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performance-based 
Recruiting & Selection systems,  

Training & Development systems,  
Appraisal & Performance Management systems,  

and Compensation systems 
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The slogans accompanying many Quality efforts 
in the past emphatically stated that the 
“Customer is King.” Customer satisfaction reigns 
supreme! All things for the customer! Meet the 
customer requirements. Exceed the customer re-
quirements to delight the customer. Quality is de-
fined by the internal and/or external customer. 

 
This somewhat true but overly sim-
plistic view of quality probably 
caused many executives to lose 
sleep and quiver with fear at the 

frightening thought that if they too, follow their 
peers’ lead and push the Quality movement into 
their own organizations, everyone on the payroll 
might take the slogans literally and act accord-
ingly. Very, very scary. 
 
One emphatic question: Are we willing to meet the customer’s requirements 
at any cost? 
 
The emphatic answer in a word: No!No!No!No! The reason the answer has to be “No!” 
is that nothing in business (or anywhere else) is really that simple.  

 
There are many more stakeholders 
than just the customer. 
 
Often there is more than one cus-
tomer, and there is often no one right 
answer as to what the requirements 
are; nor is there any point in ignoring 
other key considerations in making a 
business decision—investment costs 
and probable returns...ROI, and Risk.  
 
The truth is that there are always a 
number of complex tradeoffs in busi-

(Continued on page 2) 
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The Customer’s Satisfaction is King — Not! 
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My Point Is... 

The Customer’s Satisfaction is King — Not! 
(Continued from page 1) 

ness decision-making.  
 
Many Quality advocates have done a poor job of convincing management that 
they understand these tradeoffs; as a result, the Quality disciples sometimes 
sounds naive about the realities of business. On the other hand, some execu-
tives seem to oversimplify their message to make it clear; and in the end, they 
fail to give sufficient guidance to the people being “empowered” to make deci-
sions lower in the organization.  
 
Should the customer really be treated as king in all decision-making proc-
esses? In the frontline interfaces, usually yes! But what if the customer ap-
proached your frontline employee and asked for a free replacement of an ex-
pensive item clearly damaged due to customer negligence? Some of the litera-
ture might suggest you should replace the item, no questions asked—the the-
ory being that such exceptional acts lead to word-of-mouth advertising and 
even more business in the future. Of course, this strategy may require higher 
prices to cover the cost of this level of service, which may run counter to the 
requirements of some other customers. And there may be legal reasons why 
you shouldn’t accept the return based on pending litigation or future liability. 
 
The point isn’t what the right answer is from a single customer’s viewpoint; the 
point is that regardless of the answer, there are a lot of “other” stakeholders 
whose requirements need to be weighed in to determine that answer. Are all 
stakeholder requirements of equal importance...to the bottom lines? Often the 
requirements of the various stakeholders are in conflict with each other. How 
do we balance the requirements and determine where tradeoffs can be made? 
See page 20 for more. 
 
Executive management’s role in a publicly held corporation is to protect and 
increase shareholder value. They represent the shareholders and act as the 
guardians of the owners’ investments (assets). This is known as their “fiduciary 
responsibility.” Webster defines fiduciary as follows: “. . . designating . . . a per-
son who holds something in trust for another . . . .” Executives who mismanage 
the shareholder’s equity could be taken to court and jailed/fined if found 
guilty. You see, it’s not only their job, it’s the law. Therefore, management can-
not allow any projects or activities to be undertaken that are not seen as a 
means to protect and/or improve the value of the corporation.  
 
The Enterprise must  meet the needs of the customer AND the investors/
owners AND the governments of the lands where they do business. Or they 
won’t have much business to do. 
 
Have a great fall season! Cheers! 
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Notice:Notice:Notice:Notice:    
ASTD Links  ASTD Links  ASTD Links  ASTD Links  
published  

Guy’s article: 
“Curriculum    
Architecture   

Design” in their 
August issue, 
available to 
members at: 
www.astd.org 

Trust Trust Trust Trust     ————  doesn’t come easily.  doesn’t come easily.  doesn’t come easily.  doesn’t come easily.    
Experience  Experience  Experience  Experience  ————  doesn’t come quickly.  doesn’t come quickly.  doesn’t come quickly.  doesn’t come quickly.    

GGGGuy W. Wallace’s consulting clients since 1982…uy W. Wallace’s consulting clients since 1982…uy W. Wallace’s consulting clients since 1982…uy W. Wallace’s consulting clients since 1982…    
    

Including 3 of 5, Including 3 of 5, Including 3 of 5, Including 3 of 5, and 4 of 10, 4 of 10, 4 of 10, 4 of 10, and 12 of 50, 12 of 50, 12 of 50, 12 of 50, and 18 of 100, 18 of 100, 18 of 100, 18 of 100,     
and 29 29 29 29 of the current Fortune 500 Fortune 500 Fortune 500 Fortune 500 (as of 3/04)    

    

2000200020002000————TodayTodayTodayToday    
Abbott Laboratories, Eli Lilly, Fireman’s Fund Insurance, General Motors, GTE, Johnson Controls, NAVSEA—
Norfolk Naval Shipyard, Siemens Building Technologies, and Verizon. 
    
1990199019901990————1999199919991999    
Abbott Laboratories, ALCOA, ALCOA Labs, Alyeska Pipeline Services Company, American  Management Sys-
tems, Amoco, AT&T Network Systems, Bandag, Bank of America, Baxter, Bellcore Tech, British Petroleum-
America, Burroughs, CCH, Data General, Detroit Ball Bearing, Digital Equipment Company, Discover Card, 
Dow Chemical, EDS, Eli Lilly, Ford, General Dynamics, General Motors, H&R Block, HP, Illinois Bell, Imperial 
Bondware, MCC Powers, NCR, Novacor, Occidental Petroleum Labs, Spartan Stores, Sphinx Pharmaceuti-
cals, Square D Company, and Valuemetrics. 
 
1982198219821982————1989198919891989    
ALCOA, ALCOA Labs, Ameritech, Amoco, Arthur Anderson, AT&T Communications, AT&T Microelectronics, 
AT&T Network Systems, Baxter, Burroughs, Channel Gas Industries/Tenneco, Dow Chemical, Exxon, Ford, 
General Dynamics, HP, Illinois Bell, MCC Powers, Motorola, Multigraphics, NASA, Northern Telecom, North-
ern Trust Bank, and Westinghouse Defense Electronics. 

 
Project Overviews for each project are available at www.eppic.biz  

GGGGuy W. Wallace uy W. Wallace uy W. Wallace uy W. Wallace has been in the T&D field since 1979 and a training and perform-
ance improvement consultant since 1982. His clients over the years have in-
cluded over 35 of the Fortune 500, plus NASA, BP, Novacor, Opel, and Siemens.  
 
He has analyzed and designed/ developed training and development for almost 
every type of business function and process. He is the author of three books, sev-
eral chapters, and more than 50 articles. He has presented more than 50 times 
at international conferences and local chapters of ISPI, ASTD, and at IEEE, Lake-
wood Conferences, the Conference on Nuclear Training and Education, and at the 
Midwest Nuclear Training Association. 
 
He has served on the ISPI Board of Directors as the Treasurer on the Executive 
Committee (1999–2001) and later as the President-Elect for 2002-2003, and 
President for 2003-2004. 
 
Guy’s biography was listed in Marquis’ Who’s Who in America in 2001. He was 
designated a CPT — Certified Performance Technologist in 2002. 
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BBBBackgroundackgroundackgroundackground    
The Malcolm Baldrige National Quality Award was created by Public Law 100-
107, signed into law on August 20, 1987.  
 
The Award Program, responsive to the purposes of Public Law 100-107, led 
to the creation of a new public-private partnership. Principal support for the 
program comes from the Foundation for the Malcolm Baldrige National Qual-
ity Award, established in 1988.  
 
Criteria for BusinessCriteria for BusinessCriteria for BusinessCriteria for Business    

1– Leadership 
2– Strategic Planning 
3– Customer and Market Focus 
4– Measurement, Analysis and 
            Knowledge Management 
5– Human Resource Focus 
6– Process Management 
7– Business Results 

 
Getting StartedGetting StartedGetting StartedGetting Started    
Deploying your organization's strategy can be 
much more difficult than developing it.  
 
An easy-to-use questionnaire available at 
www.baldrige.nist can help you assess how 
your organization is performing and learn 
what can be improved. Based on the Baldrige Criteria for Performance Excel-
lence, the questionnaire will help you focus your improvement and communi-
cation efforts on areas needing the most attention.  
 
The questionnaire is suitable for distribution to your employees, your manag-
ers and supervisors, or your senior leadership team. This document is pro-
vided for use by any organization, at no cost, to help in your organizational 
improvement efforts. 
 
More Support and Free MaterialsMore Support and Free MaterialsMore Support and Free MaterialsMore Support and Free Materials 
Are We Making Progress as Leaders?—the NEW COMPANION PIECE to Are 
We Making Progress?—is now available.  
 
It is a senior leadership questionnaire specifically designed for organizations 
dedicated to performance excellence.  
 
See the web site for even more resources downloadable as PDF files. 

    
Have You Begun the Journey? Have You Begun the Journey? Have You Begun the Journey? Have You Begun the Journey?     

