
The Learner is Only One of Many Stakeholders 
And of course ISD efforts must meet the targeted learners’ real-world needs 
for performance-based content to improve their awareness, knowledge and/
or skills as measured by their on-the-job performance capability.  
 
Learner motivation, to ensure that the capability of performance actualizes 
itself in appropriate on-the-job performance, is really in the hands of the en-
terprise culture that management has in place, by design or not.  
 
As the goal of ISD should always be measured, actual on-the-job perform-
ance, T&D professionals must partner with the learners’ management to en-
sure that the instructional systems designed/developed actually work with 
the environmental factors, including the prevailing culture, to accomplish that 
goal—or they must work with management to change the environmental fac-
tors, including the culture,  so that the investments in T&D/Learning/
Knowledge Management content development/acquisition and deployment 
provide a targeted ROI. 
 
How to do that? 
 
Bring the other key stakeholders into the process early and often enough to 
“get ‘er done!” Often enough, which could increase or decrease over time 
and/or depending on the stakes of the initiative driving the need for ISD ef-
forts. Some of that stakeholder involvement might be best accomplished by a 
permanent structure in combination with a temporary structure.  
 
Our T&D Systems View model positions that structural entity as a Governance 
& Advisory System. Our lead article this issue addresses that with a couple of 
example Governance & Advisory System structures.  
 
And our book review in this issue overviews another approach, describing six 
disciplines necessary for ensuring breakthrough learning, which in turn en-
sures ROI. 
 
Who are those other stakeholders? Starting at the top, they might include the 
Government’s regulatory and enforcement authorities. They are concerned 
with compliance with laws, regulations, codes and contracts. 

(Continued on page 2) 
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View Point—Page 2 
Putting All the Stakeholders in the ISD Drivers Seat

 
They always include Shareholders/Owners, who expect asset protection and im-
provement. They are represented by executive management, who have the same 
expectations as part of their fiduciary responsibilities, and want to see their strate-
gies and tactics brought to fruition and operations running at peak performance 
levels. Knowledgeable and skilled performers throughout the enterprise, espe-

cially in the enterprises’ core processes, are key to that. 
 
Management and Supervision below the executive levels also 
want to see the enterprise strategies and tactics implemented 
successfully, and operations running at performance goal levels. 
Their own K/Ss and those of their subordinates, as well as those 
of their teams and team members is critical, but not all needs are 
equal. 
 
Customers want value from the purchased products and ser-
vices. Value in terms of initial and life cycle costs, quality and reli-
ability, and on-time delivery. They want value to help them be-
come better in terms of their own cost, quality and timeliness. 
The effectiveness and efficiency of key process performers in the 
enterprise is the fulcrum of leveraging all of the commoditized 
non-people assets equally available to all of your competitors, to 
create a differentiated value proposition. But not all process per-
formers. Again, not all are equal. 

 
And your suppliers want their own operations to be conducted with improved 
value, again in terms of their own initial and life cycle costs, quality and reliability, 
and on-time delivery capability. How well your people articulate the real needs and 
criteria and coordinate with them is crucial. 
 
Figuring out “who” to target and “when” to address are business decisions. Not 
ISD decisions.  
 
Partnering with the key stakeholders of your enterprise can be accomplished for-
mally or informally. The smaller the enterprise or the scope of your internal mar-
ketplace as an internal ISD supplier, the less formal you might need or want to be.  
But for a large enterprise, only a formal approach, built into the culture, will get ‘er 
done. More tight-loose than loose-tight. 
 
Hopefully this issue provides you with some value in terms of getting in sync with 
your key stakeholders for ISD’s success!  
 
Until the Winter issue...have a great fall season! 
Cheers! 

(Continued from page 1) 
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Learning By Design 

Governance and Advisory Systems      
Will Align T&D with Business Strategy and 
Needs 

Part 1 
In this article series I’d like to begin to explore the concept of learning by de-
sign from a systems standpoint by focusing on a mechanism that will drive 
T&D where it really should go. Of all of the leadership, core, and support proc-
esses that must exist for T&D/Learning to contribute to, not take from, the en-
terprise bottom line, one stands out in its ability to ensure that T&D invest-
ments are worthy investments and not just costs to bear.  
 
It is a T&D decision mechanism that will align T&D investments to insure an 
adequate ROI or even RoE...Return on Expectations...a recent twist on ROI in 
many T&D/Learning publications...because many can’t seem to figure out how 
to measure the returns of Training investments to the satisfaction of their man-
agement. This slippage is unfortunate. But here is a way to address those ex-
pectations of the enterprise leadership...engage them...by design!  
 
Learning by design is about making informed, strategic T&D decisions and 
about getting certain stuff in control. It’s not about controlling everything, only 
those factors that are critical enough to the business and to the business of 
T&D warrant keeping them in tighter control. 
 

Put another way, learning by design is about serious training 
and development operations and about the business making 
serious T&D decisions in as rigorous a manner as all other 
critical business decisions are made, such as capital im-
provements. 

 
Our T&D Systems View consists of 12 interdependent processes (and lots of 
interrelated subprocesses).  
 
Some of these are found within the classic views of T&D organizations; others, 
like marketing and communications, are not always thought of as T&D Sys-
tems components. Each plays an important role in making the overall T&D sys-
tem effective. 
 

(Continued on page 5) 

It’s not about 
controlling 
everything… 
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The T&D 
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System...12 
O’Clock...is 
described in my 
book: T&D 
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along with 
assessment 
questions to 
ascertain the 
adequacy of 
your system. 
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In this article, we’re going to look at the 12 o’clock position of the T&D Sys-
tems View model and try to make sense out of the Governance and Advisory 
Systems. Let’s start with the words 
we used to describe  
these systems. 
 

