
Those in the profession who know me well know 
that my consulting area of specialty and focus is 
Instructional Design (ID) - and that within that 
realm a great deal of my experience is in the de-
sign of large-scale, modular, blended curricula of 
shared and unique content, know by our trade 
name: Curriculum Architecture Design - CAD. I’ve 
conducted 74 CAD projects to-date, with many 
successful repeat efforts for many clients. 
 
Of course I’ve also got a great deal of experience 
in the downstream (of CAD) efforts...and done a 
lot of analysis, design, development, pilot-testing 
and revision/release work of performance-based 
instruction as framed by the PACT Process’ ap-
proach to Modular Curriculum Development/
Acquisition - MCD. I have completed over 50 MCD projects to date. 
 
After 74 CADs and 50 MCDs, both the four-phase CAD project process and 
six-phase MCD efforts are very predictable in terms of the work efforts re-
quired, the schedule and what’s feasibility, and where the tricky portions of 
the processes are, and how to think bout those challenges early enough and 
exactly when. The CAD and MCD project schedules have always been met - 
unless our client has asked us to delay a gate-review meeting or some other 
project meeting.  
 
Given all of that, what has been the key to success?  
 
It is the creation of the Project Steering Team and it’s management that is 
most critical to downstream project success: eventual CAD implementation 
with enthusiastic customer/stakeholder sponsorship. Four CAD and 4 of 6 
MCD phase milestones are ideally “gated“ by a Project Steering Team armed 
with expectations and specific exit criteria. It is the mechanism in providing 
the “voice of the customer” and voices of other key stakeholders into the ef-
fort.  
 
The projects that have been less-than-successful, in my terms - in terms of 

(Continued on page 2) 

My Point Is 

Align Your Projects for Stakeholder ROI 

Pursuing Performance Volume 4 
Issue 3 
 
Summer 
2005 

 with EPPIC Inc.  
 

A Quarterly-Seasonal Newsletter 

Issue Content 
 

• My Point Is — Align Your 
Projects for Stakeholder 
ROI 

  — Guy  W. Wallace, CPT 

 

• Teaming Up for T&D 
Project Success 

  — Guy  W. Wallace, CPT 

  

• CRM Metrics That 
Really Work –part 1 of 2  

  — Mark Graham Brown 

 

• Empowerment –part 1 of 2  

  — Guy  W. Wallace, CPT 
 

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance

to protect and improve  
the enterprise 

Pursuing Performance—The EPPIC Newsletter Summer 2005  ©2005 EPPIC Inc. All rights reserved.  www.eppic.biz 

This and over 7 years of   

EPPIC and CADDI newsletters  

are  available as PDF files on  
the EPPIC web site under the 

Resources tab at: 

www.eppic.biz 

EPPIC’s Guy W. Wallace, CPT 

“Gopher” more
at eppic.biz
“Gopher” more
at eppic.biz



My Point Is 

Aligning Your Projects for Stakeholder ROI 

post-project implementation success, were due either to a lack of an appropri-
ately selected Project Steering Team, or a Project Steering Team of 1 - my cli-
ent. Steering Teams of 1, in my view, are mostly about fears of losing control, 
or of “bothering” those people. MCD projects might fail because the learner’s 
management won’t support the deployment design due to their own issues…
issues that involvement in a PST would have uncovered earlier. 
 
In my CAD or MCD projects there are “tons of data points” generated quickly in 
the various analysis, design and implementation planning efforts or from the 
actual development and pilot-testing. It is impossible for the PST to review all 
of the data and do a quality job. So the quality needs to be “built in” and not 
“inspected in.”  
 
That requires having the best sources for the data needed, AS WELL AS HAV-
ING politically accepted viewpoints being expressed. Are the voices credible? 
 
The right PST enables you to wire into the politics of your project effort and 
deal more successfully up-front with the key stakeholders to avoid or minimize 
the issues that your project might encounter. The PST should provide direction, 
advise and make all of the tough business decisions—or empower other to do 
so— that are typical in major improvement initiatives. If they don’t do it them-
selves, then they should handpick those who will do it for them.  
 
It always works out better when the right stakeholders are recruited to the PST 
as early as possible in the effort. And finding their “stakes” early too, rather 
than later. You enlist their support with the offer of having the opportunity to 
influence the project effort and outcome - as all PST members have a chance 
to do in the dialogue inherent in each of the project’s planned PST meetings. 
Who could refuse? 
 
As long as the project isn’t seen as low-hanging-fruit and does address a criti-
cal business issue, the right people will play if asked. Figuring out who those 
stakeholders are for each improvement project can be a major task unto itself. 
But a necessary precursor for smooth success and ROI. Where does the ROI 
come in? From meeting those identified stakeholder “stakes” that you elicited 
from the PST members (or meeting guest attendees) in the project ‘s planned 
milestone/gate review meetings. Whether dollar-izable or not. Whether easily 
measured or not.  
 
For our EPPI “Balance of Stakeholder Requirements” model, see my article on the EPPIC web 
site: “Managing and Mis-managing Stakeholder Expectations” - found under first the Resource 
tab and then the Article tab. 
 
Have a great summer season! Cheers! 
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For Your Tool/Technique Kit 
Teaming Up for T&D Project Success 
By Guy W. Wallace, CPT 

How Teaming Started For This Author 
During one of my first training projects in 1979 for a building materials re-
tailer, I had to work with several window manufacturing companies and our 
internal merchandising product manager to develop a video script that would 
lead to a video-based employee training and customer education program.  
 