Malcolm Baldrige National Quality AwardMalcolm Baldrige National Quality AwardMalcolm Baldrige National Quality AwardMalcolm Baldrige National Quality Award 

The Award is 
named for 
Malcolm 
Baldrige, who 
served as 
Secretary of 
Commerce from 
1981 until his 
tragic death in a 
rodeo accident 
in 1987.  

Malcolm Baldrige  
1922-1987 

Contact Guy W. Wallace at:      
704- 895- 6364 or at  guy.wallace@eppic.biz 
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Edward E. Lawler III  
 

There have been 3,000 studies of merit pay There have been 3,000 studies of merit pay There have been 3,000 studies of merit pay There have been 3,000 studies of merit pay     
over the past two decades over the past two decades over the past two decades over the past two decades     

and only 100 claimed positive resuand only 100 claimed positive resuand only 100 claimed positive resuand only 100 claimed positive resultsltsltslts    
 

lawler@rcf.usc.edu 

Sivasailam Thiagarajan 
“THIAGI” 

 
All learning happens in the debriefing All learning happens in the debriefing All learning happens in the debriefing All learning happens in the debriefing     

    

www.thiagi.com 

Pursuing Performance  
is a free quarterly newsletter, published seasonally,  

from EPPIC and Guy W. Wallace  
on the EPPIC web site under Resources/Newsletters: 

 

www.eppic.bizwww.eppic.bizwww.eppic.bizwww.eppic.biz    
 
 

Pursuing Performance is for the leaders, managers, and individual 
contributors of those business functions, systems and processes 
that ensure that the right human knowledge, skills and attributes 
are available in a timely, efficient and effective manner in support of 
the enterprise processes. 
 
For you we offer our insights and many examples of our integrated 
concepts, models, methods, tools and techniques regarding our 
PACT Processes for T&D, our T&D Systems View, and our Enter-
prise Process Performance Improvement methods. Use! Enjoy! 

Pursuing Performance—EPPIC’s Quarterly Newsletter 
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Another CAD Project - after over 70  CAD Projects To-Date... 

Performance-Based Curriculum Architecture Design 
By Guy W. Wallace, CPT 

WWWWhen Performance Failure Isn’t An Optionhen Performance Failure Isn’t An Optionhen Performance Failure Isn’t An Optionhen Performance Failure Isn’t An Option    
My client called with a new opportunity. Her internal client had just come to her 
with a huge task—– overhaul the new hire curriculum for  3500 call center 
sales and service agents operating in over 30 call centers, in 7 regions, in the 
newly formed company resulting from the “merger” of two telecommunications 
giants.  
 
Oh, and start NOW!  
 
Revenues were at stake! And Operating Expenses! BIG ROI! Sales targets of 
$700.00 per day were being missed by most of the recently released trainees - 
and that was after over 80 days in formal training and then several weeks in 
OJT with an individual coach “on-the-floor” !!!  
 
Do that math to calculate those potential “returns” for more agents hitting the 
sales goals sooner! Master Performers were doing it; not many, but enough to 
suggest that it could indeed be done. 
 
And the 40% turnover being experienced was due in large part to the ineffec-
tiveness of the performers preparation, or so the exit interviews indicated. Now 
do that math to calculate those potential “returns” from reduced T&D expense 
if the turnover was cut in half or greater!   
 
Add those two sets of “returns” on improvement. Is this a worthwhile target for 
a CAD effort? It was! 
 
The existing training was terribly inconsistent across the 7 regions in every way 
imaginable. Getting the 7 regions on the same page was going to compound 
the challenges of this project. 
 
My client wanted me to conduct another performance-based CAD – Curriculum 
Architecture Design project as a predecessor to more MCD – Modular Curricu-

lum Development efforts. That would make it 
the 4th CAD in two years for this client. And this 
would be my 72nd CAD since 1982.  
 
CAD and MCD are two of three ISD methodolo-
gies of the PACT Processes. These CAD and 
MCD projects with this client were certainly 
keeping both me and the internal training staff 
busy; they were busy with content redevelop-

(Continued on page 5) 
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This author has con-
ducted 73 CAD pro-
jects for 46 clients 
since 1982, includ-
ing over 60 projects 

for Fortune 500 
firms. This proven 

methodology is cov-
ered extensively in 
his award-winning 

book: lean-ISD. 
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A Case Study from  
our Project Files 
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Book Review 
Serious Performance Consulting  
- According to Rummler 

Dr. Rummler’s new book is typical Rummler. Smart. Organized. Readable/
understandable. Even humorous. Geary uses the case company of NuPlant, 
of Big Auto, to “show” us how Bert, the Serious Performance Consultant, ap-
proaches performance improvement. NuPlant is adapted from one of Geary’s 
past improvement projects. 
 
At the heart of the book is the “Anatomy of Performance” (AOP), the mental 
model of an Organization that Geary and Bert use to diagnose a performance 
situation, just as a physician uses their mental model of human anatomy to 
diagnose a patient situation. The “Anatomy of Performance” boils down to 2 
points: 1- An organization is a complex system of individuals, jobs, processes, 
functions, and management; 2- Organizational performance or results are a 
function of how well these interdependencies are aligned and working toward 
clearly specified results. 
 
Geary further details 7 additional points about the AOP before continuing  
Bert’s story at NuPlant: 

1. Organizations are systems 
2. Organizations are processing systems 
3. Organizations are adaptive systems 
4. Jobs or roles and functions exist to support the processes of the 

organization 
5. All performers are part of a human performance system (HPS) 
6. Management must keep the organization system aligned 
7. The results chain must link to a critical business issue 

 
A “MUST READ” for any Serious Performance Consultant (SPC) from any im-
provement discipline: quality, IE, HR, or any manager at any level! 

From the man 
who 40 years 
ago taught us: 

“Put a good 
performer in a 

bad systems and 
the system will 
win every time.” 

September 30 — October 2, 
plus pre-conference work-
shops and ISPI Institutes 

 

www.ispi.org 

Come see Guy Wallace’s 3 presentations at the ISPI Fall Conference:  
1- Modeling Mastery Performance and Systematically Deriving the Enablers  

2- Performance-based Curriculum Architecture Design 
3- Assessing Your T&D Systems for Improvement and ROI Potential 

The book’s ISBN: 
#1-890289-16-7 

 
Available from 

ISPI at 
www.ispi.org  
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I have been a fan of Dr. Rummler since 1979, when I went to work for his 
brother-in-law at Wickes Lumber in Saginaw Michigan. The Training Services 
department also included two who had recently worked with Geary’s brother 
at Blue Cross-Blue Shield in Detroit. I couldn’t escape - and that was a good 
thing! When I left Wickes and went to work at Motorola’s Training & Educa-
tion Center (forerunner to Motorola University) in 1981, Bill Wiggenhorn had 
Geary in for several day-long workshops to help orient his new staff. Then I 
had the pleasure of a great learning experience as I was the Training Project 
Supervisor on two projects with Geary as “my” consultant. 
 
Dr. Geary A. Rummler is the founding Partner of the Performance Design Lab. 
Prior to founding the Performance Design Lab, Geary was the founding part-
ner of The Rummler-Brache Group; President of the Kepner-Tregoe Strategy 
Group, specialists in strategic decision making; co-founder (with Thomas F. 
Gilbert) and president of Praxis Corporation, an innovator in the analysis and 
improvement of human performance; co-founder (with George S. Odiorne) 
and director of the University of Michigan's Center for Programmed Learning 
for Business.  
 
Dr. Rummler was a pioneer in the application of instructional and perform-
ance technologies to organizations and brings this experience to the issue of 
organization effectiveness.  
 
Geary received his MBA and Ph.D. from the University of Michigan and has 
served as: 

• The national president of the International Society for Performance 
Improvement (ISPI);  

• A member of the Board of Directors of the American Society of Train-
ing and Development (ASTD)  

• A member of the Editorial Board of Training Magazine.  
 
Dr. Rummler's professional accomplishments include:  

• Induction into the Human Resource Development Hall of Fame in 
1986  

• The Distinguished Professional Achievement Award from ISPI in 1992  
• The Enterprise Reengineering Excellence Award from Enterprise Reen-

gineering Magazine in 1996  
• The Distinguished Contribution Award for Workplace Learning and Per-

formance from ASTD in 1999  
• The Life Time Achievement Award from the Organization Behavior 

Management Network in 1999 
 
For more on Geary and his company, visit: www.performancedesignlab.com 

My Favorite Guru Series 
Geary A. Rummler, CPT, PhD 

With over 100,000 
copies sold 
worldwide, 
Improving 

Performance is 
recognized as the 

book that 
launched the 

Process 
Improvement 

revolution. 

Performance-Based Curriculum Architecture Design 

(Continued from page 4) 

ment work that follows in the wake of the CAD and MCD design effort. 
 
We were knocking out the analysis and design portions of these combined CAD 
and MCD efforts out in 2-3 months for pretty complex performance situations 
and getting to content re-development FAST due to the use of these two meth-
odology-sets from the “PACT Processes for Training & Development/Learning/
Knowledge Management.” A.K.A.: lean-ISD. 
 
My clients over the years have seen that the CAD and MCD’s accelerated 
analysis and design efforts could enable a large team of developers to work in 
parallel and really “crank out” a lot of blended instructional products that are 
focused on performance competence as defined by their very own internal 
Master Performers, and fit together nicely, minimizing gaps and overlaps...
(unless BY DESIGN).  
 
