

Capability 97 to
Our Business

Pacific Bell's corporate training unit used a

seven-step quality process as aframework for

helping business units link training to results.

The top training executive

explains how.

BY CYRIL J.

At Pacific Bell, we are gearing
up for a new reality. One big
change for us involves replac-
ing and updating al our basic tech-
nology. We are converting the sys-
tems that switch telecommunication
line connections from analog to digi-
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tal. We are replacing much of our
copper-wire transmission lines with
fiber-optic cable. By 1997, Pacific-
Bell will be a 100 percent digital
company and will be transmitting all
signals over fiber-optic cable.

One of our biggest challenges will
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the training organization to find
innovative ways to deliver training.

I'm very pleased with responses
to that challenge, including our auto-
mated forms of training and distance
learning.

An area where we must keep
ahead with innovation is how to
deliver training just in time and close
to the user. | think training will be
defined differently. The traditional
training of students by teachers in
classrooms is changing rapidly, and
we must seek more variations from
this way of doing things. »

Robert Lee was interviewed by
Patricia A. Galagan, the editor of
Training & Development.

be to make sure our employees
adapt their knowledge and skills to
be able to perform a their best in
this environment of unprecedented
change and competitiveness.

As executive director of education
and training for Pacific Bell, |
believed it would be appropriate to
propose an employee capability-
building plan to complement the
deployment of our advanced tech-
nology. | found an enthusiastic spon-
sor in Robert Lee, the company's
executive vice-president of the
California Markets Group. (See the
interview on page 24 for Le€'s views
on building capability in the 1990s.)

The business units in Lee's group
are responsible for provisioning,
installing, and maintaining telecom-
munication services for 19 million
customers. They represent about 65
percent of our workforce.

Bob Lee felt strongly that it was
necessary to focus on building
employees' capability in sync with
the overall transformation of the
company. He said, "In the competi-
tive environment of the future,
Pacific Bell will have the same
switches and the same fiber as the
competition. We need to differentiate
ourselves with our people and their



capabilities.” And so, our intensi-
fied focus on building employ-
ees' skills became known as
Capability 97.

It was my job to describe the
concepts behind Capability 97 to
the heads of the business units in
Bob Lee’s group. They would, T
hoped, see the payoff in dcw]op~
i ability-building plans that
d their employees’
uh( skill-building needs.

| decided that applying the
principles and tools of total-qual-
ity management to the issue of
skill building would provide a
framework in which the business
units could generate capability
plans that were based on their
own data and linked to business
results. In a presentation to Lee
and his leadership team, | used a
seven-step problem-solving
approach as a prototype for
building a capability plan.

The presentation was not
intended to tell the business-unit
heads what their Capability 97 plans
should include, but rather to offer a
systematic model for using business-
unit data to develop their own
Capability 97 plans.

The seven steps

Step 1of the problem-solving process
is to identify the business problem
requiring process improvement. In
this case, the business problem was
the one Bob Lee had articulated—
how to build employee capability that
would be appropriate to the com-
pany's business goals and that would
give us a competitive advantage. We
would assign a high priority to the
goal of living out our company's
vision of delivering superior customer
satisfaction. The business units were
encouraged to identify as "the prob-
lem" a significant business-unit goal—
for example, increasing revenue by 5
percent.

In step 2, | illustrated the use of
objective data to describe the current
situation regarding employee
capability. We reviewed the facts about
the changes in our network and the
increasing complexity that would soon
characterize our product lines. These
facts in themselves require continu-
ously evolving knowledge and sKills.

We also looked at the results of

INTERVIEWS
WITH CUSTOMERS
REVEALED THAT
THE COMPETITI ON
WAS FORMIDABLE

interviews with our customers, who
told us that our competition was
formidable.

All these facts supported the con-
clusion that a focus on building
capability was one of the challenges
of our business environment. By
inference, this part of the presenta-
tion was demonstrating to the busi-
ness units the value of examining
their own current situation with
respect to employee skills and to the
identification of skill gaps.