The central, driving force 
behind the strategies for 
business-based T&D. 
These systems organize 
key stakeholders of the 
enterprise and formalize 
the channels of commu-
nication.  
 
They provide the forum 
for T&D’s internal mar-
ketplace customers to 
provide advice, and give 
the organization’s execu-
tive-level leadership gov-
erning power over T&D 
strategies, tactics, and 
resource allocations. 

 
If you’re like many of us dyed-in-the-wool ISDers, you may have felt a twinge 
of undefined origin as you read the previous paragraph. After all, figuring out 
what needs to be developed and deployed is a decision for the T&D depart-
ment to make. That’s half the fun of having your own department with a large 
budget, right? 
 
But you may have run into a downside lately: many different customers have 
been coming to you with multiple, conflicting priorities, and you may not have 
enough staff or resources to meet the expectations.  
 
And maybe you don’t have the clout or support to go to the big bosses and 
make a legitimate case for more ISD-heads and budget. Worse yet, a few of 
the folks in the company aren’t really sure you “get it”—they say your courses 
are sprinkled with “foo-foo dust.”  
 
Today, more and more companies—led by a new breed of ISD professional—
are replacing this learning by chance approach to T&D decision-making with 

(Continued from page 4) 
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a systematically thought-through system that designs value in to the organiza-
tion’s learning activities and significant returns from the investments.  
 
Where the ISD professional engages key stakeholders in the key decision-
making processes, appropriate T&D development efforts are linked to specific 
knowledge and skills that have been systematically derived as being required 
for successful performance, not just nice-to-know topics and/or learning topics 
off the top of someone’s head.  

 
Training 
resource 
allocation 
decisions 
should al-
ways be 
based on 
improving 
and/or 
protecting 
the corpo-
ration’s 
bottom 
line. There 
is no other 
reason for 
spending 
“dime 
one.” 
 
Resource 
decisions 

can become “no-brainers”—if that favorite presentation skills workshop isn’t 
working, its maintenance effort should get shelved for the higher gap T&D pri-
orities that will return their weight in gold. Where should training dollars be 
spent: on developing 15 new salespeople to sell to emerging Pacific Rim mar-
kets ($50 billion in new business is up for grabs) or on that new course on in-
terpersonal communications for the entire staff of 32,000?  
 
If you were the single shareholder, where would you invest? 
 

(Continued from page 5) 
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The power behind learning by design is the structure that governs the T&D de-
cision-making processes. It begins in the Governance and Advisory Systems. 
The system consists of three components or levels, the first two of which are 
permanent structures. 
 
A Governance Board, typically composed of executives of the enterprise, sanc-
tions the overall T&D approach and allocates resources based on business 
needs and strategies and advice of the next groups... 
 
Advisory Councils are appointed by members of the Governance Board. The 
Advisory Councils represent 
their own domains...for ex-
ample: the engineering dis-
ciplines, sales, marketing. 
Each provide “advice” to 
the Governance Board as 
to where to invest.  
 
The Governance Board de-
cides where to expend its 
finite resources, or finds 
more when they see the 
potential payoff. They allo-
cates those resources back 
to the Advisory Council 
sand the T&D/Learning 
function. The Advisory 
Council then steers the 
T&D efforts within their ar-
eas of interest. 
 
The third level of the Governance & Advisory structure is temporary—project-
based. These are the teams temporarily put in place to support PACT and 
other T&D processes.  
 
They may include Project Steering Teams, Analysis Teams, Design Teams, and 
any other support teams that a Curriculum Architecture Design, Modular Cur-
riculum Development, or Instructional Activity Development project requires. 
See the diagram on page 6. 
 
They are formed as part of a PACT Project (or other ISD methodologies), do 
their work, and disband once the project is complete.  
 
Project Steering Team members are appointed by the Advisory Council,  who in 
turn, handpick all other project-related team members. 

(Continued from page 6) 

(Continued on page 8) 
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Project Steering 
Team members 
are appointed 
by the Advisory 
Council who, in 
turn, handpick 
all other project-
related team 
members. 
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the Structure Is Differentthe Structure Is Different  

  
At EPPIC’s hypothetical TMC, a convenience store franchise opera-

tion, the Governance and Advisory System is composed of Marketing, 
Merchandising, and Field Operations Councils. Because training is 

provided from a single, central training organization, only one training 
council is needed. 
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The Governance Process 
The Governance Process organizes the executives of the company for directing 
and resourcing the T&D systems and efforts. Their focus is usually not on the 
“low-hanging fruit” with its mass appeal. Nor is their bias to fill empty class-
room seats by upping the number of butts-in-seats or the newer butts-on-
screens. 
 
The only way to ensure that the T&D system is addressing the business-critical 
and highly important, high-payoff T&D is to systematically engage the leaders 
of the enterprise to double-check the findings of the Advisory Councils who pro-
vide investment recommendations to them. It builds confidence that T&D ex-
penditures are I’s with plenty of R’s to follow (as in ROI). 
 
Ideally, the Governance Board includes the most senior executives of a com-
pany. These are the folks who understand the strategic direction of the busi-
ness. When they make T&D decisions, they base them on how T&D can help 
align the people-resources with what needs to be done. This board doesn’t try 
to use T&D to make up for bad organization structures, poor communication, 
bad processes, or any other quality-impacting element except for the knowl-

edge and skills gaps that 
might keep people from 
performing in the key 
processes of strategic 
and current operations 
importance. 
 