And CAD and MCD methods have been designed to salvage existing T&D  
courses and/or content chunks, where appropriate, and enable more reuse of 
content from other curricula that was generated by CAD and MCD efforts. That 
also speeds the effort.  
 
And that’s what she wanted from us again. An-
other CAD.  
 
And then the MCD design work.  
 
Her troops would pick up the development 
(redevelopment really) and the pilot-testing, the 
updates, and finally the release of the masters to 
the delivery side of their house. 
 
CAD IntroductionCAD IntroductionCAD IntroductionCAD Introduction    
A CAD – Curriculum Architecture Design is 
“systems engineering” or “architectural” level of 
design for Instructional Systems Design. CADs 
are followed by MCD –Modular Curriculum Devel-
opment, which is the  “ADDIE” or new product 
development level of ISD. 
 
CADs are typically conducted to address the 
most critical target audiences in the most critical 
enterprise processes where performance failure 
is simply not acceptable. CADs are done where 
the risks and rewards are too great to let the performers’ abilities to do the job 

(Continued on page 6) 
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The PACT Processes for T&D 



Performance-Based Curriculum Architecture Design 

(Continued from page 5) 

to a level of mastery happen by chance. CADs help ensure process perform-
ance competence, by design. 
    
Why CAD?Why CAD?Why CAD?Why CAD?    
Without analysis of both mastery performance and the enabling knowledge/
skills, the curriculum will most likely be content-oriented rather than 
performance-oriented.  
 
But clients dislike analysis. Clients have seen analysis turn into paralysis.  
 
If your curriculum design effort is not based on a valid model of both the 
performance requirements and the knowledge/skill enablers, it is unlikely that 
the critical training content will be identified, designed, developed and 
deployed — subject matter experts and managers tend to miss the practical 
but necessary building-block applications of both education and training that 
new practitioners typically require for mastering complex performance.  
 
Performance in a critical business process is not often simple. It is often quite 
complex. 
 
Typically CADs are targeted where the current set of curricula for critical per-
formers in critical processes is found to be gapped, overlapped, and/or not fo-
cused well enough, or impacting the performance levels of learners ade-
quately. 
 
CAD benefits include a performance-oriented, modular design of re-useable 
content objects, labeled as either: Information, Demonstration or Application 
“activities” in the MCD instructional design methods that follow a CAD effort. 
Where as the CAD effort defines the entire, blended, performance-based learn-
ing architecture for a defined target audience, it is the MCD methods that 
guide the “new product development” of instruction, the ADDIE level.  
 
Unfortunately ADDIE efforts are too often “one-off” efforts and not part of a co-
hesive whole, a comprehensive design. CAD addresses that, and rationalizes 
any and all of your existing T&D products for their fit in the new design. 
 
Cycle Times and Investment Costs for a CAD effort are typically as short as 40-
60 days. It could be done faster, as quickly as in 2-3 weeks if “all the right peo-
ple and resources were put to that demanding schedule.” Scheduling the right 
people into the project activities is what typically extends the timeframe, appro-
priately so, for haste can make waste, and working with some group other than 
the right group of people may spell disaster downstream.  

(Continued on page 7) 
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For years, employers and clients have been asking for standards and 
criteria to help them distinguish practitioners who have proven they 
can produce results through a systematic process.  
 
Until the development of the CPT designation, anyone could claim that 
they are professionals in performance improvement and training. At 
the same time, practitioners have been asking for a credential that 
would help them assess their ability, better focus their professional 
development efforts, and recognize their capability.  
 
In response to this need, the International Society for Performance Im-
provement (ISPI) developed a program through which individuals can 
apply to receive the designation of Certified Performance Technologist (CPT). 
 
Certification is a credential that is given to people who satisfy a set of requirements. The Interna-
tional Society for Performance Improvement's certification is performance-based rather than educa-
tion-based. It recognizes practitioners who have demonstrated proficiency in 10 Standards of Per-
formance Technology in ways that are in keeping with the Code of Ethics. Individuals who receive the 
Certified Performance Technologist (CPT) designation must be re-certified every three years to main-
tain the credential. 
 
The 10 Standards of Performance Technology, which are based on four principles and following a 
systematic process to improve performance, ensure that the Certified Performance Technologist has 
conducted his or her work in a manner that includes the following: 
 

1. Focus on results and help clients focus on results.  
2. Look at situations systemically taking into consideration the larger context including compet-

ing pressures, resource constraints, and anticipated change.  
3. Add value in how you do the work and through the work itself.  
4. Utilize partnerships or collaborate with clients and other experts as required.  
5. Systematic assessment of the need or opportunity.  
6. Systematic analysis of the work and workplace to identify the cause or factors that limit per-

formance.  
7. Systematic design of the solution or specification of the requirements of the solution.  
8. Systematic development of all or some of the solution and its elements.  
9. Systematic implementation of the solution.  
10.Systematic evaluation of the process and the results.  
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CPT - Certified Performance Technologist  
 

For more information see: 
www.ispi.org 
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tion of weapons and the location of their “field of honor.”  Today, they might 
respond with a drive by shooting or pushing a match that may lead to blows. 
 
This is not honor!  This is face.  Face is the way I perceive my peers see me or 
the way I think society views me.  If I think that I have been wronged or em-
barrassed, then I will respond in a way to ‘save face.’  Face refers to our repu-
tation in the community or circle in which we work.  It is prestige and in some 
cultures is very important.  Face is the natural outgrowth of ego.  In situations 
where egos are present, pride in one’s own reputation is an inevitable by-
product.  Face is not necessarily bad and it should always be considered in 
any conflict.  In any situation of conflict or negotiation, we must consider the 
need for face in resolving the conflict.  The best negotiated settlement allows 
all parties to save some measure of face. 
 
Cultural Differences?Cultural Differences?Cultural Differences?Cultural Differences?    
So what if we are asked by a potential business associate to change our pro-
posal so that  we charge an extra 10% for the products or services and to pay 
that extra fee back to the associate as a finder’s fee?  We are choosing to do 
business in a foreign land and this is the way they do business.  Who are we 
to impose our sense of morality or honor on them?  After all, isn’t this just an 
imposition of our Judeo—Christian morals? 
 
Remember that we are talking about the same code that exists and is recog-
nized in Shinto Buddhism, Islam, Hindu, Judaism, Christianity, and others.  In 
fact, these issues and ideas are not religious, they transcend religious teach-
ings.  Motorola’s Bob Galvin tells the story of just such an occurrence as 
above.  His direction was to turn down the business and walk away from what 
would have been about $10 million.   
 
This is not about our ethics being different from theirs, and it is not about 
how wide the chalk line is.  The line does not undulate of its own accord.  It 
only appears to undulate because people with less than pure honor are push-
ing it this way and that.  While some of the questions are more or less diffi-
cult, they are not more or less right.  We may not want to look at a supervisor 
and risk your job rather than commit an act of fraud, but clearly, that is the 
honorable, correct thing to do.   
 
As professionals, we must face this responsibility and make the correct 
choice.  We know what it is, we just don’t like the alternatives.  The current 
drive for a better understanding of ethics may be nothing more than our ef-
forts to cause the chalk line to weave a little more in our favor. 

Ethics in BusinessEthics in BusinessEthics in BusinessEthics in Business    
By: Joseph P. Sener, P.E.By: Joseph P. Sener, P.E.By: Joseph P. Sener, P.E.By: Joseph P. Sener, P.E. 

Web resources 
and information 

about: 
 

EthicsEthicsEthicsEthics    
www.ethics.org 

 
National National National National 
Malcolm Malcolm Malcolm Malcolm 
Baldrige Baldrige Baldrige Baldrige 
AwardAwardAwardAward  

www.quality.nist.gov 

 
    

Six SigmaSix SigmaSix SigmaSix Sigma 
www.isixsigma.com 

 

    
LeanLeanLeanLean 

www.lean.org 
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CAD OutputsCAD OutputsCAD OutputsCAD Outputs    
The CAD produces a series of outputs by phase. See the figure below. Key De-
sign Phase outputs include the T&D Path and Planning Guides that organize 
and present T&D Events that either already exist, or that are gaps. 
 
Existing T&D found to fit the performance-based needs, or are close enough for 
now, are T&D Events that can be taken now. The gaps are specified in T&D 
Event Specs that are comprised of T&D Modules, which are also specified 
gaps, much as an engineer would specify the new components needed for a 
system that is being designed around some existing elements. To save time 
and money from re-use of existing, standard parts.  

 
Other outputs from the upstream phases impact the Design Phase outputs. 
 
The Call Center project produced 7 T&D Paths, one for each of the seven call 
center regions, working across more than 40 states, each with their own regu-
latory requirements. Each region addressed unique, but often similar custom-

(Continued on page 8) 
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(Continued from page 7) 

ers, products/services, and systems.  The 7 T&D Paths made the project out-
come highly successful, as each of the 7 Regions could easily see exactly 
where their differences, AND similarities lay.  The design at that level passed 
the “sniff-test” of both the Design Team and the Project Steering Team. 
 
We reduced the total curriculum length for all seven regions from 338 days to 
187 days, designing 1,888 content objects- 447 were shared, and 1,441 were 
unique to one of the seven regions.  That made the internal T&D organization 
very happy.  
 