The 15-minute video program, supported by a leader’s guide and supplemen-
tal product literature and instructions, would be presented in three short seg-
ments. 
 

• Basic Product Knowledge 
• Installation Procedures/Techniques 
• Materials and Tools Required for an Installation 

 
For this effort, the manufacturers would provide all of the funding. We in the 
training department would produce a training/sales piece that helped us sell 
their products by raising the knowledge levels of our employees and also 
softly selling the do-it-yourself customers on the need for and use of the ancil-
lary (and higher margin) items required to get the job done correctly. 
 
After dozens of phone conversations and seven video script iterations, I be-
came very frustrated. Each of my “customers” pulled the script in a different 
way. Each demanded that their favorite sales slogans be used and edited out 
each others’ at each cycle. Each person had a different view and a different 
agenda.  
 
I concluded that this was a no-win scenario, and the only way I would ever get 
through this endless recycling adventure was to get them all in the same 
room and organize a process to force them to make all key decisions and se-
lect wordings they all could live with, even if that meant a meeting full of con-
flict and acrimony. 
 
It did, it was, but it worked; and I became a proponent from then on for orga-
nizing my project constituencies and processing them through the nontrain-
ing design (content) decision-making.  
 
I could only lose on content decisions if I attempted to make them myself. I 
did not know the content that well. But I did know training design and devel-

(Continued on page 5) 
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opment. And they did not. We needed to work together to be successful. 
 
What Happened? 
I did not recognize it at the time, but I had inadvertently created a team.  
 
I didn’t set out to create a team; I only wanted to end the pain of running the 
gauntlet over and over again. I wanted a group to take over the decision-
making, and I wanted them to do it simultaneously.  
 
I empowered my team within boundaries: they owned the content decisions, 
and I owned the design decisions. I accepted even their poorer decisions 
when they were insistent because they were my “customers” (a.k.a. stake-
holders) and it was really their program, not mine. I was just the hired gun to 
get the instructional design job done. I didn’t own the program. They did. 
 
I have been using this team approach on most of my projects for more than 
25 years now. I fought hard for my turf - method versus content - and most 
teams willingly conceded. But not always. Luckily many prior mentors taught 
me a little about politics and helped me give up appropriately at the right 
times. 
 

I worked hard to earn my teams’ respect, so that they would know that I was 
on their side. When we disagreed, my posturing had to never be seen as self-

(Continued from page 4) 
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serving. It had to be for the learner and their management and the share-
holders. And when necessary I stood up and took the bullets of wrath when 
things went wrong, even when they all knew that I had fought for something 
else originally. Those positions were from some of the not-so-intuitive lessons 
from my mentors. They also taught me to willingly give away all credit, for it 
never really belonged to me singularly anyway. Success is almost always from 
a collaborative effort. My successes have certainly always been from a team 
effort and not mine alone. 
 
Is this Teaming Still a Good Approach? 
My views on teams are the same if not stronger today. Projects where we 
have set up teams correctly in the beginning have proven to be much more 
successful, where success is measured in terms of better, quicker, less 
costly, and greater stakeholder satisfaction.  
 
These are the earmarks of quality. 

 
If you’ve been in this training biz for any length of time, you 
have probably experienced the difficulty of doing the “best 
training” from a training purist’s viewpoint.  
 
You’ve had difficulty getting to the right people because of 
the “organizational gatekeepers.”  No one will give you in-
put or do their reviews in a timely fashion. People who con-
firmed their attendance on Friday for Monday don’t show 
up on Monday. No one gets assigned content authority in 
areas of controversy, and therefore your content gets 
bogged down in political wars. 
 
The trouble is that your project probably never was 
“sanctioned” from on high. If you attempt to invoke the 
names of the powers that be, you are either lying or are 
mentioning someone’s name that is not in “my” chain of 
command, so go away. You cannot get your project moved 
up on everyone’s priority list—not that you should, because 
“this is training and it is important.”    

 
You may have no credibility with the important power brokers. 
 
Numbers of Teams 
Sometimes, but not often, one team is all you need. But more often than not, 

(Continued from page 5) 
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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 

“I’ve found lean-ISD to be a very useful reference 
tool and resource.   
 
After having been involved with Guy Wallace on a 
large-scale application of the methodology at my 
last firm, I’ve taken on several recent projects in my 
new company using many of the methods, tools 
and templates of the PACT Processes for Training 
& Development.   
 
The book is designed so that I was quickly able to 
access the information I needed to provide my cli-
ents practical, timely and quality approaches to 
tackling their business issues.   
 
I highly recommend this book as a guide for busi-
ness professionals challenged by either training 
and development, learning, knowledge manage-
ment, or human competence development pro-
jects.” 
 

Randy Kohout 
Vice President, Organization Capability 

Fireman’s Fund 

“Guy Wallace is giving away the magic. This book 
provides a model and methodology to help a train-
ing function link its long-term outputs to the busi-
ness needs of the organization.  
 
The PACT Processes help introduce the voice of 
the customer into any training organization whose 
mission is to improve performance.” 

 
 John M. Swinney 

Performance Consulting 
Bandag, Incorporated 

Cover design by Geary A. Rummler 
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in complex organizations where the trainees work in multiple locations and 
where the target audience is not so homogeneous, you’ll probably be better 
served by a multiple set of teams.  
 
I won’t say that teaming makes things perfect or easier. But I do feel it moves 
most of the pain of projects to the front end, thereby reducing downstream 
sideswipes, excessive and predictable rework, and cycle time and cost. If you 
only need one team, you can roll all of the roles defined below into your one 
team.  
 