The Governance Board 
will typically meet twice a 
year. The first meeting is 
in sync with the enter-
prise budget cycle. The 
second, six months later, 
is used to review and 
make any midcourse cor-
rections. Members rotate 
on and off but still repre-

(Continued from page 7) 

(Continued on page 10) 

How these 
advisory 
councils are 
structured and 
the number of 
them 
depends, 
largely, on the 
organization 
and how it 
operates. 

American Boat  
and Canoe  

Board of Governors 

Marketing 
and Sales 
Council 

Engineering 
Council 

 

Manufac-
turing 

Council 

Service  
Council 

 

HR and  
Administra-
tion Council 

Training Coun-
cils 

 
Training Coun-

cils 
 

Training  
Councils 

 

Here’s How the Structure Works at Here’s How the Structure Works at   
American Boat and CanoeAmerican Boat and Canoe  

  
Here’s the governance structure for the ABC Company, EPPIC’s 

mythical manufacturing division. The Advisory Councils reflect ABC’s 
manufacturing and sales orientation. Note that there are multiple 

training councils—primarily because, at ABC, training functions are 
located throughout the organization. 
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sent the key, high level business units, functions, processes or disciplines of 
the enterprise. 
 

The Advisory Process 
The Advisory Process includes a set of committees and councils immediately 
below the resource allocation, decision-making Governance Board. Advisory 
Councils look out for the more parochial T&D needs of individual functions and 
processes (processes as owned by a function) of the enterprise. 
 
How these advisory councils are structured and the number of them depends 
largely on the organization and how it operates. Ideally they should represent 
functions and disciplines and cover the leadership, core, and support business 
processes. 
 
Advisory Councils also sanction and support T&D projects within their own do-
mains. Steering Teams for CAD, MCD, and IAD projects are authorized by the 
Advisory Councils, who “handpick” the members of all other teams involved in 
a project. 
 
Members of the Advisory Councils might serve three-year stints. It’s about cre-
ating a system of continuity of perspective versus broadening participation at 
the cost of continuity. 
 
One-third of the members leave the Councils each year and are replaced by 
other appropriate members who have been appointed by the Governance 
Council. Or something along those lines. 
 
This rotation in office is important to the continuity of the Councils’ work. The 
Advisory Councils’ meetings occur before the Governance Board meetings and 
are held at least twice a year. They may meet more often too, as dictated by 
their situation.  
 

Temporary Project Teams 
PACT Projects almost always use a team approach to producing/acquiring 
T&D. Whether you follow the PACT approach or not, teaming is still valuable. 
Unless you don’t follow a predictable process and don’t care if you might end 
up wasting the valuable time of the people you should really be teaming with 
to get aligned with at the strategy and process performance tactical levels: the 
enterprise’s current Master Performers. 

(Continued from page 8) 
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We don’t advocate teams just for the sake of including people so they’ll “feel 
good” about the process, but because the critical T&D needs of the organiza-
tion are best addressed when the right people are involved in the right manner 
at the right time in the analysis, design, development, and/or decision-making 
needed in the ISD effort which for PACT is built in to the CAD, MCD, and IAD 
methodologies. 
 
Membership in the temporary support teams is determined by the specific cri-
teria and plans for the particular PACT Project. Project Steering Teams are very 
different from the Analysis or Design Teams. 
 
The key here is that the most valuable contributors to these temporary teams 
will be the busiest ones in the organization and getting them is difficult, unless 
they are appointed by leaders in their functions/disciplines. And then, 
their time must be used judiciously. It’s always easier to obtain their 
help when they know that theirs is a temporary assignment with fixed 
start and end points, and “dates that hold” in between. 
 
The Governance and Advisory Processes are the glue that hold high-
impact T&D together. They provide the cross-organization knowledge 
that identifies real business/performance needs; they prioritize these 
needs and sanction which projects do and do not get resourced from 
among all the training needs and desires that may exist. 
 
See the two diagrams on the right for some of the linkages of the T&D 
Governance & Advisory System with the rest of the T&D Systems. And 
the larger graphic on page 26. 
 

Summary 
Learning by design is about making informed, strategic T&D decisions and 
about getting certain stuff in control. It’s not about controlling every-
thing, only those factors that are critical enough to the business and 
to the business of T&D warrant keeping them in tighter control. 
 
Training resource allocation decisions should always be based on im-
proving and/or protecting the corporation’s bottom line.  
 
If yours are not...then it might be time to go to the drawing board and 
design a T&D Governance & Advisory System for your enterprise that 
will align your T&D investments to the priority strategic needs of the 
business...so you can skip the low hanging fruit and target both im-
proved ROE and ROI. 
 

►►►►► 

(Continued from page 10) 
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The Lesson Map…of Instructional Activities 

As presented by Guy W. Wallace at the 99 Seconds Session                                         
opening of the 2006 ISPI Spring Conference in Dallas 

 
 

Information 
 

Demonstration 
 

Application 
 

Lesson # Lesson Title 

 
Estimated Length 

 

Lesson Objectives:   Upon completion of the lesson, the learner will be able to . . . 
 

LESSON ACTIVITIES SEQUENCE 
 

Project ABC-XYZ 
Lesson Map  
of Instructional Activities 
 

<Project name/etc.> 
PACT Processes Models/Methods/Tools/Techniques ©2002 EPPIC, Inc.    www.eppic.biz 
Content ©<Year> <your company name here> <version/date>                           12 
 \* MERGEFORMAT  

A “PACTool” Output for the MCD Methodology of the PACT Processes 

(3 part behavioral objective(s) straight from the Performance 
Model and K/S Matrices data) 
 

Open 
 

Close 
 

1 
 

3 
 

2 
 

4 
 

5 
 

6 
 

7 
 

8 
 

3 min. 