They now had a blueprint of 7 sets of curricula (blended T&D Events in a Path) 
for their customers, AND they had specifications for all of the content piece 
parts (the blended Modules of each T&D Event) AND they knew which ones 
were Core (for everyone), Shared, AND Unique. That would make life-cycle con-
tent management much easier than ever in the past. 
 
Our client said, “The speed with which the project was completed was truly 
amazing, but what is more important is the outcome. The design reflects the 
strong sales focus that my client required; the overall time was significantly re-
duced; and because skills application is frequent, I believe the performance 
and preparation for the job will be significantly improved. I, and more impor-
tantly, my clients, couldn’t be more pleased with the outcome.” 
 
Let’s cover quickly how we did it. 
  
CAD CAD CAD CAD Team ApproachTeam ApproachTeam ApproachTeam Approach    
The PACT Processes use a collaborative approach and brings forward the vari-
ous concerns of management, job incumbents, and staff support groups in or-
der to influence the CAD design decisions.  Four teams got the effort done. In a 
CAD effort one individual might be on more than one team; some could be on 
all four teams– if that makes sense for their situation. As always, it depends! 
 
This project for the 30+ Call Centers was controlled by a Project Steering Team 
of key managers and my client, the internal T&D provider. The Project Steering 
Team handpicks all of the project participants, and makes all milestone busi-
ness decisions and approvals. They also approve the analysis and instructional 
design and implementation planning work at the appropriate phase gate re-
view meeting. 
 
The handpicked Analysis/Design Team of Master Performers and Subject Mat-
ter Experts were quickly facilitated in a CAD Analysis meeting to develop con-
sensus Performance Models that in turn were used to systematically derive the 
enabling knowledge and skills.  

(Continued on page 9) 
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(Continued from page 28) 

Courage is the virtue we most often associate with warriorship.  But courage 
is required of us in every day life.  I had the good fortune to serve with several 
men who had received the Congressional Medal of Honor for heroism under 
fire.  This, the highest military decoration given by the United States, calls for 
extraordinary courage but in most cases it did not include a conscious deci-
sion to be courageous.  In speaking with each of these men, I came to under-
stand that they were placed in a situation where they could either act in the 
only way they saw was possible, or they could not act.  They were men of ac-
tion for whom giri was so ingrained that there was truly no way they could not 
act.  Their courage is without question; their level of honor, the highest. 
 
Day by day we are not obligated to risk our lives fighting for our leaders.  Yet 
we are often asked to do things where moral courage is at least as important.  
Moral courage is the fortitude it takes to do the right thing no matter what the 
personal cost.  This is what we are asked most often to provide.   
 
We all face situations in which we see the right course but taking it will put us 
in jeopardy.  Suppose your supervisor suggests that you do something that 
you believe to be incorrect or even morally wrong.  You are faced with carry-
ing out the dishonorable act and thereby dishonoring yourself, or with con-
fronting your supervisor and risking your future.  Let us be clear - the honor-
able response is to not commit the dishonorable act and to confront your su-
pervisor.  This confrontation need not be a physical challenge or even an af-
front.  But it does need to be a clear discussion as to why you don’t believe 
what they are asking you to do is right and why you will not do it.  This takes 
courage and our personal honor depends on whether we have the courage to 
face them responsibly.  We need to ask ourselves if we would wish to con-
tinue working with this person or organization if we will be asked to commit 
dishonorable acts.   
 
Please keep in mind that having courage does not mean you do not feel fear.  
It just means that you are not ruled by it.  Fear is a natural human emotion 
and we all experience it.  Some have learned to focus and block out fear but 
this is only a temporary response. 
 
When rational thought returns, so does the fear.  What determines your level 
of courage is how you handle fear.  One warrior described above reported vio-
lent shakes once the situation in which he had shown great courage, had 
passed. 
    
Face, not HonorFace, not HonorFace, not HonorFace, not Honor    
Our history is peppered with stories of honor where individuals, public and 
private, felt their honor had been violated.  Their response to such a violation 
in the past was to have their seconds meet to arrange the appropriate selec-

(Continued on page 30) 
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don’t develop a moral conscience.  They go through life constrained only by 
negative results they perceive for their actions.  They measure their response 
by whether they will get away with it.  Fortunately for society, these people are 
few and far between. 
 
Most people are neither paragons of virtue nor moral derelicts, we are some-
place in between.  We struggle through each day moving from situation to 
situation trying to do right.   
 
The famous Confederate general in America’s Civil War, General Robert E. 
Lee, had to make a terrible choice:  fulfill his obligation and oath of office to 
defend the Constitution of the United States, or, as a Virginian, to defend his 
family, friends, and homeland.  While it is easy to have an opinion today, the 
decision was a terrible one and he decided on the basis of honor.  His honor 
has never been questioned, not today, not in 1865.  General Grant, when ac-
cepting Lee’s surrender at Appomattox, refused to take Lee’s sword.  Grant’s 
respect for this tremendously honorable man was too great. 
 
While most of us will never be faced with such a decision, conflicts of obliga-
tion are common today.  For this reason, it is imperative that we hone our 
sense of justice to guide us through life honorably. 
 
Obligation without justice can be dangerous and lead us to situations of dis-
honor.  Consider the various underworld cultures around the world.  At first 
glance they all act in ways similar to what we have described thus far.  They 
all are obligated to be loyal, support, and protect their leaders and, in turn, 
their leaders are expected to provide for them in much the same way a mili-
tary leader is expected to look after his troops.  While this may look similar to 
bushido, we must examine the primary purpose for their actions, to raise 
money through deceit and crime. 
 
There is no justice in crime.  Compelling someone to incriminate himself 
through a misplaced sense of loyalty is manipulation at its worse.  We have 
no responsibility to giri towards a dishonorable person.  Be careful whom you 
choose to accept favors from and in whose debt you choose to be, lest you 
put yourself in a situation where you may be asked to dishonor yourself in or-
der to satisfy the debt.   
 
Remember, to be honorable you must always examine your obligations for 
justice, but you must also have the courage to carry out your obligations. 
 

(Continued on page 29) 
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In the CAD Design meeting, that data, plus Existing T&D Assessment data, was 
processed into the performance-oriented design specs for the 7 T&D Paths. In-
dividuals from the CAD Analysis/Design Team later became leads in the follow-
on MCD Design/Development Teams for continuity. 
 
The CAD project was conducted in four phases. The model below shows an 
overview of the EPPIC PACT Process phases for a CAD effort. 
 
A quick overview of each of the 4 phases of the Call Center CAD effort follows. 

 
CAD Phase 1CAD Phase 1CAD Phase 1CAD Phase 1    
In this phase, the project goals, measures, priorities, directions, constraints 
and resources were defined and agreed to. Potential issues from the various 
stakeholders were uncovered and addressed in the project plan.  
 
The Project Steering Team with representatives from each of the 7 regions plus 
the headquarters Workforce Development staff participated in a 4-hour gate-
review meeting, ensuring the success of the overall project. The most critical The most critical The most critical The most critical 
activity of a CAD project is this first Project Steering Team meeting, which sets activity of a CAD project is this first Project Steering Team meeting, which sets activity of a CAD project is this first Project Steering Team meeting, which sets activity of a CAD project is this first Project Steering Team meeting, which sets 
the tone the tone the tone the tone and direction for the project, resources the effort, and names all key and direction for the project, resources the effort, and names all key and direction for the project, resources the effort, and names all key and direction for the project, resources the effort, and names all key 
project participants. project participants. project participants. project participants.     
 
This is how you ensure that you are wired into the politics of your situation—
and are working WITH your key stakeholders. 
 
The key outputs of this phase were a finalized Project Plan, a project staffing 
plan, and the project schedule for Phases 2 through 4. 
 
CAD Phase 2CAD Phase 2CAD Phase 2CAD Phase 2    
An Analysis Team Meeting of 5 days was held with the handpicked Master Per-

(Continued on page 10) 
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formers to generate a Performance Model and K/S Matrices for the Call Center 
Agents. The Analysis for most CAD efforts is 3 days. This one was planned to be 
longer due to the need to really deal with the real and perceived historical dif-
ferences of the 7 Regions. The goal is always to get the buy-in of the recog-
nized Master Performers of the target populations. People with real credibility. 
 
After the Analysis meeting, assessments of all of the existing training were 
quickly conducted to determine their salvage-ability. As the philosophy in CAD, 
as I practice it, is to readily accept for re-use in the CAD design all existing T&D 
as appropriate. What we tend to find in the existing curricula (after 73 of these) 
is lots of generic enabling content, less specific enabling content, and finally- 
very little performance-focused content. Not always...but mostly. 
 
The analysis data was then reviewed by the Project Steering Team at their 2nd 
“Gate Review” meeting, an 8-hour event. Most of the time was spent on busi-
ness issues and determining their impact to the “design criteria” discussed 
and decided upon “just-in-time” -or- “just-prior-to” the next CAD phase. Plus, 
the PST confirmed the members from the Analysis Team for the Design Team 
for the next concentrated effort. 
    
CAD Phase 3CAD Phase 3CAD Phase 3CAD Phase 3    
A 5-day Design Meeting was facilitated with the new Design Team (always a 
subset of the Analysis Team) to create the 7 T&D Paths of modular T&D Events 
(courses) using the data from the Analysis Phase’s Performance Model, K/S 
Matrices, and the Existing T&D Assessment data.  
 