Call your team anything you like. Please don’t get hung up on your favorite 
label versus mine. 
 
The typical teams involved in a complex training development project might 
include the following: 
 

1. Project Steering Team 
2. Analysis Team(s) 
3. Design Team 
4. Training Development Work Team 
5. Pilot-Test Team 

 
1- The Project Steering Team is a group assembled for just this project, or a 
series of projects. It should include all of your stakeholders, at the highest 
level appropriate—people at the decision-making levels. Lower level folks who 
have been empowered will work as the Project Steering Team only if they 
truly have been empowered. This team is typically responsible for 
 

• Owning the project 
• Reviewing and critiquing the Project Plan and redirecting the pro-

ject 
• Selecting all project participants for the Analysis and Design 

Teams 
• Reviewing and providing feedback for all project documents and 

outputs 
• Establishing development/acquisition priorities 
• Approving or redirecting the implementation plan 

 
2- The Analysis Team(s) are composed of master performers, subject matter 
experts, supervisors/managers of the target audience, and possibly some 
strong new-hires (who won’t be intimidated by the experienced folks). This 

(Continued from page 6) 
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team is typically responsible for providing input related to 
 

• Task, job, or process performance 
• Knowledge and skill requirements 
• Target audience demographic data 
• Assessments of existing training 

 
3- The Design Team is ideally composed of two or three members of the 
Analysis Team. This team is typically responsible for 
 

• Creating design concepts and criteria 
• Providing input and feedback for the preliminary design 
• Reviewing the final design 

 
4- The Training Development Work Team (ISD folks) is typically responsible 
for 
 

(Continued from page 8) 
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• Preparing the Project Plan 
• Selecting and recruiting the Project Steering Team 
• Preparing for and conducting all project activities and meetings 
• Facilitating the meetings of all other teams 
• Creating the design 
• Developing all training materials 
• Preparing all other project documentation and reports 
• Presenting all project intentions and results 

 
5- The Pilot-Test Team members are the handpicked participants of the first 
run of the training program, the Pilot Test. The team should have a balance of 
target audience representatives and management representatives.  
 
Target audience reps are members of the target audience and will help us 
measure whether learning does occur in the session.  
 
Management representatives are management’s spies, invited specifically to 
participate fully in the session as a trainee, experience the entire event, and 
help determine whether the learning that occurred was indeed appropriate 
learning. They can also report back to management whether this effort was 
good or bad. They are typically going to be there anyway, and I like to know 
who they are so I may segregate their feedback—they will evaluate a course 
differently than members of the target audience will. 
 
The Project Steering Team 
The most important of these teams is the Project Steering Team. A Project 
Steering Team can make or break your project. They must be the representa-
tives of all of your stakeholders.  
 
If you miss a key stakeholder when you attempt to set up this team, they will 
usually make their presence known to you later—much later and with signifi-
cant negative impact on rework, cycle time, and costs. It’s so much better to 
front-end load your own efforts to get the stakeholders identified and on 
board as your Project Steering Team sooner rather than later.  
 
But a Project Steering Team with powerful individuals presents a double-
edged sword. Many trainers will fall on this sword, never to dance again. 
 
The most important reason you will want to form a Project Steering Team, as 
frightening as the prospect might be for the trainer weak of heart, is that 
once you get the Project Steering Team behind you, everything else (gaining 

(Continued from page 9) 
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Whether you are new in the Training Business or an 
“old hand,” this book will provide you with as much 
guidance as you need to get the job done. Guy has 
provided material that leaves “no stone unturned” yet 
there is sufficient flexibility for application in all train-
ing organizations.   

Charline A. Wells 
Programs – Manager – Corporate Training 

Sandia National Laboratories 
 
 
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 
organization's strategy. 
 

George West 
District Manager 

Siemen’s Building Technologies 
 

 
At first glance, T&D Systems View paints a formida-
ble picture of the ideal business-driven training and 
development organization.  Then it dawns on you 
that, intentionally or not, formally or informally, you're 
already doing these things.  The question Guy Wal-
lace raises is, "how well?"  If I were a CEO, this is 
how I would look at my training and development 
function. 
 

John M. Swinney 
Performance Consulting 

Bandag, Incorporated 

What others have said about:  
 

T&D Systems View 

T&D Systems View 
—— 

Available at  
Amazon.com  

And at 
 ISPI.org 

for $25.00 plus s&h  
and a 10% discount for ISPI member at ISPI.org 
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commitments and cooperation from all other project participants) will become 
much easier. It can be frightening, because the high-level players you really 
want on this team are going to be the hardest group you’ve ever tried to work 
with and control. 
 
You should probably use the word “guide” when you discuss this with your 
teams, but I will use the word “control” here, because that is what you are 
really trying to do—control the process (not the content), and it’s all for their 
benefit!  
 
It’s their course; it’s their performance improvement or lack of it that will result 
from the training.  
 
They should own the objectives, content and deployment decisions and you 
should own and control the process or method for getting the content identi-
fied and designed. By this I mean the PST owns selection of target audience(s), 
setting terminal objectives, scope of training, approvals of planned/designed 
and the actual training information/demonstrations/exercises, etc. 
 
The Project Steering Team needs to be composed of the highest level folks 
who may benefit from or be impacted by the results of the project and the con-
duct of the project. They will be hard to “guide.”  They will have silo-hardened 
ideas/concepts/biases and demands. Only heavy, rational logic can sway 
them.  
 