Step 3 of the prototype modeled
the use of a fish-bone diagram to
identify the root causes of the prob-
lem a hand—in this example, it was
the slow development of new skills
required by employees.

Examples of root-cause analyses
from prior quality-improvement stud-
ies were also shown. | showed
examples of cases in which the lack
of required skills was one of the root
causes of the failure to achieve spe-
cific business goals.

| included data on the extent of
formal training Pacific Bell employ-
ees received in 1993. The data
showed, for example, that non-
salaried employees received an aver-
age of three-and-a-half days of train-
ing. while managers, on average,
received seven days. They also
showed the amount of formal train-
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ing taken by people in specific

job titles, such as order writer,

service representative, and splic-

ing technician. Employees in
~jobs in which the technology
| was changing were indeed
receiving more training than
those in johs with static tech-
nologies,

That analysis encouraged the
business units to analyze the

I root causes that might be affect-

ing their employee skill-building
status.

Step 4 modeled the process
of identifying potential counter-
measures that could correct the
identified root causes. (See
"Hypothetical Countermeasures
to Root Causes of a Problem,"
on page 28. The countermea-
sures in the flowchart are hypo-
thetical examples, meant to
demonstrate a systematic ap-
proach to counteracting root
causes. The point of this step

was primarily to show how to link
cause, effect, and countermeasure. It
was not intended to prescribe the
elements of a capability plan.

Some of the hypothetical counter-
measures were the initiation of a pol-
icy regarding recommended training
expenditures, and the establishment
of a goal for a fixed number of
annual days of training for each
employee.

Another type of countermeasure
might require action to be taken by
the education and training unit. For
example, we might be asked to pro-
vide ongoing data on the quality of
our training, as well as other training
measurements, such as return on
investment.

For example, the business units
might plan to better exploit manage-
ment coaching, local training, or
alternatives to instructor-led training,
while my training unit could be
asked to increase employee access to
alternative delivery systems such as
distance learning.

Step 5 of the problem-solving
method tracks the effects of the
implemented countermeasures to
verify that we had indeed reduced
the original gap between a business
problem and its solution.

We did not discuss steps 6 and 7
of the problem-solving method. They
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Problem statement:
Employees in key job
titles are not develop-

ing required skills.

No individual
capability-building

Coaching aspect
of first-level job

recognition plan not clear

Training-team First-level

subcommittee subcommittee
plan plan

address the standardization of the
new processes and plans for the
future.

What happened next?

The January 1994 meeting with Bob
Lee's leadership team led to a buy-in
to Capability 97. The business-unit
heads agreed to address capability
building more formally and to use the
seven-step approach as a framework
for their plans.

The business-unit heads have
appointed Capability 97 stewards who
have helped develop the capability
plans and have begun to implement
them. They have adopted some of the
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Root Cause

No commitment to
Capability 97

Overall budget
limitations

No business-unit
training plan

Capability-building plan
not integrated with
technology or
business plan

No capability-building
process

Not enough alternative
training modes

countermeasures in the prototype plan
and devised many of their own. See
the story on page 29 for their perspec-
tives on capability building and for
some details about their capability
plans.

Among the countermeasures in
place in the business units:
I more on-the-job training
| specific, targeted education initia-
tives with nearby universities
» a training track, called the Data
University, for the Los Angeles market-
ing staff
| new partnerships with the central
education and training unit
> policies requiring dl employees to
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Establish policy on
Capability 97, set
$ and days for
training goals

Focus resources on
key job titles, redi-

rect tuition aid and
vendor expense

Develop business-unit
training plan

Develop business-unit
training plan

Develop individual
capability-building
plans

Exploit coaching, local
training, and alter-
native delivery
modes

Provide tracking,
benchmarking, data
analysis, and ROI
improvements

Define key job titles and
skills, modify tuition-
aid policy, and man-

age vendor contracts

Help develop training
plan; provide
maximum modularity
and flexibility

Develop curricula inte-
grated with technol-
ogy and product
initiatives

Provide key job-title
training courses and
training tracks

Lot i JymH

Increase access to
alternative modes
and anywhere/
anytime delivery

have their own training plans
» astrategy to focustraining on fewer
job titles.