Those designs were then reviewed with the Project Steering Team at their 3rd 
“Gate Review” meeting. That was also an 8-hour meeting. The PST reviewed 
each Path, began to see the Core, Shareable and Unique content at the Event 
and Modular levels.  
 
Of course we didn’t review the full design at great depth. Just pieces/streams, 
as determined “at the moment” by each PST member. We chased the design 
thread for their hot buttons. As we always plan to do. They always have their 
probing “test” questions. Always. 
 
The Project Steering Team then handpicked the members for the Implementa-
tion Planning Team. Now that they can see exactly what implementation is to 
be planned...the CAD gaps, and any other development or delivery issue that 
has been brought to their collective attention via these Gate Review meetings. 
 
    

(Continued on page 11) 
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Honor is essential to professionals.  Honorable leaders have a right to know 
the truth and be able to trust those whom they lead.  They must be able to 
trust those in their charge to provide the most accurate information, no mat-
ter how bad the news.  They deserve unfailing loyalty.  Without the proper in-
formation, leaders cannot make the proper adjustments for the improvement 
of the organization.  A warrior who fails to provide this level of truth and loy-
alty fails himself and his organization. 
 
Similarly, leaders have a responsibility to those whom they lead.  They have a 
responsibility of open leadership, honesty, and fairness.  Leaders who don’t 
fulfill this responsibility, in politics or business, become tyrants. 
 
Surely Justice lies at the heart of honor for no obligation fulfilled is honorable 
if the act of fulfilling it creates an injustice.  We could spend a great deal of 
time on a tangent that describes what justice is or is not.  Let’s simply say 
that justice is knowing the difference between right and wrong and choosing 
to do right.  
 
Think of the parable of the man who dies on a journey and had trusted one 
hundred pounds of gold to his neighbor for safe keeping.  No one else knew 
of the transaction so the neighbor is left with the dilemma of whether or not 
to act honorably.  Of course, the honorable thing to do is return the gold to 
the man’s heirs but there are, in fact, varying levels of honor. 
 
The first and most honorable course is to return the gold to the dead man’s 
family without ever considering theft.  A second alternative would be to covet 
the gold briefly, but then be overtaken with shame and return it.  The third 
possibility is to consider keeping the money but decide against it for fear of 
being discovered by family or friends.  While all three result in the same out-
come, fulfillment of giri and remaining honorable, each case reflects a differ-
ent level of honor. 
 
This case really points out the three levels of character growth each individ-
ual must pass through as his sense of honor develops.  We begin learning the 
value of right and wrong by enjoying the favors of our parents for doing right 
and reaping the consequences of doing wrong.  Parents, teachers and our 
peers are quick to reward or punish us based on their sense of justice.  We 
learn to respond to this by choosing those actions which will result in positive 
outcome or at least those that are less negative.  The older and more mature 
we become, the more we develop a sense of conscience or shame.  This 
helps us choose alternatives regardless of whether the outcomes will be-
come known.  Finally, honor becomes a habit and we find ourselves not even 
considering wrong alternatives. 
 
Some people never develop a sense of honor.  For whatever reason they just 

(Continued on page 28) 
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Whenever someone does something for us, we assume an obligation to repay 
him.  We carry this obligation as a burden until we relieve ourselves of it by 
repaying the debt in a way commensurate with what they did for us.  The 
Japanese would say you carry his on (pronounced own).  Fulfilling that obliga-
tion is giri. 
 
While it has different names in different cultures, giri plays a crucial role in an 
honorable society.  In military society, as well as business, capable leaders 
train, support, and look after their subordinates.  In return, dutiful subordi-
nates are obligated to support, protect, and perform for their leaders.  Honor-
able warriors look out for one another.  Each covers his comrade’s back and, 
in return, knows his back is covered if his compatriot is honorable.  We are, 
therefore, all honor bound to defend and support our leaders and the coun-
tries that provide us shelter and the organizations that provide us employ-
ment and stability.  But this obligation is not a blind or ignorant one.  As we 
will see in the discussion ahead, that obligation must be carefully selected 
and may be breached when specific conditions exist. 
 
There is an obligation hierarchy for the honorable person.  That hierarchy in 
order of descending importance is obligation to family, employer, and coun-
try.  Notice that obligation to self is not mentioned and would come a distant 
fourth in this discussion.  The purpose of the hierarchy is to understand the 
order in which to judge our obligation.   
 
Our first obligation is to protect and provide for our family.  This is usually 
pretty clear for people – we protect our loved ones.  But it reaches farther 
than that.  If we feel we have been slighted by our supervisor and march into 
their office to give them a piece of our minds, it might provide short term 
gratification, but it is dishonorable if it puts our job and, therefore, our ability 
to provide for our families at risk. 
 
Our second obligation is to our employer.  Assuming the needs of our em-
ployer are just and honorable, we have an obligation to support and meet our 
employer’s performance expectations.  This includes loyalty to that employer. 
 
Our third obligation is to our country.  This obligation includes the responsi-
bilities of citizenship.  We are obliged to elect a government, tell it when it is 
performing dishonorably, and support it financially and in all other ways pro-
vided by just laws.   
 

(Continued on page 27) 
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from me, and 
my life is done. 

- Richard II, 
Shakespeare    

Performance-Based Curriculum Architecture Design 

(Continued from page 10) 

CAD Phase 4CAD Phase 4CAD Phase 4CAD Phase 4    
The Implementation Planning Team established a plan for developing and buy-
ing all of the CAD “gaps” per the approved design from Phase 3. That plan was 
then reviewed with the Project Steering Team at their 4th and final “Gate 
Review” meeting of 4 hours.  
 
The PST also began the MCD project, another story unto itself. 
 

CAD SummarCAD SummarCAD SummarCAD Summaryyyy    
CADs are typically conducted to address the instructional needs of the most 
critical target audiences in the most critical enterprise processes, where failure 
is simply not acceptable.  
 
CADs help ensure process performance competence, by design. And it is de-
signed to reduce overall life-cycle costs for improved ROI. 
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See Guy’s CAD Presentation at ISPI’s 2004 Fall Conference in Chicago on October 1, 2004. 
See www.ispi.org for more details 
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Once you know 
you can and will 
be successful 
then you should 
sit at the table in 
Step 2 with your 
top leaders and 
add your value to 
their efforts for 
THE MOST 
CRITICAL 
opportunities 
and/or problems 
facing your 
enterprise today 
and in the 
future. 
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Part 5 of 5: The Series Summary- 

A Smooth Segue: Training to 
Performance Improvement 
By Guy W. Wallace, CPT 

IIIIntroductionntroductionntroductionntroduction    
In our last issue I continued with part 4 of an article series on the 3 steps in 
making a Smooth Segue from TrainingSmooth Segue from TrainingSmooth Segue from TrainingSmooth Segue from Training to Performance to Performance to Performance to Performance. This is the last in that 
5 part series.  
 
Those three major steps for your segue from training to performance are: 
 

1.1.1.1. Being very effective in producing performancevery effective in producing performancevery effective in producing performancevery effective in producing performance----oriented T&D oriented T&D oriented T&D oriented T&D in terms of 
reducing life cycle costs and increasing returns...Total ROI. If you don’t 
have credibility here yet, don’t move on to #2.    

2.2.2.2. Being aligned with the enterprise leadershipaligned with the enterprise leadershipaligned with the enterprise leadershipaligned with the enterprise leadership, and being used in the sup-
port of critical  enterprise challenges, where there is significant return-
on-investment, and value add, and/or for high-penalty risk issues are at 
stake. You need to do well in these highly visible arenas with communi-
cations and training & development. Here’s where being excellent at #1 
pays off and enables you to take that final step to #3!    

3. Being able to easily add to your analysis approach methods/tools to dddde-e-e-e-
termine both “the requirements” and the “actuals/gaps” regarding all termine both “the requirements” and the “actuals/gaps” regarding all termine both “the requirements” and the “actuals/gaps” regarding all termine both “the requirements” and the “actuals/gaps” regarding all 
other process/human performance variablesother process/human performance variablesother process/human performance variablesother process/human performance variables. Conduct your performance 
consulting within instructional consulting efforts, all the while delivering 
excellence in response to instructional needs in critical high-stakes ar-
eas. Later, change the name of your department, after you’ve earned it. 

 
Why These Steps?Why These Steps?Why These Steps?Why These Steps?    
First things first. Walk before you fly.  Crawl before you walk. 
 
If your function/department/organization is charged with deploying aware-
ness/knowledge/skill building content and exercises/applications, using any 
or all media mechanisms, then you must master Step 1 before asking (or be-
ing asked) to sit at the BIG TABLE and assist with the most critical needs of 
your enterprise. 
 
Once you know you can and will be successful (with an eye towards the ever-
present shadow of MURPHY’s law) you should sit at the table in Step 2 with 
your top leaders and add your value to their efforts for THE MOST CRITICAL 
opportunities and/or problems facing your enterprise today and in the future. 
 
Once you are at the table and have proven yourself once again (a never-
ending task) then you should be able to “sneak in” incremental analysis and 

(Continued on page 13) 

You should be 
able to “sneak 
in” incremental 
analysis and 
consulting on 
non-knowledge/
skill issues. 
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(Continued from page 24) 

today in some of the better martial arts schools throughout the world.  
Bushido was originally a code for the warrior similar to the Code of Chivalry in 
feudal Europe.  I find it provides some great insights into today’s warriors in 
business. 
 