Your best bet is to anticipate their view and “head it off at the pass.”  Antici-
pate their views, identify the pros and cons, list all other alternatives, rank 
them, and be prepared to answer tough questions with crystal clear logic, 
poise, and determination. 
 
Don’t be afraid to be confronted or yelled at. This is not a job for a training 
wimp. You must be a business professional. You must do your homework and 
do it well. We don’t do training for training’s sake, we do it because it makes 
good business sense. It has to have a return on the investment. Otherwise, 
don’t do it! 
 
The key to the assembly of a powerful Project Steering Team may be to find a 
powerful agent of respect and power that you’ll need to recruit to become your 
project champion. Once you have identified this person, or they have identified 
themselves to you, you must first sell them on or negotiate with them every-
thing about your plan.  
 
Here’s where a detailed “draft” Project Plan becomes critical! Be prepared to 
have changes made to your project concepts and plan details. Be prepared to 
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defend your views with the logic of business versus the logic of training. 
 
The Project Steering Team chairperson, the project champion, must be se-
lected with great care. Organizational politics are like land mines. They will do 
more damage than just trip you up. They can stop you cold. You should navi-
gate this killing field with great care. You may even need a mentor as a guide 
in selecting project champion candidates. 
 
Once you have them identified, you must approach and sell them. You must 
demonstrate an understanding of the performance situation that the training 
project is to address, of its implications and the problem magnitude (again in 
the business terms of the “cost of nonconformance to quality standards” and 
not training terms—“they need training”), and what the payoff is for meeting 
the need. Most critically, you must demonstrate the return on investment 
(ROI) factors. 

 
Few people in the upper ranks of the business 
enterprise are interested in learning all the ins 
and outs of training theory and practice. They 
don’t have the time, the desire, or the patience 
for it. They make business decisions based on the 
harsh realities of business, especially ROI. Be pre-
pared to sway with the demands of business deci-
sion-making versus the demands of training deci-
sion-making. 
 

Working with teams in developing training is the same as working with any 
product development team. You must be well organized, flexible, and very 
business minded.  
 
Training for training’s sake doesn’t cut it in the business world.  
 
Training for the sake of the business does. 
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Part 1 of 2 
CRM Metrics That Really Work 
By Mark Graham Brown 

CRM—Customer Relationship Management 
Customer relationship management is yet another one of those popular 
three-letter programs that have been implemented by most large corpora-
tions over the last decade that  has failed to live up to its expectations.   
 
According to a study done by Bearing Point in 2003, nearly half of the compa-
nies surveyed reported that they are re-evaluating their CRM initiatives be-
cause of poor ROI.  The study of 167 companies with at least $1 billion in 
sales indicated that although 82% felt that CRM was important, only 37% felt 
as if they were achieving expected performance.   
 
Many of the organizations I’ve had contact with have no hard data on 
whether or not their CRM efforts have been successful.  Any effort that costs 
this much and takes up this much of your time needs to be measured and 
evaluated. 
 
Most CRM programs I have seen are comprised of two parts: 
 

• Processes for building relationships with customers that spell out 
behaviors and sequences for those activities 

• Software for creating customer data bases and reporting progress 
in the sales/relationship building process with each account. 

 
The CRM consultants will sell you the software and the processes needed to 
supposedly make all of your customers love you and buy more of your stuff. 
 
What Is CRM Supposed To Do? 
The theory behind CRM is that if companies take a systematic approach to 
building relationships with important customers, this will result in greater lev-
els of customer satisfaction, increased revenue from those customers, and 
greater loyalty.   
 
This is a valid theory, but many CRM programs I have seen are thinly dis-
guised attempts to cross sell customers more stuff that they don’t really 
need.   
 
CRM has become a nice way of referring to cross-selling or “would you like 
fries with that?”  My personal banker at Citibank wants to have a quarterly 
meeting with me so we can “review my holdings and my portfolio perform-
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ance.”  I have no need to drive for 20 minutes to meet with him to review my 
accounts, which I can review on-line any time I want.  What Bruce really wants 
to do is get me in his office so he can talk me into putting more money in my 
Citibank accounts or to sell me additional products/services.   
 
Don’t get me wrong, I like Bruce, and think he is doing a good job, but I know 
he is not just inviting me to his office for a friendly chat – he has sales goals 
he needs to achieve.  I have several different accounts at Citibank, so Bruce 
can use this information to his advantage, to tailor his sales pitch to my per-
sonal situation:  “ I noticed you had a lot of money in your checking account 
and thought you might want to put some of that into a CD to get a better inter-
est rate.”   
 
Building a relationship with a customer is more than just selling him more 
stuff.  In fact if the customer realizes he has been sold something he does not 
need, this could jeopardize and otherwise healthy relationship. 
 
CRM Is Based On Faulty Assumptions 
There are several flaws in the logic behind most CRM programs I have seen. 
 

Faulty assumption # 1:  Building a relationship requires a systematic 
process and management system. 

 
Anyone who has ever had a job in sales knows that you can’t take to same ap-
proach to sales as you can with engineering a product or landing a plane.  You 
can follow the exact same series of behaviors with one prospect, and she does 
not buy a thing.  Follow the same approach with another prospect, and she 
buys a whole bunch of your product.   
 
All customers want many of the same things when they buy something:  value, 
convenience, the right features, quality, and they want to buy from someone 
they can trust.  Beyond that, there are many differences that influence peo-
ple’s buying behavior.   
 
The flawed logic in CRM programs is that you can engineer a relationship with 
the customer with as much precision as you can design the products or ser-
vices you sell. 
 