The business-unit training stewards
in some cases control training strategy
and expenditures.

I (is too soon to present data show-
ing the effectsof the Capability 97 ini-
tiative. But the focus on capability
building should result in equipping
business-unit employees to meet cus-
tomer needs . H

Cyril J. Tunis is executive director of
education and training. Pacific Bell.
2600 Camino Ramon. Room 2N502,
San Ramon. CA94583; 510/823-5988.



Business Units
Take the Lead
In Capanility 97

Pacific Bell's business-unit leaders are a majorforce behind

Capability 97, a sweeping program toget employees' skills

up-to-speed for a new work focus and new technology.

BY PATRICIA A.

herever know-how, brain-
power, and intellectual
capital make the critical

difference in how well a company
does, you will find business units
taking a strong role in training.
When a top corposate officer views
employee capability as a factor in
achieving a business plan, you will
find that employee training is a high
priority for business-unit leaders,

That is the situation at Pacific Bell,
where business-unit leaders are a
major force behind Capahility 97, a
sweeping program to get employees’
skills up-to-speed for a new work
focus and new technology. The busi-
ness-unit leaders are being urged
ahead by Pacific Bell's executive
vice-president, Robert Lee, who
believes employee capability is one
of the facwors that witt meke the cum-
pany stand out from competitors.

Each of the business-unit heads
who reports to Lee has a robust bud-
get and a formal training plan for
Capability 97. Each shows the enthu-
siasm you would expect for a major
company initiative.

First on board

Tom Cross is vice-president of Pacific
Bell's north area, a business unit
with 7,000 employees. Cross is one

GALAGAN

of the most active supporters of
Capability 97 and was the first to
develop a capability-building plan.
"This is not just something eso-
teric or nice to do. | am convinced
that Capability 97 will show up in

Tom Cross
vice-president for
the north area

"This IS NOT
JLIST SOMETIll NG
ESOTERIC OR NICE

TO DO."
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the bottom line. There's no doubt it
will improve our business effective-
ness. 1really believe Capability 97
will help us provide better service at
less cost.

"It may be a cliche," Cross says,
"but people who are not trained for
their jobs don't always work effi-
ciently or accurately."

The north unit is trying to antici-
pate what skills employees will need
to take the company into emerging
markets.

"We wouldn't train a lot of people
on something until it's a robust mar-
ket," says Cross, "but we do need to
make sure we have a group of peo-
ple capable of supporting new prod-
ucts."

The training plan for the north
area calls for heavy emphasis on
training employees to use new tech-
nology and to sell and service new-
products. It also specifies training in
some leadership skills geared toward
a bottom-up management style.

"We believe we can manage bet-
ter it we improve certain dimensions
of leadership, especially communica-
tion and the ways we demonstrate
that we value people," says Cross. "l
need to demonstrate to my team that
1 am developing new leadership
dimensions while | ask them to do
likewise.”

Cross’s unit has already identifiec
the core competencies that will be
critical to achieving Capability 97.
Emplovees and coaches have dis-
cussed where they are relative to the
core competencies. Where they find
gaps between what employees know
and what they need to know. they
identify training needs and they bud-
get for the taining it will take 1o fill
them.

HR manager’s role
Tonv Webster is the HR manager for
the north unit. His role is to steward
Capability 97 for the unit. "I'm
charged with making sure al the ele-
ments are put in place...designing a
strategy and so on. Once | have the
commitment of my peers, I'm
responsible for prodding them to
keep it moving ahead and for mea-
suring it."

Webster led a group that set mea-
surable capability goals such as the
percentage of payroll invested in
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training and the number of skill
gaps closed or minimized. "We're
also looking at the return on
investment on our training dollar,”
says Webster.