 

2 min. 

 

45 min. 

 

30 min. 

 
10 min. 

 
15 min. 

 

10 min. 

 

5 min. 

 

120 min. 

 

Content chunk from the    
Performance Model or the     
K/S Matrix….or new add 

Content chunk from the    
Performance Model or the     
K/S Matrix….or new add 

Content chunk from the   
Performance Model or the     
K/S Matrix….or new add 

Content definition from the   
Performance Model  

Content definition from the   
Performance Model  

Content definition from the   
Performance Model  

Descriptive (not “cute”) title  
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The Performance Model… the PM 
captures the definition of ideal performance, per 
Area of Performance, in terms of Outputs & 
Measures, Tasks and Role/Responsibilities...plus 
a gap analysis against that ideal...a definition by 
the handpicked Master Performers and SMEs on 
the Analysis Team  
 

The K/S Matrices… the KSM captures 
the Knowledge/Skill “items” necessary for ideal 
performance, per Area of Performance...a list 
systematically generated by the handpicked 
Master Performers and SMEs on the Analysis 
Team  

What reviewers have said about:  

  lean-ISD 

The lean-ISD book is available at  
Amazon.com  

for $50.00 plus s&h 

Recipient  
of  

ISPI’s  2002  
Award of Excellence  

 Miki Lane, senior partner at MVM The Communications 
Group said “lean-ISD takes all of the theory, books, courses, and 
pseudo 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 supposed to 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 more than 20 
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 in-
cluded 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 ensuring success in ISD projects.” 

Examples of the PACT Processes  
PM and K/S Matrices  

- on the double-wide flip chart page  
outputs of an                                  

Analysis Team Meeting 
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PACT 
Analysis 

PACT Project Planning & Management 

MCD 
Modular Curriculum 
Development 
 

IAD 
Instructional Activity  
Development 
 

CAD 
Curriculum Architecture  
Design 
 

The PACT Processes for T&D 

©2002 EPPIC Inc. 

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance

to protect and improve  
the enterprise 

John Stolter,  
Performance Innovations, Inc. 
said,  
 
“The PACT Processes embody 
the fundamental principles of 
instructional technology.  
 
More importantly, the PACT 
Processes have a built-in project  
management scheme that 
makes it easy to use and easy to 
track and communicate  
progress.  
 
Finally, the processes also     
enable the customer to make 
key business decisions along 
the way, never assuming that 
training is the only answer.  
 
In short, the PACT Processes 
are ISD, project management, 
and ROI business decision-
making all rolled into one rich, 
easy-to-use process.” 
   - 1998 

For more information on PACT Processes products/services please visit:    www.eppic.biz 

See Guy W. Wallace’s chapter in the new  
3rd edition of the  

Handbook of Human Performance Technology:  
 
 

Modeling Mastery Performance  
And Systematically Deriving  

The Enablers For  
Performance Improvement  

Order online at: http://he-cda.wiley.com 

New 
Volume 5 Issue 4 

erformance-based
ccelerated
ustomer-/Stakeholder-driven
raining & DevelopmentSM

P
A
C
T

©2006 EPPIC, Inc. and Guy W. Wallace

erformance-based
ccelerated
ustomer-/Stakeholder-driven
raining & DevelopmentSM

P
A
C
T

©2006 EPPIC, Inc. and Guy W. Wallace



Definition of Technology Transfer 
According to John P. Klus (Effective Technology Transfer, Katakaoffset OY, Hel-
sinki 1985), technology transfer is 
 

. . . the transfer of methods, tools, techniques or equipment by 
which human capability is extended. This includes transfer not 
only across national boundaries, but from one mind to another, as 
well. Continuing education is the essential part of technology 
transfer, with information being passed from university to indus-
try, and from classroom to product. 

 
In one of our past projects, the transfer was from innovator to practitioner—both 
in search of a product. 

Why Should You Read this Article? 
If you have ever been challenged with contracting for and/or designing and de-
veloping courseware for technology transfers, you know it’s way up there on the 
degree of difficulty scale. It is an almost impossible task to find designers/
developers and instructors who know enough about the new technology to be 
effective quickly.  
 
The truth is ignorance of the subject matter is not a stumbling block when cou-
pled with the use of Guy Wallace’s PACTSM Process for Modular Curriculum De-
velopment (MCD). PACT is an acronym for Performance-based, Accelerated, Cus-
tomer-/Stakeholder-driven Training & Development. 
 
The following relates a past project of Guy’s where MCD was an effective tool for 
technology transfer training from project kick-off through client handoff. 
 