Selling is about 40% science, and 60% art.  Yet, many CRM programs focus on 
following the same series of behaviors with each customer.  The most suc-
cessful salespeople are those that can tailor their approach to each individual 
customer, which means getting to know them and doing more listening than 
talking.   
 
Using an engineering approach to sales tends to only work well with a product 

(Continued from page 14) 
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CRM Metrics That Really Work 
that pretty much sells itself like fast food or cars. 
 
My friend Lisa works as a pharmaceutical sales rep.  She spends her days 
visiting doctors, trying to engage them in conversations, and leaving them 
samples.  Each evening she needs to input data in the company’s CRM sys-
tem detailing who she visited, how much time she spent with each doctor, 
what was said, how they responded, etc.  She doesn’t sell the drugs to the 
doctor’s offices.  Rather, her job is to build a relationship with the doctors so 
they prescribe her company’s drugs more often.   
 
The problem with the approach is that the doctors are often too busy to 
spend any time with Lisa, and she frequently spends most of her time trying 
to talk the office staff into letting her spend a minute or two with the doctor. 
She always manages to give away the free samples, but regularly leaves with-
out getting to see the doctor.     
 
Realizing that doctors are busy during the day, her employer gives her a gen-
erous allowance to take doctors out to dinner after work, but Lisa never man-
ages to spend her entertainment budget because most of the doctors want  
to be home with their families.  Those that do want to go out to dinner are the 
single ones who want to date her.   
 
The company’s attempts to boil down customer relationships to measures of 
call frequency, call duration, and following a scripted sales pitch simply do 
not work very well with most customers. 
 
Another friend would appear to do everything wrong.  His behavior would lead 
you to believe that no one would ever buy anything from this guy.  Yet, he is 
the most successful of all the consultants in the large firm for whom he 
works.  He starts a project with a new client and within a year has turned 
them into a key account, generating many billable days for him and other 
consultants, and millions in sales of training materials.   
 
What’s his secret?  He smokes, swears, frequently pisses off important peo-
ple in the client organization, beats his client at pool every day at lunch, and 
is brutally honest with everyone.  He does not report in to his boss, misses 
sales meetings, and is generally regarded in his firm as someone who is “not 
a team player”.   
 
Yet, in spite of all this, his clients love him, trust him, and listen to his advice.   
 
Jim builds relationships with his clients because first of all, he is one of the 
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smartest guys I know, and second, because he is completely honest and 
trustworthy.   
 
Clients also learn to like him because he does not try to be likeable – he is a 
real person, as opposed to some $1000 suit with a good haircut, an ivory 
league degree and a mouth full of management buzz words. 
 

Faulty assumption # 2:  CRM software provides the data needed to 
improve your ability to build relationships with customers 

 
Most CRM data bases I have seen include all sorts of information about ac-
counts and individual customers.  There is information in there about the org. 
structure and who has the real authority, decision making matrices, and per-
sonal information about customers such as their previous jobs, buying his-
tory,  spouse’s names, kid’s ages and names, hobbies, interests, golf scores, 
favorite vacation spots,  etc.   
 
Salespeople can access all of this data from their laptops, so they can go 
from appointment to appointment and make each customer feel special by 
appearing to remember all this personal information about them. 
 
The flaw in logic is that this customer intelligence will enable the salesperson 
to use it to his advantage to build a relationship with the customer.   
 
Remember the movie Ground Hog Day? It is one of my favorites.  The Bill 
Murray character learns more and more each day about Andie McDowell:  
loves French poetry, hates white chocolate, always drinks to world peace, etc.   
 
Bill Murray’s character remembers and uses this knowledge to his advantage 
to try to make her fall in love with him, and it really starts to work after work-
ing at it for many days.  Andie McDowell’s character eventually figures out 
she’s being worked, and it backfires.  Only when the Bill Murray character 
stops trying to trick her into loving him does she begin to grow fond of him.   
 
Bill Murray’s approach is exactly what many CRM programs are all about:   
finding out detailed information about customers, and recalling and using 
that information to try to build their trust. 
 
The problem, is that most customers know they are being worked.  Many 
salespeople are about as sincere as my dentist, Dr. Weinberg, who looks at 
the reminders on my chart as he walks into the treatment room:  “How’s the 
ah  . . .  consulting business Mark?”   
 
The bottom line is that having a bunch of personal information about a cus-
tomer does not really help you build a relationship with her.  In fact, it might 
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alienate a customer who was just beginning to trust you, just as it backfired 
on Bill Murray in the movie. 
 

Faulty assumption # 3:  It will be easy for the salespeople to use the 
CRM software and they will love it when they see how it helps them 
sell more. 

 
I have a lot of friends and clients in sales jobs:  pharmaceuticals, insurance, 
financial services, medical devices, copiers, and a host of other products and 
services.  One thing I hear from all of them is that they hate their company’s 
stupid CRM systems.    
 
It’s common for salespeople to spend 2-4 hours a day with their lap top, typ-
ing in reports of conversations with customers and prospects, entering data, 
and preparing account status reports.  Most have a large territory to cover, so 
they spend from 7:00 a.m. until 6:00p.m. on the road, visiting customers.   
 
The CRM data has to be entered each night, after being stressed out all day 
with traffic and customers who don’t what to see them.  They all universally 
despise the CRM system and see the requirements as busy work that de-
tracts from their productivity and greatly impacts their morale.   
 