"We track budgets on a
monthly basis to see how much
training activity is taking place.
We are ill deciding what qualita-
tive measurements to use. but they
will probably include things like
our job-fulfillment survey results.
And we expect that other business
results, such as fewer trouble
reports, will start to show improve-
ments."

Webster also has the job of
communicating his unit's progress to
others. Once a quarter, his team
assesses results with a team from the
corporate training and education
unit.

"The corporate training unit is an
important partner to the business
units in making Capability 97 hap-
pen." says Webster. "Cy Tunis and
his people have taken the lead in
getting exposure for the program
throughout the company, especially
a the executive level. | don't think it
would have as much steam behind it
if they hadn't."

The agitator

One top executive who pressed hard
for more training at Pacific Bell, even
before Capability 97, is Frank
Casazza, the general manager for
Network Services. His unit tests new
technology from an operational
standpoint and also develops meth-
ods and procedures for using tech-
nology in the rest of the company.

Casazza had worked outside the
company for afew years and came
back as an agitator for training. He
saw it as crucial for a company try-
ing to install a lot of new technology
while it was downsizing.

"Training requirements have
increased dramatically on account of
new technology,"” he says. "At the
same time, we are driving expenses
out of the business and doing more
work with fewer people. If the work
isn't done well, or if it's not accurate,
you end up costing, not saving
money."

In many companies, driving
expenses out means drastic cuts in
training, but Casazza says this causes
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Frank Casazza
general manager for
Network Services

"IF YOU SEF THIS
MAN," EMPLOYEES SAY,
"SHOW HIM YOUR
TRAINING PLAN."

a training gap "that can become an
Achilles' heel to the corporation.”

"I view training as a strategic
imperative. It can and should be a
real differentiator in a marketplace
that has a lot of competition."

Casazza tackled the training gap
in his unit by gathering a group of
subject matter experts to look at
every job classification. Those
experts decided what it would take
for an average person to be reason-
ably qualified to do each job. That
became the basis of a group of core
courses.

"We found people in the field
who were recognized as extremely
good at these job classifications, and
we asked them if the job require-
ments and courses made sense. Their
suggestions helped refine the core
course list.

"When that was done, we pulled
the training fileson al 700 people in
my organization. We did a "stare and
compare,’ and documented every
place where there was a gap
between the core courses and a per-
son's actual training history. Then we
prioritized the gaps and started send-
ing people to school."

He also set up a training council
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chaired by his unit's head of
human resources and made up of
managers from each department
in the unit. This group continues
the work of determining skill
requirements and updating the
core course list.
To institutionalize the process
of finding and filling skill gaps,
the training council also refined a
| system of employee files to

include each employee's most

recent evaluation, an individual
5 developmental plan, and a train-
| ing plan. Employees and their
6 supervisors review the folders

during the first quarter of every
year and acknowledge the year's
training expectations. An employee
can eliminate certain training if he or
she can establish competence based
on experience.

Casazza has been so emphatic
about every employee having a train-
ing plan that one group had buttons
made up with his picture and the
words 'if you see this man, show
him your training plan.”

Part of Casazza's strategy is to rec-
ognize employees for completing al
their core courses. Supervisors
whose direct reports complete al
their courses will be recognized.

Casazza believes that training
makes a real difference in what a
company can accomplish, but he
admits that he is able to meet his
training goals because he is getting
upper-management support.

"Pacific Bell has really reinforced
its dedication to training. It pleases
me, and | think it really pleases our
people. In our industry, training is
not optional: it's strategic."

The sprinter

If Frank Casazza was more than
ready for Capability 97. Chuck Smith.
Vice-president for the Los Angeles
area, was not. In 1993, when Cy
Tunis was promoting the plan
among the company's vice-presi-
dents, Smith was dealing with the
aftermath of the Los Angeles earth-
quake.

"I had $65 million worth of dam-
ages. Buildings were falling down,
and Cy wanted to talk about training.
Give me abreak!"

But after a late start, Smith is
shouldering his way to the front of



the pack of strong supporters. "1
wasn't an early adopter. Bui now i
genuinely believe that Capability 97
has had a far greater impact than we
imagined.

