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ISD processes are at the core of a process-centric T&D/Learning/Knowledge
Management organization. Some thoughts for you if:
▪

Your ISD efforts don’t seem to be predictable. You can’t promise or meet
cost targets or schedules for meetings and deliverables. You can’t plan
but for the immediate activities. Everybody does ISD their way, or too
much their own way. Process variations for your ISD projects abound.

▪

Your ISD efforts take too long. There doesn't seem to be any energy or
enthusiasm in accelerating the efforts required.

▪

There seems to be a lot of wasted staff effort and too much downtime in
your ISD efforts. A lot of interviews and observations generate a lot of
data but don’t clearly lead to definitive decisions at the next process step.

▪

The clients aren’t happy about the post-T&D performance capabilities of
the learners. Your T&D seems very content-oriented versus performanceoriented. Similar content-types are inconsistently organized across your
T&D/Learning modules and events.
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— Guy W. Wallace, CPT
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Learning
“Deployment
Platforms”
— Guy W. Wallace, CPT
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Resources tab at:
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Predictable ISD requires a structured but flexible approach. An ADDIE-type
series of phases where fairly predictable activities happen to generate fairly
predictable, required analysis data, and conduct reviews of that data before
its used in downstream design and development activities.
Most involved in Instructional Systems Design (ISD) recognize ADDIE as one
representation of that type of structured approach. But ADDIE as a model of
the ISD process is unfortunately inadequate, for it is missing some key pieces
of the process. Upfront client and stakeholder contact and project planning. It
is also unfortunate that it separates Evaluation rather than integrates it with
all of the steps of ISD. I use the 6-phase graphic of my PACT Process of
MCD—Modular Curriculum Development in place of ADDIE.
MCD Phase 1

MCD Phase 2

MCD Phase 3

MCD Phase 4

MCD Phase 5

Project
Planning
& Kick-off

Analysis

Design

Development/
Acquisition

Pilot Test

MCD Phase 6
Revision &
Release
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Fast ISD requires quick data gathering and quick reviews, followed by quick
design and quick reviews, followed by quick development and pilot-testing,
(Continued on page 2)
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Predictable, Fast, Efficient and Effective ISD
(Continued from page 1)

followed by quick reviews, updates and
implementation.

What’s really
needed is an
ISD process
where the
imperfections
of the
real-world
that inject
themselves
into projects
(known as
“Murphy” in
many places)
have been
both
anticipated
and “planned
for”….

The 6-phases of the PACT Process of
MCD—Modular Curriculum Development
guides that quickness in a proven,
stream-lined/lean approach.
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©2002 EPPIC, Inc. and Guy W. Wallace

Efficient ISD requires minimal downtime
in-between process activities and minimal wasted effort. The 6-phases of the
PACT Process of MCD enables aggressive
scheduling of value-added tasks.
Effective ISD requires that it meets the
key requirement of enabling the performance of the learners. The key analyses of
our PACT Process of MCD ensure that the
focus is always on performance and the
post-T&D performance capabilities of the
learner.
What’s really needed is an ISD process
where the imperfections of the real-world that inject themselves into projects
(known as “Murphy” in many places) have been both anticipated and “planned
for” in terms of both pro-active steps to eliminate or minimize “Murphy” and reactive strategies and tactics that have been designed to be used in the standard ISD
process already, to minimize the negative impacts should Murphy appear.
Not perfectly. But usually well enough to negate any serious downstream impacts
to costs and schedule. PACT moves fast in a lean, collaborative, predictable
manner. ISD efforts can be made more predictable IF a standard, but flexible,
process is employed. That predictability helps establish more realistic ROI projections, task schedules for key activities and gate review meetings with a stakeholder group. And a standard methodology is easier to plan, monitor and manage
AND easier to learn, master and coach others. Predictably!
That’s the predictability philosophy that we subscribe to and practice in the PACT
Processes. I hope you agree that predictability is a worthwhile goal!
Until the Spring issue…
...have a great Winter!

EPPIC’s Guy W. Wallace, CPT

Cheers!
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is a free quarterly newsletter, published seasonally,
from EPPIC and Guy W. Wallace
on both paper and on the EPPIC web site as a pdf file
under the tabs: Resources/Newsletters at

www.eppic.biz
EPPIC Inc.
20417 Harborgate Court #510
Cornelius NC 28031
office: 704– 895– 6364
mobile: 704– 746– 5126
email: guy.wallace@eppic.biz
web: www.eppic.biz
EPPIC helps you orient your
enterprise T&D/ Learning/
Knowledge Management
Systems to the
Performance Requirements
of the Enterprise Processes

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

Note: Formatted for a booklet style

Rob Foshay, CPT, PhD
“I believe there is a broad consensus within the professional
community represented by ISPI that design-driven training
development represents best practice.”
-source: email August 2006

Allison Rossett, CPT, Ed.D
I subscribe to what I call a "big tent view of e-learning,"
in which e-learning is much more than learning
modules pasted online, and extends
to KM experiences and resources.
-source: ASTD Learning Links
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The SCORM Standards and
the PACT Processes for T&D
By Guy W. Wallace, CPT

Many of you are quite aware of SCORM and it’s impact to the authoring tools
that you use in creating or updating content so that it is “interoperable” with
your LMS and LCMSs. Some of you may not be so aware.
I’d like to show you that the PACT Processes for T&D, at all 3 levels of ISD that
PACT addresses, is fully compatible with SCORM, any authoring tool that you
may be using or may use in the future; and is likewise fully compatible with
your LMS/LCMSs, current and future. Those that are open architecture anyway.

SCORM is a
collection of
standards and
specifications
adapted from
multiple
sources to
provide a
comprehensive
suite of elearning
capabilities that
enable
interoperability,
accessibility
and reusability
of Web-based
learning
content.