The CRM systems I have seen are not simple, intuitive, and do actually re-
quire a lot of time from salespeople.  Of course, if all of this time spent enter-
ing and retrieving information paid off, it might be worth it, but most studies I 
have seen suggest that CRM does not produce good ROI.  What is not dis-
cussed in any of the studies I have seen is the impact these systems have on 
the morale of the sales force.   

 
Anecdotal data 
tells me that CRM 
systems have 
done a lot to con-
tribute to stress 
and poor morale 
among salespeo-
ple.  What all of 
this data does is 
make managers 
feel comfortable.  
Managers like to 
keep tabs on their 
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CRM Metrics That Really Work 

Example Customer Attractiveness/Relationship Index 
 
 ATTRACTIVNESS   RELATIONSHIP 
 LEVEL     TARGET    
 

Beautiful   9-10   9-10  happy marriage/partnership 
 
Very attractive 7-8   7-8  engaged; happy relationship 
 
Attractive, but some flaws 5-6  5-6  committed dating; mostly Good relationship 
 
Average, a number of flaws 3-4  Casual dating, no real trust yet; Customer using other 

   suppliers 
 
Ugly, many flaws 1-2   1-2 occasional lunch, customer; Married to another  

   supplier. 



people and make sure they are not goofing off, so they require daily reports 
like this to ensure that the salespeople are out there every day calling on 
prospects and servicing their existing accounts.   
 
All this behavior frequently does not produce increased sales or loyalty from 
customers, however. 
 
How to Measure CRM Success 
As with any aspect of performance or improvement program, it is unlikely that 
you will be able to come with a single metric that tells you whether or not you 
are successful.  No single chart will tell you about whether or not CRM is 
working or not.  What is needed is an index that is comprised of four types of 
metrics: 
 

• Input metrics – measures of quality, accuracy, thoroughness, and 
the degree to which data are current and verifiable 

• Process metrics – measures of behavior or activity proven to link 
to good performance 

• Output metrics – Quantifiable things that can be counted such as 
orders, samples distributed, proposals submitted, new clients ac-
quired,  brochures sent, phone calls made, meetings held, ac-
counts visited,  demos conducted, etc. 

 
 — To Be Continued —  

 
About the Author 
Mark Graham Brown has been consulting with com-
panies on measuring and improving performance for over 
25 years.   
 
His clients include many of the Fortune 50, as well as a 
number of Federal and State government and military or-
ganizations.   
 
He is the author of two books on performance measure-
ment:  Keeping Score – Using the Right Metrics to Drive 
World-Class Performance (1996) and Winning Score – How 
to Design and Implement Organizational Scorecards 
(2000).  His latest book called:  Get it, Set it, Move it, Prove 
it, will be released later this year.   
 
Mr. Brown has his own consulting practice in Manhattan 
Beach, California and may be contacted via his web site:   
 

markgrahambrown.com 
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The Goals of Empowerment 
The overriding goal of the “empowerment” concept and practice is:  
 
  Better business decisions — period! 
 
Empowerment is not in vogue simply because it’s another motherhood issue. 
It’s not a component of management philosophy simply because it will make 
people feel better about themselves and will, therefore, make them work 
harder and be more productive for the business entity. 
 
If management knew for a fact that poorer business decisions would be 
made as a tradeoff for an improvement in the workers’ self-esteem, does 
anyone pretend that they would continue to promote the employee empower-
ment concept? I think not. 
 
In theory, by moving the decision-making authority closest to the true sources 
of knowledge about the problem and its potential solutions, better decisions 
will be made—better business decisions. But that is not always the case. Our 
results with empowerment often fall short with our goals.  
 
Why? PQM—Partial Quality Management. It’s something similar to TQM—Total 
Quality management, but partial, incomplete, and certainly not very effective. 
 
The Problems with Empowerment 
Let’s look at a fictitious situation. A problem-solving team has a recommen-
dation turned down by management after months of hard work and much 
internal wrangling with the data to determine the root cause of the problem 
and formulate a solution. 
 
The empowered team spent months utilizing both work and personal time, 
enthusiastically battling their own biases and predispositions to arrive at an 
informed consensus. Using data and not opinions, they determined the most 
likely root causes and the most promising solution set to address the causes. 
They even calculated a probable return on the investment worthy of executive 
management’s attention and praise. 
 
The empowered work team involved the engineers and the downstream op-
erations organizations in an effort to ensure that all appropriate stakeholders 
were represented. Middle management sat patiently on the sidelines, ready 
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to support but not disempower the team. It was as “blue sky” an occurrence 
as anyone on the team could have wildly envisioned. It seemed that the 
poster slogans were true. Quality was up to them. Empowerment was the 
path of the enlightened. 
 
A presentation was painstakingly prepared by all team members. The presen-
tation was practiced to perfection with much guidance and feedback pro-
vided by the empowered team members to each other using all the new inter-
personal skills learned in the classroom. Cross-organizational bonds were 
formed that would transcend the heat of the future moments when the inevi-
table crises struck. The big day finally arrived. 
 
Management’s response seemed unexplainably cool during the smooth pres-
entation. The proposal for spending $350,000.00 in capital upgrades over a 
three-month period, for a calculated return of $3.5 million within 12 months, 
did not seem to excite the executive steering team. Management offered 
faint praise for a project and presentation that were obviously well done. 
Then they moved on to the next opportunity presentation. 
 
The final word came down days later. No investment was to be made and no 
further explanation was offered. The team was stunned. 
 