Background 
In 1994, one of Guy’s clients, Eli Lilly and Company, acquired an organization 
called Sphinx Pharmaceuticals, which had developed its own innovative ap-
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From my Past Project Files 

The PACT Processes Used to 
Facilitate a Technology 
Transfer Effort 
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This article is 
adapted from an 
article by Guy 
Wallace and 
Dottie Soelke. It 
was originally 
published in   
Pursuing 
Performance in 
1997. Guy 
conducted the 
Analysis & 
Design Team 
meetings and 
then Dottie  
led the 
Development, 
Pilot-Test and 
Revision & 
Release phases 
of the MCD 
effort. 
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The PACT Processes Used to 
Facilitate a Technology 
Transfer Effort 

...no training 
existed for 
Sphinx’s unique 
approach, and 
Sphinx needed 
to demonstrate 
to potential 
buyers that the 
training Sphinx 
would provide 
would indeed 
transfer the 
technology 
effectively. 

proach to combinatorial chemistry. (Combinatorial chemistry is a technology 
used to accelerate the discovery of new drug compounds.) Combinatorial 
chemistry is so unconventional (in terms of classical chemistry) and the po-
tential for discovery of new drug compounds is increased to such an extent 
that other pharmaceutical companies wanted to know more about Sphinx’s 
process. Sphinx had already been talking to several companies who were in-
terested in entering into a technology transfer agreement. 
 
Combinatorial chemistry is a new technology in and of itself, and courses 
have only recently begun to appear in university course catalogs. But no train-
ing existed for Sphinx’s 
unique approach, and 
Sphinx needed to dem-
onstrate to potential 
buyers that the training 
Sphinx would provide 
would indeed transfer 
the technology effec-
tively. 
 
This presented a seri-
ous problem that mer-
ited immediate atten-
tion—Sphinx needed to 
build training for this 
technology transfer, 
and they needed to build it quickly.  
 
The training materials had to be finished very shortly after the technology 
transfer agreement was struck, and the initial estimate for the length of train-
ing delivery was 31 days. 
 

Using the PACT Approach to Training Development 
The urgency of Sphinx’s need combined with the uniqueness of the already 
highly skilled target audience meant that conventional training development 

(Continued from page 15) 

(Continued on page 17) 
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techniques would not be suitable for this project. These needs prompted a 
search for a training developer with an accelerated training development cy-
cle and reliable methods. We met both these needs. 
 

Accelerated Training Development Cycle 
Simply stated, the PACT Process for MCD shortens the training development 
cycle through the use of a standard, structured process; templates for analy-
sis, design and development; and teams. This use of teams distinguishes our 
PACT methodologies from that of most other ISD methodologies. 
 
While traditional analysis phases can sometimes involve seemingly endless 
cycles of “interviews and reviews” with subject matter experts (SMEs), practi-
tioners, and business stakeholders, who often don’t agree much on “the 
what and how to present” the technical content, PACT uses a highly struc-
tured and quick, facilitated immersion technique that typically involves in-
tense three- to four-day team meetings in each of the Analysis and Design 
Phases.  
 
Because the Sphinx project called for such quick turnaround, Guy abbrevi-
ated our normal PACT processes and met for just two days in both instances. 
During both meetings, Guy facilitated a group of 13 innovators/subject mat-
ter experts, practitioners, and business stakeholders in a conference room—
first, to analyze the work itself and the knowledge/skill enablers, and later, to 
create a high-level design of the instruction for transferring the technology. It 
became a blended set of instruction for the target audience: highly degreed 
professionals. 
 
The process is painstakingly detailed and was compounded by the fact that 
our Sphinx team members hailed from three different locations—Cambridge, 
MA; Durham, NC; and Indianapolis, IN—each with their own spins on the com-
binatorial chemistry process.  
 
Nevertheless, by using this immersion technique, the Sphinx combinatorial 
chemistry process was formally defined, differences of opinion were resolved 
quickly, and a measure of consensus with regard to the work was reached all 
within the framework of the two-day meetings. 
 
Reliable Methodology 
Analysis Phase 
The PACT Process for MCD involves an Analysis Phase during which we model 
existing/desired performance and ferret out (systematically derive) the knowl-
edge/skills that enabled that ideal performance.  
 

(Continued from page 16) 

(Continued on page 18) 

While traditional 
analysis phases 
generally involve 
endless cycles of 
“interviews and 
reviews” with 
subject matter 
experts (SMEs), 
practitioners, and 
business 
stakeholders (all 
of whom may or 
may not agree on 
technical 
content), PACT 
uses an 
immersion 
technique that 
typically involves 
intense three- to 
four-day team 
meetings in the 
Analysis and 
Design Phases.  
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The PACT Processes Used to 
Facilitate a Technology 
Transfer Effort 

PACT’s Performance Modeling techniques allow us to analyze the client’s 
work accurately, regardless of our own subject matter expertise or lack 
thereof. We were able to facilitate a group of top-performing research chem-
ists through an analysis of their innovative work even though members of our 
consulting team had no more technical knowledge than that which we ac-
quired in high school chemistry.  
 
In general, PACT’s premise is that the innovators/SMEs own the Performance 
Model content and we own the Performance Modeling process. 
 
Using our standard (but abbreviated) Analysis Phase, Guy and the team mod-
eled Sphinx’s combinatorial chemistry process, defined the high-level outputs 
and tasks for each phase of their process, identified enabling knowledge/skill 
requirements, and discussed the specialized needs and culture (Japanese) of 
the potential target audience. 
 
As so often happens, the Analysis Team could not initially imagine how the 
fruits of their analysis labor, the analysis data, would evolve into a valid train-
ing design. But at this point we knew the analysis data was pretty reliable be-
cause the innovators/SMEs and practitioners’ thoughts turned to the activi-
ties and outputs of the next phase. 
 
Design Phase 
Using PACT visual design templates/tools, Guy then facilitated the team 
through a process of designing the training while making sure that all the 
content in the Performance Model and Knowledge/Skill Matrix was covered 
at some point in what became 3 T&D Events.  
 
This would ultimately serve as the foundation for Sphinx’s combinatorial 
chemistry technology transfer. We began the design process by discussing 
and then “chunking” the training conceptually into three major Events, each 
with a different end goal. 
 