The Basic TThe Basic TThe Basic TThe Basic Tenets of Honorenets of Honorenets of Honorenets of Honor    
Honor is a term that many people use but few understand.  Most people can 
describe an act where one has performed honorably but few can actually de-
fine it.  Many will equate honor with honesty.  If you pay your bills and settle 
your debts, you are honorable.  Still others will equate it with stature within 
ones corner of society.  If my peers respect me, then I am an honorable man. 
 
While honesty, respect of your peers and truthfulness are all acts of honor-
able people, they do not define honor.  The honor code of our military acad-
emies has one clear and simple definition of what honorable people don’t do:  
“We do not lie, steal, or cheat or tolerate anyone among us who does.”  By 
point of clarification, if we say something that is misleading or not completely 
correct, either through our own volunteering or in response to a question, 
that is lying.  If we choose to let someone believe that which we know to be 
false, that is also lying.  Honor itself, as taught by Bushido, is founded on 
three tenets: 
 

•Obligation 
•Justice 
•Courage 

    
Obligation is at the root of all honor.  Meeting our obligations, as long as they 
are just, is principally what makes us honorable.  These obligations are finan-
cial and work related, obviously, but they are far more subtle than that, and 
clear.  We all rely on others, in our work and in society.  We do not exist as is-
lands we must interact with each other.  When someone helps us, does us a 
favor, we acquire a social and moral obligation to repay that person.  This is 
duty. 
 
Most people believe that they should repay favors but truly honorable people 
are particularly mindful of repaying them without exacting a price and recog-
nizing their obligations.  If we repay such an obligation but make such an is-
sue of the repayment, then we have exacted a measure for that repayment 
and that is dishonorable.  Among the ancient warrior societies, the Japanese 
were the most diligent.  In Japanese, a word closely associated with honor is 
giri.  Translated, this word means “right reason.”  On the surface it means 
“duty”, but actually, it means a great deal more.  Giri is the moral obligation 
to fulfill one’s duty.  It presumes a basic social system of debt and repay-
ment. 

(Continued on page 26) 

In his role as Vice 
President for Baxter, 
Mr. Sener is 
responsible for the 
Business Excellence 
organization which 
includes such efforts 
as Baxter Six Sigma, 
Quality Leadership 
Process, the Baxter 
Quality Institute, and 
the Baxter Award for 
Operational 
Excellence, an 
internal Malcolm 
Baldrige Quality 
Award. He is also 
responsible for 
coordinating the 
merger and 
acquisition due 
diligence efforts 
within the Quality and 
Regulatory Affairs 
area. Mr. Sener 
received his degree 
from Northern Illinois 
University. His 
business experience 
covers a broad range 
of engineering and 
manufacturing 
systems from heavy 
steel fabrication and 
welding in the 
nuclear industry to 
light to medium high 
volume 
manufacturing in the 
fluid power industry. 
Mr. Sener is a Lead 
Assessor for ISO 
9000 and a member 
of the Board of 
Examiners for the 
Malcolm Baldrige 
National Quality 
Award in 1993-94 
and 2002.  
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The Code of the Modern WarriorThe Code of the Modern WarriorThe Code of the Modern WarriorThe Code of the Modern Warrior 
Ethics in BusinessEthics in BusinessEthics in BusinessEthics in Business    

By: Joseph P. Sener, P.E.By: Joseph P. Sener, P.E.By: Joseph P. Sener, P.E.By: Joseph P. Sener, P.E. 
 

IIIIntroductionntroductionntroductionntroduction    
A great deal of time, effort, and money is spent every year in corporate Amer-
ica trying to determine proper ethical behavior for companies and individuals.  
Centers for Corporate Ethics have sprung up at several universities, and con-
sulting companies have started up significant practices regarding the subject.   
 
I believe that there is another way to discuss ethics and the “right behavior” 
in our workplace and our society.  I propose to discuss an alternate way to 
view the ethics of our behavior.  I will articulate my alternative view using the 
ancient Japanese perspective of honor and how it affects the role of the cur-
rent day warrior, the business professional. 
 
What is Ethics?What is Ethics?What is Ethics?What is Ethics?    
I have been working in industry and consulting for over 20 years.  My experi-
ences have been with some organizations more or less ethical than others.  
But what is ethics?  At a recent presentation at the American Society for Qual-
ity (ASQ) Annual Quality Congress, I heard it defined as a broad, undulating 
chalk line and the shoes of many have chalk dust on them.  More specifically, 
ethics comes from the Greek word ethosethosethosethos meaning character.  It describes 
who we are at some deep fundamental point but more than that, it should 
also help guide the decisions we make.  Some term this deep fundamental 
element the moral character of the person.  Again, we fall back to the English 
word, character.  Perhaps a better word to use to describe the right actions of 
people is honor.  An action is honorable or an individual is honorable or acts 
honorably.   
 
Whether an individual acts honorably is a function of deeply held fibers that 
are learned from experience and can be taught.  Since they can be taught, 
they can be mis-taught.   
 
In the history of civilization through out the world, there have been several 
codes of honor that stand out.  Two notable examples existed at about the 
same time.  In Europe, the code of honor was the code of the warrior – the 
knights of old.  Referred to as the  Code of Chivalry, the knight’s code was 
well defined and documented.  It was passed down from knight to squire.  
Feudal Japan had its warrior code, the second example.  It is referred to as 
the Code of the Samurai or the Warrior’s Code – Bushido!  Most of what we 
will discuss in this paper is drawn from experience with the teachings of 
Bushido, The Way of the Warrior is still practiced in feudal Japan and taught 

(Continued on page 25) 

Joe Sener is Vice 
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Business 
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He is a 6 Sigma 
Black Belt and 
holds a 4th 
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a first degree 
black belt in 
Japanese 
Shotokan.    
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(Continued from page 12) 

consulting on non-knowledge/skill issues, if you’ve got the right methodology 
for your instructional approaches. Getting from Steps 1 and 2 to 3 is either 
going to being an easy segue, or a leap. 
 
If your current instructional methods don’t lend themselves to easy adapta-
tion from instruction to performance, you need to find some that do, as part 
of your Step 1. 
 
How Long Might It take?How Long Might It take?How Long Might It take?How Long Might It take?    
As always, it depends. I don’t mean to be flip, but IT IS situational.  How long 
depends on your end-game goal, your route, your players and the game 
plan...the methods you employ. And, most importantly...where are you start-
ing from?  
 
A- If you are starting “in the hole” and you’ve got unhappy customers because 
you can’t deliver quality fast and cheaply enough, that’ll take longer. Do you 
currently employ one instructional process across your team, or is everyone 
“doing their own thing?” You may need to revamp your instructional proc-
esses radically, or get yourself “one” before proceeding. Of course you may 
be working on that in parallel with ongoing efforts, making it trickier. Like 
changing tires on a moving truck. 
 
B- But if you have happy customers, and a flexible, fast and effective instruc-
tional process, then you may just need to adapt your methods slightly, or not 
at all, to get ready for the planned segue through the three Steps of our 
model. 
 
If you are at “A” you might take a year or more just to get through the first 
Step. If you are at “B” you might be at Step 3 within 3-6 months. 
 
But again….as always, it depends. Map out a plan with sufficient detail so 
that you can mentally test the feasibility of the tasks ahead and the probable 
timing given YOUR situation. 
 
Where Are the PitfWhere Are the PitfWhere Are the PitfWhere Are the Pitfalls?alls?alls?alls?    
ResistanceResistanceResistanceResistance to change of course. How much of an “imperative” is it seen as by 
your team and your customers? That’s first. 
 
But also: the ResourcesResourcesResourcesResources that it will take. That will vary significantly depending 
on your Step 0 starting point (where you are RIGHT NOW), the size and quality 
of your team, and the volume of business that you’ll have to do in parallel 
with your “change efforts.” 
 
Don’t do this without a plan. 

(Continued on page 14) 
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Step 3- 
Smooth Segue: Training to Performance 

Page 14 Volume 3 Issue 4 

And my “lean-ISD” 
book will help you 
use effective and 
efficient ISD 
processes once 
you are targeted 
at those high 
payback areas. 

Pursuing Performance—The EPPIC Newsletter  Fall 2004  ©2003 EPPIC Inc. All rights reserved.  www.eppic.biz 

(Continued from page 13) 

 
Who Needs To Be On Your Bus?Who Needs To Be On Your Bus?Who Needs To Be On Your Bus?Who Needs To Be On Your Bus?    
On your bus you’ll need staff that understands that your goal isn’t developing 
and deploying “neat/fun/”e” content...it’s about positively affecting the bot-
tom line in the most efficient manner.  
 
How much business acumen does your team have?  
 

• Can they articulate your enterprise’s strategic goals and plans? 
• Can they identify the top revenue producing products/services 

now and in the future? And who the top external customers are 
and will be? 

• Do they know who their internal customer’s internal customer is 
and their requirements? And who THAT customer serves, internally 
and/or externally and their requirements? 

• Do they understand all of the other key enterprise stakeholders 
and their requirements? 

• Can they articulate and calculate ROI and Value Add, or any of the 
other key business metrics used in your enterprise? Do they under-
stand the ROI “hurdle rate” that sends initiatives down the GO 
race track versus over to the NO GO parking lot? 

• Do they look beyond the performance of the individual or work 
team and see things more from the systems perspective of a com-
plex business in a complex marketplace? 