What management knew, but couldn’t share, was proprietary information re-
garding the planned discontinuance of the existing product. New production 
capacity is being secretly geared up for a radically new replacement product. 
The new product is expected to take the market by storm and set the compe-
tition back three years. With the anticipated jump on the competition, the 
payback period is expected to be short and the cash flow projections for four 
years out would allow for funding many more business opportunities. But 
right now it’s all a highly proprietary secret. 
 
Management can’t share certain information it knows because it would not 
be consistent with their legal and fiduciary responsibility to the shareholders 
of the company. If they shared their strategic product plan with the workers, 
that would increase the chance of an information leak to the competition. If 
the competition got wind of the plans in the early developmental stages, all 
the advantages that could be gained by being first to the market with the new 
product will be lost. The investment payback period would be extended, and 
there could be a significant loss in the potential growth of shareholder value. 
Management cannot risk those results. 
 
And, therefore, management risks upsetting the newly empowered employ-
ees and being the object of their wrath. Employees might reach the conclu-
sion that management has again lied to and deceived them or that their man-
agement is incompetent or politically motivated. All their hard work, conflict 
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resolution, and consensus building seems for naught; a wasted effort, a frus-
trating experience. The employees have learned a lesson that they will re-
member. And when asked to approach another problem or opportunity, they 
will do so much less willingly and much less enthusiastically. Some may be so 
upset by the apparent deception they suffered that they will retaliate and try 
to sabotage future attempts to initiate improvements. 
 
Misconceptions Regarding Empowerment 
Empowerment seems very logical and very simple at first blush. What is 
wrong with pushing the decision-making power further down into the organi-
zation? Many misconceptions abound and the issues that empowerment 
raises are really more complex than they seem. 
 
The first misconception is that empowerment exists as a powerful tool/
technique on its own. Not true. Empowerment is a management tool/
technique and requires a total systems approach, shared information, and 
better communications. Empowerment requires that the systems of perform-
ance improvement  and sustainment be in place to support its efforts—
improvement targeting, improvement teaming, hands-on/supportive leader-
ship, reward systems, communication systems, etc. It cannot exist in a vac-
uum. 
 
 
Second, employees may feel very strongly that if they have been empowered 
by management, their power is now absolute. Either they are empowered 
fully, or they are not empowered at all. The act or process of becoming em-
powered—of empowering—may not be fully understood. Just as personnel in 
the armed forces must earn their stripes, teams must earn the right to make 
decisions.  
 
Management has to feel confident that, when they are handing over decision-
making power, sound decisions will be made. Where management doesn’t 
have the most complete information to make the right decision but the em-
powered employee or team does, then the person or team should be empow-
ered.  
 
People need to realize that empowerment does not mean the right to dictate 
each decision. Decisions should always be made by the party most capable 
given the particular situation and information known in regard to the issue.  
 
There needs to be an understanding, however, that the individual’s or team’s 
decisions may be reversed by management without substantial rationale/ 
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support. It’s a fact of life that you won’t always know why things happen the 
way they do. 
 
The third misconception is that it’s easy to get from here to there, or that it is 
not a road fraught with pitfalls. Empowerment doesn’t happen with a 
“quantum leap.” It requires a carefully orchestrated series of “baby steps.” 
You know, walk before you run; crawl before you walk; roll over before you 
crawl; lie there and observe before you even attempt to make your first move. 
 
Concepts and Precepts of Empowerment 
We are not presenting a definitive statement on empowerment, because 
there is not one readily agreed to by all involved in this issue. There are too 
many qualifiers required in a real world full of variability and change. One size 
will not fit all. So we must beg off with a list of concepts and precepts related 
to empowerment. 
 
Concepts Related to Empowerment 

• Empowerment will result in better business decisions. If the deci-
sions are made at the correct level, they will be informed decisions 
made through consensus rather than decisions made with limited 
information in a vacuum. 

• Empowerment should speed the decision-making process. When 
the right people are empowered as a team to work out an issue, 
they won’t need to go continually “up the ladder” for approvals and 
incur additional requirements and delays. 

• Decisions are best made at the appropriate levels or job positions 
closest to the action (the source of the problem or solution). No 
one else can understand these issues or opportunities with 
greater clarity. No one hears the complaints or sees indications of 
dissatisfaction more frequently than they do. 

• Empowerment should be given to teams with cross-function/
discipline expertise. Decisions are best made based on fact, not 
opinion. Facts are pieces of information derived from data. But 
usually, all the data and information don’t exist at any one level or 
location. 

• Decisions to be made by the empowered should be duly influ-
enced by all of the potentially conflicting requirements of the vari-
ous stakeholder groups. These re-
quirements need to be understood, 
sorted out, and balanced. 

• Employees do want to produce qual-
ity work and be proud of and satis-
fied with their work. Recognition, 
such as positive feedback from man-
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agement, suppliers, or the customer, plays an important part in 
ensuring employee satisfaction. Rewards such as salary raises, 
gain-sharing bonuses, benefits, etc., also affirm a job well done. 

 
Precepts Related to Empowerment 

• Empowerment will never be absolute. Empowerment at the individ-
ual or team level will never result in the absolute best decision for 
the combined needs of all the stakeholders. There will be times 
when management must and should pull back the reins of deci-
sion-making or reverse a decision made, and times when they will 
not fully explain their actions. 

• Empowerment inherently involves risks. Management needs to 
develop reward/consequence systems that reward the “baby 
steps.” Risk-taking will severely decline if failures are unaccept-
able or met with punishment. The efforts of all teams/individuals 
need to be rewarded equally. Both failures and successes present 
opportunities for learning. It has to be culturally acceptable to try 
and fail in order for the lessons learned from failure to be shared. 
That means negative consequences for failures need to be re-

(Continued from page 23) 

(Continued on page 25) 

Empowerment 



 
  

Page 25 Volume 4 Issue 3 

Pursuing Performance—The EPPIC Newsletter  Summer 2005  ©2005 EPPIC Inc. All rights reserved.  www.eppic.biz 

moved from the work environment and neutral consequences put 
in place. And people won’t now want to fail! 