▪ Event A consisted of an introduction to Sphinx’s approach to combinato-

rial chemistry and an orientation to this customized training process. This 
training event was delivered at the client site. 

(Continued from page 17) 

(Continued on page 19) 

Using PACT visual 
design templates/
tools, we then 
facilitated the 
team through a 
process of 
designing the 
training while 
making sure that 
all the content in 
the Performance 
Model and 
Knowledge/Skill 
Matrix was 
covered at some 
point in what 
became 3 T&D 
Events.  
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▪ Event B was a detailed,  training curriculum that supported the technol-
ogy transfer using several different (blended) delivery strategies at the 
Sphinx/Lilly sites. 

▪ Event C was an element of ongoing coaching and support. 
 
Within each T&D Event, individual lessons were then defined at a high level, 
classified in terms of communication type, i.e., information, demonstration, or 
application (in the lab), and grouped into modules. 
 
Once again, we knew the training design was appropriate because the team 
was attempting to envision how the training design would evolve into training 
materials.  
 
We can always tell, even as non-SMEs, that our current  PACT work efforts are 
acceptable - when the focus of the thoughts of the groups we are working 
with moves on to the next set of downstream activities and outputs, and off 
of what we’ve just accomplished. 
 
“The Rest of the Story” 
Based on the success of the training design, Sphinx contracted with our team 
to continue with the Development Phase of the project, led by Dottie. 
 
Our team process always seems grueling while the meetings are in progress, 
and the Sphinx project was no exception. Even so, it was our intense focus 
during the two-day Design Team meeting (and subsequent, equally laborious 
Design Review Team meeting) that enabled the Development Team to move 
through the Development Phase much more rapidly than we otherwise would 
have been able to accomplish.  
 
Five of our developers used the PACT Processes’ “divide and conquer” tech-
nique so that they could work in parallel using the Lesson Specifications cre-
ated by the Design Team to guide them in their “innovator/SME detailed con-
tent interviews” to develop the first-draft training materials. At this point, we 
did use the services of one training developer with a background in organic 
chemistry to help develop the most technical lessons. 
 
An issue the training design made visible was the need for a course map that 
could be adjusted in real time. The duration of each individual lab exercise 
was completely unpredictable, and the timing of the training delivery was, to 
some extent, dependent on their progress through the labs in a particular or-
der.  
 

(Continued from page 18) 

(Continued on page 20) 
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Five of our 
developers used 
the PACT 
Processes’ “divide 
and conquer” 
technique so that 
they could work in 
parallel using the 
Lesson 
Specifications…. 
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The PACT Processes Used to 
Facilitate a Technology 
Transfer Effort 

As a result, we developed a “dynamic course map”—a calendar and magnetic 
preprinted “lesson blocks” on a white board that the instructors could change 
as necessary. 
 
We further accelerated the development process by incorporating Sphinx’s 
innovators/SMEs as part of the Development Team, a consistent approach in 
THE Development/Acquisition phases of the PACT Processes.  
 
Consequently, by the time Sphinx succeeded in striking a technology transfer 
agreement with a leading Japanese pharmaceutical company (with more 
than 40 years of experience in the prescription drug field), the training was 
ready for delivery. 
 
Delivering the training was more difficult than we had hoped it would be. Dif-
ferences in language, culture, degrees of technical expertise, etc., got in the 
way on a regular basis and Sphinx had to spend more resources during the 
delivery process for this customer, than they had originally planned.  
 
However, the training was found flexible enough and the Sphinx instructors, 
coaches, and supporting staff were skilled enough to make midcourse correc-
tions when they were necessary. Most importantly, the technology transfer 
was successful and Sphinx’s client was happy.  
 
To quote a source at Sphinx, the client “signed up for a Cadillac and they got 
a Lexus.” (Sorry about that Detroit! Their words, not ours!) 
 

►►►►► 

(Continued from page 19) 

Original article co-author  

Dottie Soelke  
can be reached at: 

 

www.soelkeconsulting.com 

Dottie Soelke, CIT, CPT 

We further 
accelerated the 
development 
process by 
incorporating 
Sphinx’s 
innovators/SMEs 
as part of the 
Development 
Team, a 
consistent 
approach in the 
PACT Processes.  
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PACT 
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PACT Project Planning & Management 

MCD 
Modular Curriculum 
Development 
 

IAD 
Instructional Activity  
Development 
 

CAD 
Curriculum Architecture  
Design 
 

The PACT Processes for T&D 

©2002 EPPIC Inc. 

MCD is the   
ADDIE-like level 
of ISD within the 
PACT Processes 
for T&D/  
Learning/ 
Knowledge  
Management 

Graphic by Lynn Kearny 

3 Levels of Instructional Systems Design 
For Training/ Learning/ Knowledge Management 

The PACT Processes for T&D 



I met Cal Wick this past spring at the ISPI 2006 Conference in Dallas while 
sitting with Darlene Van Tiem, attending one of those noisy networking func-
tions...a band blared in the background. We chatted a short while, agreed to 
exchange books, and then parted. If I had known then that we were so closely 
aligned in our philosophies regarding T&D/Learning, I would have talked with 
him for the rest of the evening, blaring band and all. 
 
I highly recommend this book, subtitled: How To Turn Training And Develop-
ment Into Business Results. If your enterprise were to adopt the six disci-
plines then you would indeed be contributing to the bottom line and thereby 
“protecting and improving the enterprise” instead of being just a cost center. 
 