 
Summary & CloseSummary & CloseSummary & CloseSummary & Close    
There is potentially a lot to do, and a lot to learn in making this segue- this 
transition from an instructional focus to a performance focus. I hope no one, 
including me, has led you to believe that it is easy.  
 
It is a journey potentially “fraught with peril.” But still rewarding enough to en-
courage you to take the plunge and make your preparations “to be at the 
ready” for the challenges of achieving Peak Performance for measured re-
sults that add value. There IS a lot of value add potential above and beyond 
the costs to be incurred to make this very worthwhile for 
many organizations.  
 
And you need to be able to be predictive 
about it...in terms of sufficient ROI. 
 
Or, why bother? 
 

My book, “T&D 
Systems View” is 
intended to guide 
you through a 
rigorous 
assessment of all 
of the internal 
processes that 
exist within a 
modern, complex 
T&D/Learning/
Knowledge 
Management  
function...a 
system to support 
the critical needs 
of the Learning 
Organization, and 
not the low 
hanging fruit with 
little chance for 
significant 
payback.  
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We have over  
80 resources and references  
for you on the EPPIC web site,  

including... 
 

• ArticlesArticlesArticlesArticles    
• PresentationsPresentationsPresentationsPresentations    

• Job Aids and TooJob Aids and TooJob Aids and TooJob Aids and Tools ls ls ls     
            and Templatesand Templatesand Templatesand Templates    

“gopher” more at  

www.eppic.biz 

The EPPIC Web Site 

Where and Which Enterprise Process Performance  
system variables offer your enterprise the greatest opportunity? 
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Let EPPIC help you get your human resources performance enabling     
systems aligned to the enterprise processes and metrics! 

www.eppic.biz 
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Grow Your Own 
Leadership Development 
By Guy W. Wallace, CPT 
(Continued from page 18) 

veloped after many analyses and we were able to see the common themes. It 
is an adaptation of the prior work of two: Geary Rummler and Ray Svenson. 
 
The goal of the model’s specific configuration of Areas of Performance (AoPs) 
is to enable us to pin down the common areas of performance both across, 
and up and down an enterprise, and identify the unique aspects of the job.  
 
The LeaLeaLeaLeadership AoPsdership AoPsdership AoPsdership AoPs and Support AoPsSupport AoPsSupport AoPsSupport AoPs are most likely shared, and most of 
the content of the training & development also can be shared, such as Stra-
tegic Planning, and Operational Planning. They can be shared because the 
processes and Enterprise systems can be the same or shared 
 
The Core AoPsCore AoPsCore AoPsCore AoPs are always unique, but some (not most) of their training & de-
velopment content may also be shared.  There are common, enabling theo-
ries, concepts, models within “Planning Work” and “Assigning Work” as but 
two examples. 
 
In some people’s view, teaching the “processes” is the goal of what is often 
labeled management training. And teaching the “practices” in these proc-
esses is the goal of what is labeled leadership development efforts. We be-
lieve that they need to be combined. Our model is a simple tool to create a 
more common configuration to help the Enterprise better meet it’s own 
unique needs. 
 
Note: I have a new book, my 4th, “Management Areas of Performance and Management Areas of Performance and Management Areas of Performance and Management Areas of Performance and 
their Enabling Competencitheir Enabling Competencitheir Enabling Competencitheir Enabling Competencies, Attributes and Valueses, Attributes and Valueses, Attributes and Valueses, Attributes and Values” (current working title) 
based on my Management AoP model, that should be coming out soon after 
the review and update/completion phase. Optimistically– sometime after the 
beginning of 2005. 18 have reviewed it thus far. 
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New Book Coming: 
-working title- 

 

“Management Management Management Management 
Areas of Areas of Areas of Areas of 

Performance Performance Performance Performance 
and their and their and their and their 
Enabling Enabling Enabling Enabling 

Competencies, Competencies, Competencies, Competencies, 
Attributes and Attributes and Attributes and Attributes and 

ValuesValuesValuesValues”  

William Thompson—Lord Kelvin 
(1824-1907)   

 
"When you cannot measure it, when you cannot   

express it in numbers, your knowledge is of a    
meagre and unsatisfactory kind.”  

What reviewers have said about:  

               lean-ISD    
    
“If you want to ground your fantasy of a ‘corporate univer-
sity’ with the reality of a sound ‘engineering’ approach to 
instructional systems that will provide results, you should 
learn about the PACT system. 
 
If you are a leader of, or a serious participant in, the design 
and implementation of a large-scale corporate curriculum, 
then this book is for you. This system could be the differ-
ence between achieving bottom-line results with your train-
ing or being just another ‘little red school house.’” 
 
Geary A. Rummler, Ph.DGeary A. Rummler, Ph.DGeary A. Rummler, Ph.DGeary A. Rummler, Ph.D....    
Performance Design LabPerformance Design LabPerformance Design LabPerformance Design Lab    
GRummler@PerformanceDesignLab.com    
 
 
lean-ISD takes all of the theory, books, courses and psuedo 
job-aids that are currently on the market about Instructional 
Systems Design and blows them out of the water.   
 
Previous “systems” approach books showed a lot of big 
boxes and diagrams which were to supposedly help the 
reader become proficient in the design process.  Here is a book 
that actually includes all of the information that fell through the 
cracks of other ISD training materials and shows you the way 
to actually get from one step to another.  Guy adds all of the 
caveats and tips he has learned in over twenty years of ISD 
practice and sprinkles them as job aids and stories throughout 
the book.   
 
However, the most critical part of the book for me was that Guy 
included the project and people management elements of ISD 
in the book.  Too often ISD models and materials forget that we 
are working with real people in getting the work done.   
 
This book helps explain and illustrate best practices in ensur-
ing success in ISD projects.  
 
Miki Lane Miki Lane Miki Lane Miki Lane     
MVM The Communications GroupMVM The Communications GroupMVM The Communications GroupMVM The Communications Group    
mml@mvmcommunications.com 

The lean-ISD book is available at  
Amazon.com  

for $50.00 plus s&h 
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lean-ISD describes in great 
detail the  

PACT Processes  
for T&D 

Recipient  
of  

ISPI’s  2002  
Award of Excellence  

for  
Instructional Communication 



For Your Toolkit 
Ishikawa Diagram Ishikawa Diagram Ishikawa Diagram Ishikawa Diagram     
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Professor Ishikawa was born in 1915 and graduated in 1939 from the Engineering Department of Tokyo 
University having majored in applied chemistry. In 1947 he was made an Assistant Professor at the 

University. He obtained his Doctorate of Engineering and was promoted to Professor in 1960. He has been 
awarded the Deming Prize and the Nihon Keizai Press Prize, the Industrial Standardization Prize for his 

writings on Quality Control, and the Grant Award in 1971 from the American Society for Quality Control 
for his education program on Quality Control. He died in April 1989.  
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IIIIntroductionntroductionntroductionntroduction    
The cause-and-effect diagram is also called the Ishikawa DiagramIshikawa DiagramIshikawa DiagramIshikawa Diagram (after its 
creator, Kaoru Ishikawa of Japan), or the fishbone diagram (due to its shape).  
It was created so that all possible causes of a result could be listed in such a 
way as to allow a user to graphically show these possible causes. From this 
diagram, the user can define the most likely causes of a result.  
This diagram was adopted by Dr. W. Edwards Deming as a helpful tool in im-
proving quality. Dr. Deming taught Total Quality Management in Japan after 
World War II. He also helped develop statistical tools to be used for the U.S. 
census, and taught the military his methods of quality management. Both 
Ishikawa and Deming use this diagram as one the first tools in the quality 
management process. 

Kaoru IshikawaKaoru IshikawaKaoru IshikawaKaoru Ishikawa, pioneered quality management processes in the Kawasaki 
shipyards, and in the process became one of the founding fathers of modern 
management.  The cause and effect diagram is used to explore all the poten-
tial or real causes (or inputs) that result in a single effect (or output). Causes 
are then arranged according to their level of importance or detail, resulting in 
a depiction of relationships and hierarchy of events. This can help you search 
for root causes, identify areas where there may be problems, and compare 
the relative importance of different causes. 

Causes in a cause & effect diagram are frequently arranged into four major 
categories. While these categories can be anything, you will often see:  

• ·manpower, methods, materials, and machinery (recommended for manu-
facturing)  

• ·equipment, policies, procedures, and people (recommended for admini-
stration and service).  

 
As an alternative, cause & effect diagrams can also be drawn as tree dia-
grams, resembling a tree turned on its side. From a single outcome or trunk, 

(Continued on page 17) 

The EPPI Model 
is a combination 
of the Ishikawa 
Diagram (early 
1960s) and the 
Behavior 
Engineering 
Model of 
Thomas F. 
Gilbert (1978). 

Kaoru IshikawaKaoru IshikawaKaoru IshikawaKaoru Ishikawa    
1915 1915 1915 1915 ---- 1989 1989 1989 1989 

gives you a starting point for a list of stakeholders and for their 
individual requirements. The specifics of your own situation will 
probably require you to expand or reduce this master list. 
 
Basically, the matrix shows the key requirements of each of the 
primary categories of stakeholder. These requirements are gen-
eral but can be made more specific as needed. For example, 
instead of a general heading of “suppliers,” you may be able to 
list the individual companies and note that Supplier A wants to 
provide a broader range of services while Supplier B is more 
concerned with a stable volume of orders. To be sure you have 
the full range of requirements covered, use the general items 
as a checklist. 
 