• The success or failure of empowerment is within the control of 
management. Management must create the vision, sell the story, 
walk the talk, support and encourage, and truly communicate. 
Management must invest in the resources necessary to train all of 
those involved in the process and provide the tools necessary, 
even for themselves! Management must be willing to be upfront 
about their mistakes. They must open the environment to allow for 
communication upward, downward, and diagonally. They must re-
move any threats to the employees. They must support the slo-
gans by their actions. People will listen, but most will watch, wait-
ing to see whether management action is truly supporting the em-
powerment message being delivered. 

 
The Process of Empowering 
Our employees want empowerment; in fact, once they understand the con-
cept, they will demand empowerment. You won’t have to force it upon them, 
they will gladly take it—not because they are power-hungry crazies, but be-
cause they want to contribute. Remember that they are capable people trying 
to do a good job. They want to be empowered because it makes them feel as 
though the company recognizes them as the valuable asset they know they 
are truly capable of being. 
 
Empowerment must be understood by all that are to participate in the proc-
ess. The concepts and precepts of empowerment will differ depending upon 
the audience. The needs of the executives differ from the middle manager, 
supervisor, or the individual contributor. 
 
At the crux of implementing empowerment is management’s support of the 
concept. Recognize that there is a strong fear factor at work for those who 
must buy-in to make empowerment a reality—namely, middle management 
and supervision (or team leaders/coaches/etc.). The organization may be 
asking them to change ingrained patterns that have worked over the years. 
They remain responsible for the overall performance of their area/
department but should share the decision-making with their employees. 
Some may not be too excited about participating in this “experiment” with 
their careers. 
 
Executive management must ensure that reasonable risk-taking is never pun-
ished, even when the results are disastrous. Accepting and learning from fail-
ures is a stretch for everyone. Only a strong, confident management group 
can put into place a measurement and reward system that uses failure data 
in nonpunitive ways. Both failures and successes can offer valuable lessons. 
A celebrated failure may significantly reduce the risks of recurrence. 
 

(Continued from page 24) 
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Just as a baby grows into a child, so can empowerment grow from a concept 
to a well-implemented management style and part of the culture. The process 
is composed of the following “baby steps” (with apologies to Neil Simon and 
the movie “What about Bob?”).   
 
These steps are for those determining how to install a process for establish-
ing empowerment. 
 

Step 1: Look Around and Determine Where You Are and Where 
You Need to Go 
 
Step 2: Roll Over (in the Right Direction) 
 
Step 3: Crawl Slowly at First 
 
Step 4: Walk (and Talk and Listen, and Walk the Talk and Lis-
ten) 
 
Step 5: Run 

 
We will cover these steps and conclude the article in the next issue. 

 
 

(Continued from page 25) 

Empowerment 

It’s an imperfect world with lots of variability.  
Mistakes are a reality.  

Increased mistakes are a reality inherent with risk-taking.  
Risk-taking is inherent with change,  

and change is the goal of continuous performance improvement. 
Empowerment efforts must carefully manage the risks to gain the rewards. 

ISPI — The International Society for Performance Improvement presents... 

Go to: www.ispi.org for more information 



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

Guy W. Wallace’s consulting clients since 1982 
... while at Svenson & Wallace Inc. (1982-1997) and CADDI Inc. (1997-2002) and EPPIC (2002 to today)… 

 

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

 

2000—Today 
Abbott Laboratories, AMS, Eli Lilly, Fireman’s Fund Insurance, General Motors, GTE, Johnson Controls, 
NASCO, NAVAIR, NAVSEA, Norfolk Naval Shipyard, Siemens Building Technologies, and Verizon. 
 
1990—1999 
Abbott Laboratories, ALCOA, ALCOA Labs, Alyeska Pipeline Services Company, American  Management  
Systems, Amoco, AT&T Network Systems, Bandag, Bank of America, Baxter, Bellcore-Tech, British Petro-
leum-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 Phar-
maceuticals, Square D Company, and Valuemetrics. 
 
1982—1989 
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,     
Northern Trust Bank, and Westinghouse Defense Electronics. 

 

Guy W. Wallace has been in the T&D field since 1979 and a training and per-
formance improvement consultant since 1982. His clients over the years 
have included over 35 of the Fortune 500, plus NASA, BP, Novacor, Opel, and 
Siemens.  
 

He has analyzed and designed/ developed training and development for al-
most every type of business function and process. He is the author of three 
books, several 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, Lakewood Conferences, ABA, 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 Execu-
tive Committee (1999–2001) and later as the President-Elect for 2002-2003, 
and President for 2003-2004. 
 

Guy’s professional 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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EPPIC’s Guy W. Wallace, CPT 



to protect and improve the enterprise 

EPPIC Inc.  —  Guy W. Wallace, CPT 
 

guy.wallace@eppic.biz www.eppic.biz 

We help you performance-orient the business systems  
that enable the human side of your 

enterprise process performance, including:  
 

performance-based 
Recruiting & Selection systems,  

Training & Development systems,  
Appraisal & Performance Management systems,  

and Compensation systems 
 

If your current Master Performers can do it, why not everyone else? 

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance

6/22/2005 