The six disciplines are systemic, meaning all must exist in a coordinated fash-
ion in order to achieve the business results desired and the ROI projected. In 
short – the six disciplines are, in my words: 
 
D1—Define Outcomes in Business Terms...using ROI and other business met-
rics and terms instead of “instructional objectives” so that management can 
compare the results with other investment opportunities 
 
D2—Design the Complete Experience...to ensure the successful transfer you 
must design more than the main Event and consider the needs pre and post 
of both the learner and their management 
 
D3—Deliver for Application...and making the performance relevance clear, 
answering WIIFM (what’s in it for me) for the learners, with high-fidelity appli-
cations of the information and concepts presented 
 
D4—Drive Follow-Through...is actively managing the transfer via on-the-job 
applications experience and monitoring and feedback by the learner’s man-
agement/peers as well as by the instructors/coaches 
 
D5—Deploy Active Support...by providing tools and resources during and after 
the learning Event as well as establishing a learning culture at the top of the 
enterprise  
 
D6—Document Results…is just what it says, documenting the successes and 
failures in the business terms of D1 to continuously improve the learning cul-
ture and processes, and help the enterprise make better, informed, experi-

(Continued on page 23) 
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Book Review 

The Six Disciplines of Breakthrough Learning 
...by Wick, Pollock, Jefferson and Flanagan    -     published by Pfeiffer 
Review by Guy W. Wallace, CPT 

...was recently  
selected as 
one of the      

50 best      
business books 

out of 5,000   
by               

Business 
Book Reviews 

 
Cal Wick has also 

written: “The 
Learning Edge” 

published by 
McGraw-Hill 



ence-based decisions regarding future investments in T&D and Learning 
 
The book is an easy, quick read for its 210 pages.  
 
And while the authors are consultants and have products and services re-
lated to their content for sale (who doesn’t?), this book stands alone with 
enough value for ISD practitioners, managers and stakeholders without you 
making a purchase from them. But given the concepts, information and sim-
ple but useful tools presented in the book, I would imagine that their prod-
ucts and services would be of great value as well, although I am just guessing 
here. 
 
Reach Cal Wick, Roy Pollard, Andrew Jefferson and Richard Flanagan at their 
firm: Fort Hill Company via the web at: www.forthillcompany.com 

(Continued from page 22) 
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Book Review 
posted at 
Amazon.com: 
"All the training in 
the world does not 
mean a thing, unless 
there is true transfer! 
The Six Disciplines is 
a jewel, loaded with 
practical perspectives 
on creating true ROI 
from learning 
investments." 
—Elliott Masie, CEO, 
The MASIE 
Center's Learning 
CONSORTIUM 

Attractiveness 
scores are 
determined based 
on factors such as 
profit margin, 
volume of 
business, fast 
payment of 
invoices, history or 
partnering with 
suppliers, and ease 
of working with.   

What others have said about:  
 

T&D Systems View 
 

“Guy Wallace has done it again! After demystifying the ISD process 
in his lean-ISDSM book, he tackles the corporate training and devel-
opment system and puts it in a business-focused perspective. 
Whether you are in-house or serving as an external consultant, you 
will find Guy’s model an invaluable tool for enterprise training and de-
velopment. 
 
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 clockface 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 enter-
prise. Once the elements are mapped out, the model, through en-
closed assessment and prioritizing tools, helps determine where and 
when to put corporate assets to maximize corporate return on invest-
ment. 
 
This is a must-have book for any consultant or organization that is 
concerned about improving the performance of their organization 
through improving processes and competencies.” 

—Miki Lane 
Senior Partner 

MVM Communications  

This book is available from  
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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The Intent of the BPTrends Column Series 
My stated intent in my first quarterly column for BPTrends back in March 2005 was to share a set of  
Human Performance Technology (HPT) models, steps and tools that I have developed and use in my 
consulting practice.  
 
I believe that their use can help you better align your human capital support systems and processes to 
“better meet” the needs of your processes. Or “exactly meet” the needs of the process. The need for 
one versus the other is situational. And chalk full of ROI assessments. 
 
In the first 6 issues I’ve been presenting EPPI – Enterprise Process Performance Improvement, a set of 
models, methods, tools and techniques for use in a 2-Stage approach for achieving peak performance 
that is “improvement methodology” neutral. A set of models based on two key, scalable data-sets – the 
Performance Model and the Enabler Matrices. 
 
Peak performance requires that any improvements to any process, core or enabling, must meet the bal-
anced needs of its many stakeholders. 
 
Peak Performance, in my view, requires both “process and stakeholder centric views” where the right 
enabling “human assets” and the right enabling “environmental assets” are available at the right proc-
ess time and place, at the right quantity, quality and cost, to produce process outputs that then “feed” 
downstream processes with the right inputs. It’s about the design of the Process, and the availability of 
the right People and Environmental Supports provisioned from various enterprise internal support sys-
tems/processes. 
 