"l think we (the Los Angeles unit)
are one of the leaders, if not the
leader, in new ways of delivering
training."

Smith's first training plan was a
skimpy two pages. Now it's a thick,
spiral-bound book covering markets,
expected revenues and margins, skill
sets, and the training technologies
his unit will use.

"1 think we talked a good game
about it before, but we never spoke
with the kind of data we have now,"
says Smith. "When we first embarked
on Capability 97, 1thought it would
just be a set of courses for people in
switching and some other technical
areas. Going through the creation of
a plan stimulated our thinking. It
caused us to start thinking about
people and about doing things dif-
ferently.”

Even though Smith had held a
corporate training job, he didn't
really envision training delivered at a
desktop or over a TV network. But
he could see that Pacific Bell was
facing radical changes in its culture,
and he realized that CONLINUOUS
learning under many kinds of c¢ir-
cumstances was going to he part of
the new culture.

Smith's training plan emphasizes
both technical and managerial train-
ing. To test his assumptions about
what kind of training his managers
needed, he used a third party to
interview them.

"I found out that what | thought
they needed and what they thought
they needed were two different
things." says Smith. Mis managers
wanted two things for themselves:
personal development plans and
team development for the manage-
rid group. Many of Smith's 40 senior
managers have already begun tailor-
made executive-education plans.

Smith also discovered through his
third-party survey that managers
didn't push for training for their
employees, because they weren't
getting it themselves. Now he
believes that the managers who are
being trained are more likely to sup-
port training for others.

Smith also discovered that his unit
needed to do a lot of technical train-
ing. This prompted the search for
more alternatives to instructor-led
courses. One new training course
uses CD-ROMs to simulate the use of
switching technology. The overall
trend in the unit is to move training
away from the classroom and back
to on-the-job methods.

A survey of managers who sell
data services revealed that they val-
ued training enough to take it on
their own time. Smith met them
halfway. His unit created a data
academy for salespeople. Half their
training time is company time, and
half is their own time. Smith asserts
that the trained salespeople generate
more revenue than before they were
trained.

Chuck Smith

i ice-presiclent for
the Los Angeles area

"Learning IS
FOREVER."

"None of this would have hap-
pened without Capability 97." says
Smith, referring to the stepped-up
training activity in his unit and the
connection he sees to the bottom
line.

"I am the most bottom-line person
you have ever met. To me, bottom
line means revenue and margin and
service, period. Bottom line doesn't
mean 'We worked real hard; we're a
team; aren't we great?"

Training & Development.
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"The one thing that is very obvi-
ous to me is that capability—the
learning and creating of systems for
continuous learning—impacts the
bottom line directly and influences it
proportionately."

The training budget for capability
building in the Los Angeles busi-
ness unit is significant, says Janet
Hollingsworth, staff manager for
Chuck Smith. As coordinator of
Capability 97 for the Los Angeles
area, she worked with its general
managers, division managers, and
regional managers to put together
the training plan. "Each department's
training goal is lied to the bottom-
line goals of the business as a
whole," she explains. The plan is
designed to have an impact on sales,
customer service, and Pacific Bell's
major goals.

The Los Angeles unit will pui-
chase some of its training from
Pacilic Bell's internal education and
training unit. Some training will be
purchased outside, and some will he
delivered by major vendors, such as
the supplier of the electronic switch-
ing machines that PacBell uses. And
some training will be developed in
the business unit.

Lessons for leaders

What have Pacific Bell's leaders
learned in the process of crafting
learning goals for the rest of the

- organization through Capability 977
. Here is Chuck Smith's answer.

"l think that the most significant
thing we have discovered is that
learning is forever—but that in a
technological society, it takes new
forms and formats.

"We are al learning. | can hon-
estly say | didn't want to do this. |
didn't think we needed it. But hav-
ing done it, there is no question in
my mind. | wouldn't stop now."

Patricia Galagan is editor
& Development.
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