One way to go about completing a matrix for your own situation 
could be to identify individuals who represent each stakeholder 
group and ask directly for their perspective. Most large corporations have internal organizations with 
expertise in areas relevant to the various stakeholder groups and which can represent their interests 
in situations where you don’t want to discuss things with the actual stakeholder groups. For simple de-
cisions, you may find that our general default requirement hierarchy is sufficient. 
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1. Government
1.1
1.2
1.3

2. Shareholders
2.1  Regular dividends
2.2  Long-term growth

3. Executives
3.1  Low-cost/high-volume strategy
3.2

4. Customers
4.1  Customer orders
4.2  Interchangeability

5. Employees
5.1  Avoid last-minute scrambling
5.2  Overtime

6. Suppliers
6.1  Stable market for components
6.2  Low inventory requirements
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1 Suppliers
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Identify the stakeholders and their requirements.  Use the generic stakeholders’ list and their requirements to help you think through the 
specific requirement areas of your specific stakeholders.  This is just a starter list and is not intended to be all inclusive. Discuss these 
requirements with the members of your organization who face these issues in their own jobs.  Compile and list all requirements in the 
vertical column of the matrix.  Expand the list of requirements as needed.

Applying the matrix to hierarchy of stakeholder problems . . . . The matrix will allow you to identify if, in a given situation, there are 
conflicts between the requirements of the various stakeholders. You can use the center section to evaluate each requirement against 
every other requirement and identify the severity of that conflict at the intersection of the two requirements.  In the example, note that 
the customers’ need for customized orders (4.1) conflicts strongly with the supplier’s requirement for stable component orders (6.1); the 
three at the intersection of these requirements indicates a high level of conflict.
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Stakeholder HierarchyStakeholder Hierarchy

For more on this see Guy’s article: 
“Balancing Conflicting  

Stakeholder Requirements” 
In the resource tab at www.eppic.biz 

 
-originally published in the Journal for  
Quality and Participation March 1995 



The EPPI Tier 2 View takes one, some or all 
of the Enterprise “targeted processes” and 
Process Maps and/or Performance Models 
them. 
 
I’ve been modeling them since 1979. Proc-
ess Maps came later for me, and I do them 
at a fairly high level as I catch the details in 
the Performance Model. 
 
The Performance Model does two things– 
documents Ideal Performance (in the col-
umns on the left) and captures a “gap analy-
sis” (in the columns on the right). 
 
This can be done for both current and future 
states. 
 

When identifying the outputs and their measures/metrics it becomes necessary to think about both 
the output and the process necessary to produce it. And it becomes necessary to look beyond the 
“requirements” of the downstream customer. There are many stakeholders beyond the “customer” or 
even the “customer’s customer.” 
 
The graphic on the next page puts the stakeholders in a hierarchy. 
 
It would seem, given the extent of our potential stakeholders for any “process and output” and their 
requirements, that one could have three problems.  
 

1- The first is identifying specifically who the primary stakeholders are for any given situation.  
2- The second is understanding their requirements and the priorities that ought to be placed on 
            those requirements.  
3- The third problem is the most difficult—balancing those requirements that are in conflict.  

Balancing the requirements means making the tough tradeoffs on whose needs will be 
exceeded, whose will be met, and whose will not be met (at least in today’s view). 

 
The multitude of requirements can be simplified (or at least made more manageable) using a matrix 
format.  
 
The Stakeholder Requirements Matrix (see example) can help organize the requirements definition 
and balancing process, especially when you are trying to develop a consensus view across a team. It 
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Another in a series  of EPPI Models 

EPPI Tier 2 and Balancing Stakeholder Requirements 
© 2002 EPPIC Inc. 

EPPI — Enterprise Process Performance Improvement 
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EPPI – Tier 2

Two complementary views of process performance
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(Continued from page 16) 

branches extend that represent major categories of inputs or causes that cre-
ate that single outcome. These large branches then lead to smaller and 
smaller branches of causes all the way down to twigs at the ends. The tree 
structure has an advantage over the fishbone-style diagram. As a fishbone 
diagram becomes more and more complex, it becomes difficult to find and 
compare items that are the same distance from the effect because they are 
dispersed over the diagram. With the tree structure, all items on the same 
causal level are aligned vertically. 
 
Other uses for the Cause and Effect tool include: organization diagramming, 
parts hierarchies, project planning, tree diagrams, and the 5 Why's.  
    
How to ConstruHow to ConstruHow to ConstruHow to Construct:ct:ct:ct:  
 
1. Place the main problem under investigation in a box on the right.  
2. Have the team generate and clarify all the potential sources of 

variation.  

3. Use an affinity diagram to sort the process variables into naturally 
related groups. The labels of these groups are the names for the 
major bones on the Ishikawa diagram.  

4. Place the process variables on the appropriate bones of the Ishi-
kawa diagram.  

5. Combine each bone in turn, insuring that the process variables are 
specific, measurable, and controllable. If they are not, branch 
or  "explode"  the process variables until the ends of the branches 
are specific, measurable, and controllable.  

Tips:Tips:Tips:Tips:  
• Take care to identify causes rather than symptoms. 

• Post diagrams to stimulate thinking and get input from other staff. 

• Self-adhesive notes can be used to construct Ishikawa diagrams. 

• Sources of variation can be rearranged to reflect appropriate 
            categories with minimal rework. 

• Insure that the ideas placed on the Ishikawa diagram are process 
            variables, not special caused, other problems, tampering, etc. 

• Review the quick fixes and rephrase them, if possible, so that they 
            are process variables.  
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Be sure 
everyone agrees 
on the effect or 
problem 
statement 
before 
beginning. 
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The Ishikawa 
diagram also 
known as the 
"fishbone" or 
"Cause and 
Effect" diagram 
after its creator, 
Kaoru Ishikawa 
is used to 
systematically 
list all the 
different causes 
that can be 
attributed to a 
specific problem 
(or effect). A 
cause-and-effect 
diagram can 
help identify the 
reasons why a 
process goes out 
of control. 



Grow Your Own 
Leadership Development 
By Guy W. Wallace, CPT 
According to a Hewitt Associates study of more than 100 US companies, as 
reported in HR Focus, all organizations that perform in the 75th percentile in 
“total shareholder return” use a formal approach to identifying and develop-
ing employees with high potential for leadership development. 
 
Reflecting on the global talent shortage, Hewitt’s Marc Effron said,” The fact 
is that organizations won’t be able to go outside the company to ‘buy’ lead-
ers, as they have in the past. Instead they must start building them today.” 
 
I have personally been involved in assisting my clients in this pursuit since 
1986. I have completed 22 management/leadership Curriculum Architecture 
Designs, plus I have been involved in numerous instructional development 
efforts over the years to build performance-based development programs.  
 
What is a performance-based leadership/management development pro-
gram? It is where both management capabilities are developed, and leader-
ship traits are taught in the context of the actual performance expectations. 
 
Our model to link to actual performance is shown below. This model was de-

(Continued on page 22) 
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One view- 
Management Management Management Management 
development development development development is 
learning to do 
the tasks of job, 
the processesthe processesthe processesthe processes; 
and Leadership Leadership Leadership Leadership 
development development development development is  
learning how to 
accomplish 
those tasks, the 
practices 
employed in the the the the 
processesprocessesprocessesprocesses. 
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Guy Wallace has done it again!  After demystifying the ISD process in his “lean-ISD” book he tackles the 
corporate training and development system and puts it in a business-focused perspective.  Whether you 
are in-house or serving as a external consultant you will find Guy’s model an invaluable tool for enterprise 
training and development. 
 
This analytic and design process ensures that you dot all the i’s and cross all the t’s when moving your 
company or client to learning by design, not learning by chance.  The elegant clock-faced model helps you 
develop a clear picture of any organization and clearly helps you map out how best to effectively manage 
all the elements of the enterprise. Once the elements are mapped out, the model, through enclosed as-
sessment and prioritizing tools helps determine where and when to put corporate assets to maximize cor-
porate return on investment.  This is a must have book for any consultant or organization that is con-
cerned about improving the performance of their organization through improving processes and compe-
tencies. 
 
Miki LaneMiki LaneMiki LaneMiki Lane    
MVM The Communications GroupMVM The Communications GroupMVM The Communications GroupMVM The Communications Group    
mml@mvmcommunications.com 

What others have said about:  
 

T&D  
Systems View 
 
If you are not actively controlling the critical compo-
nents of your T&D efforts then they are by definition 
out of control.  T&D Systems View provides an ex-
tremely comprehensive overview of all of the proc-
esses that contribute to a successful T&D System.   
 
Guy Wallace then takes the next step by showing you 
how to select those processes which are most critical 
to the success of your organization and how to get 
them under control before someone else does it for 
you.  This is a must read for anyone interested in more 
closely aligning the T&D function with the organiza-
tion's strategy. 
 
George WestGeorge WestGeorge WestGeorge West    
Siemen’s Building TechnologiesSiemen’s Building TechnologiesSiemen’s Building TechnologiesSiemen’s Building Technologies    
george.west@siemens.com 

Book available at  
Amazon.com and ISPI.org 

for $25.00 plus s&h  
and a 10% discount for ISPI member at ISPI.org 
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