In the 6 issues I’ve presented the details behind this methodology: 
 
1. Introductions to the Performance Model (PM), Enabler Matrices (EM), the EPPI systems of Human 

Asset Management Systems (HAMS) and Environmental Asset Management Systems (EAMS) and a 
quick snapshot of each of the seven HAMS 

 

(Continued on page 25) 

Overview: The BPTrends Quarterly Column Series 
of Guy W. Wallace, CPT on: Human Performance Technology 

www.bptrends.com 
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2. A deeper dive into the PM and EM and then reviewed the HAM Systems 
for Job Design/Redesign, Organization Design/Redesign,, Staffing Sys-
tems Design/Redesign, and Succession Planning Systems Design/
Redesign 

 
3. More on the PM and EM and their scalability using the EPPI model for 

Management Areas of Performance, and then reviewed the HAM Sys-
tems for Recruiting Systems Design/Redesign,, Selection Systems De-
sign/Redesign, Training Systems Design/Redesign, and Development 
Systems Design/Redesign 

 
4. More on the PM and EM and the Stakeholder Hierarchy model with over-

views of the key stakeholders including: Government, Stakeholders, Ex-
ecutive Management, Customers, Employees, Suppliers, and the Com-
munity and how to balance any conflicts between the stakeholder re-
quirements, and then reviewed the HAM Systems for Performance Ap-
praisal, Performance Management, Compensation, Benefits, Rewards, 
Recognition 

 
5. Tier 1 views and Stakeholders, Tier 3 views of EAMS, and a review of the 

EAM Systems for Data/Information, Materials/Supplies, Tools/
Equipment, Budget/Headcount, Facilities/Grounds, Culture/
Consequences 

 
6. Stage 1 of EPPI: Targeting EPPI, a 4-pjase approach to quickly assess 

improvement needs and ROI, and then Stage 2: EPPI Intervention Initia-
tives for both simple and complex improvement needs 

 
Note: Those 6 columns are available at www.BPTrends.com  by searching 
under “Wallace” in their homepage’s Keyword Search function. And they are 
also posted on my web site at www.eppic.biz in the resource tab. 

(Continued from page 24) 

BPTrends Mission & Goals 
 
Paul Harmon, well known and respected market analyst, newsletter editor, consultant and author, and 
Celia Wolf, business strategy and marketing consultant, founded Business Process Trends to provide a 
primary source of news and information relating to all aspects of business process change, focused on 
trends, directions and best practices.  
 
The goals of Business Process Trends are to:  
 
Educate and Support the Market, including software and hardware vendors, consulting companies,  

users, standards organizations and other service providers. 

Communicate and Exchange Information about what users are doing, what technologies vendors are 
developing and delivering, what methodologies are working and what trends and standards are 
emerging. 

Coalesce and Cooperate through presentation of varying points of view and opposing perspectives on 
current trends and directions in a rich content environment. 

Standardize and Support Best Practices across all segments of the market engaged in Business Process 

 
See’ Guy’s latest  

quarterly column at 
BPTrends.com  

 
Search on “Wallace” 
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Do you know where your  
T&D Systems and Processes 

are today? 

I can help you quickly assess exactly where “you currently are” and “where 
you need to improve” your T&D/Learning/Knowledge Management        

systems and processes based on your strategic goals 
 

To protect and improve the enterprise 
 

Because there are no other valid reasons for improvement intervention investments! 

The T&D Systems View

Learning
by

Design

Learning
by

Design

Governance and Advisory System
is the central, driving force behind the

strategies for business-based T&D.

Strategic Planning System is effective only 
if it addresses the critical business

needs—the showstoppers and
make-or-break opportunities—of the 

enterprise today andtomorrow.

Operations Planning and 
Management System  organizes

and guides the day-to-day
operations and management
of the various T&D functions.

Cost/Benefits Measurement
System  organizes the

measurement and reporting
of all T&D-related metrics.

Process Improvement System
responds to issues and trends

from the Measurement System.

Product and Service Line Design System
defines the high-priority and critical

T&D products and services that must be
offered to the marketplace as

determined by ISD methodologies such
as Curriculum Architecture DesignSM (CAD).

Product and Service Line Development System
completes the product/service line T&D by
building or buying, or by modifying existing

products and services using ISD methodologies
such as Modular Curriculum DevelopmentSM (MCD)

and Instructional Activity DevleopmentSM (IAD).

Product and Service Line Deployment
System organize and distribute the T&D
products and services in several ways,

including traditional instructor-led, group-
paced deliveries; self-paced readings;
computer-based delivery; Web; etc.

Marketing and Communications
System organizes, distributes,

and collects information
throughout the T&D marketplace.

Financial Asset Management
System are the process that

tracks and monitors the fiscal
obligations of the T&D enterprise.

Human and Environmental Asset
Management System organizes
and manages the acquisition,

development, assessment, and
retention of the T&D staff, plus it
provides the environment and

infrastructure required to support
their performance.

Research and Development System
is the process that keeps the T&D
organization on the cutting edge
when deemed appropriate to the

needs of the overall business.

© 2002 EPPIC, Inc.



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)… 

 
 

over 40 Fortune 500 firms 

2000—Today 
Abbott Laboratories, AMS, CACI, Eli Lilly, Fireman’s Fund Insurance, General Motors, GTE, Johnson Controls, 
NASCO, NAVAIR, NAVSEA, Norfolk Naval Shipyard, Siemens Building Technologies, United States Navy -   
Human Performance Center, 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. 

 
Project Overviews for each project are available at www.eppic.biz  
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Guy W. Wallace has been in the T&D field since 1979 and a training and   
performance improvement consultant since 1982. His clients over the years 
have included over 40 Fortune 500 firms, plus NASA, NAVAIR, NAVSEA, USN 
Human Performance Center and non-US firms: 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, 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 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. 

EPPIC’s Guy W. Wallace, CPT 



to protect and improve the enterprise 

EPPIC Inc. 
 

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

We can help you quickly and collaboratively  
conduct effective ISD efforts using our 

 
 
 
 
 

to achieve Peak Performance with predictable ROI! 
 

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

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance

8/9/2006 

PACT Processes  
for T&D/ Learning/ Knowledge Management 