What PACT offers is a way of organizing content, by design (literally), within that
open architecture and increasing the amount of appropriate re-use of content
objects. PACT provides Analysis and Design Standards/Specifications, while
SCORM provides technical standards used in organizing and tagging content
during actual Development - as opposed to the preceding efforts of Analysis
and Design. SCORM - stands for Standard Content Object Reference Model
From the ADL web site:
SCORM is a collection of standards and specifications adapted from multiple
sources to provide a comprehensive suite of e-learning capabilities that enable
interoperability, accessibility and reusability of Web-based learning content.
The SCORM 2004 3rd Edition Documentation is a collection and harmonization of specifications and standards that defines the interrelationship of content objects, data models and protocols such that objects are sharable across systems that conform to the same model.
The SCORM 2004 3rd Edition Conformance Test Suite (Self Test) contains the conformance testing software, procedures and supporting
documents for organizations to perform self-testing on LMSs, SCOs and
Content Packages.
The SCORM 2004 3rd Edition Sample RTE provides a working example
of the Run-Time Environment described in the SCORM 2004 3rd Edition
(e.g., content launch process, standardized communication between
content and LMSs, and standardized data model elements).
EPPIC’s proprietary PACTLogic works to create a modular, performance-based,
data-based design of unique and shareable content at the Awareness. Knowl(Continued on page 5)
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(Continued from page 4)

edge and Skill levels using a Enterprise Content Architecture framework for
organizing all designs and produced content components. That organized
content can be stored, administrated, maintained, and deployed using any
LMS and LCMS and authoring tools available.
It’s only when you develop content, after analysis and design, that you use
SCORM tagging with your authoring tools/templates. And in our PACT
Processes that would occur only in MCD and IAD efforts...not CAD.
The proprietary PACTLogic is available from EPPIC only as part of a PACT
Process Technology Transfer (PPTT) agreement. Email Guy Wallace
for more information.
guy.wallace@eppic.biz
►►►►►

It’s only when you
develop content,
after analysis and
design, that you
use SCORM
tagging with your
authoring tools/
templates.

ADL—Advanced Distributed Learning
Background: The Office of the Under Secretary of Defense for Personnel and
Readiness (OUSD P&R) was tasked with leading a collaborative effort to
harness the power of information technologies to modernize structured
learning.
Through the sponsorship of the OUSD P&R, the creation of the Advanced
Distributed Learning (ADL) Initiative was formed as a developer and
implementer of learning technologies across the Department of Defense
(DoD).
ADL employs a structured, adaptive, collaborative effort between the
public and private sectors to develop the standards, tools and learning
content for the learning environment of the future.
The vision of the ADL Initiative is to provide access to the highest-quality
learning and performance aiding that can be tailored to individual needs
and delivered cost-effectively, anytime and anywhere.
For additional information on the ADL Initiative refer to the ADL Common
Questions section and/or the ADL Strategic Plan on the ADL web site at:
Source-

http://www.adlnet.gov/index.cfm
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The 5 Leadership Systems &
Processes of a T&D System View
By Guy W. Wallace, CPT

Open

I started
developing
this “clockface
view of
processes” of
a T&D
function/
department in
the mid
1980s to
bring some
systems
thinking to the
interrelationships
of the many
activities that
must
occur...that
must be some
part of some
process…
which must be
connected to
at least one
other process,
if not more.

In the last issue we focused on the 12 O’Clock position on our T&D Systems
View Clockface map. The Governance & Advisory System and its processes,
people and environmental supports are central to insuring that the T&D
system serves the high priority and high payback needs (not wants) of the
enterprise.
In this issue we look across the entire set of 5 leadership Systems of the T&D
Systems View. In future issues we’ll take a similar view across the Core and
the Support Systems of enterprise organizations involved in the management
of T&D/Learning/Knowledge Management to insure enterprise competence in
all critical operations.
Note: I started developing this “clockface view of processes” of a
T&D function/department in the mid 1980s to bring some systems
thinking to the inter-relationships of the many non-ISD and ISD
activities that must occur...that must be some part of some internal
T&D process...which usually is connected to at least one other internal
T&D process, if not more.
It was important to my consulting team and to our clients to have a common
view of it all. To better see and predict the implications for any one action or
set of actions on the system. The clockface gave us a way to “target an issue
dead center” (literally) and then discuss what, if any, where the issues
(problems/opportunities) that the issue created for each of the 47 processes
underneath the 12 Clockface Systems.
It allowed us to be better both systemically and systematically in our
discussions and decision making. Hopefully you will find it of use as well.

The T&D Systems View Model

Those 47 processes, which might be configured in your reality as 36 or 84,
are organized into three buckets...the Core processes are organized in the 3
Core Systems...and the Support processes are organized in the 4 Support
Systems...and the Leadership processes are organized in the 5 Leadership
Systems. The intention of the frame is to get you started. Be flexible with it.
Understand it a bit before you adapt it to your needs.
And another point...this is usually for internal consumption only– your clients
(Continued on page 7)
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won’t often care how you are organizing your view of your processes, unless
they’ve got problems with your offerings’ cost, quality or cycle time.

The Core Systems
In our three tier organizing view of processes, it is always the Core System’s
processes that make the department/function unique from others in the
enterprise.
Just as the Payroll department (System) does payroll and not contracting with
suppliers, and nobody else does payroll, the T&D Core processes are unique to
the T&D department/function. They do T&D stuff. Just as the Payroll System’s
processes do payroll stuff, and the Sales Support System’s processes do sales
support stuff, etc.

Those 47
processes, which
might be
configured in your
reality as 36 or
84, are organized
into three
buckets….

Look at the clockface figure below to review our labels for the 12 Systems of a
T&D systems view...and the 3 Core Systems...at 5, 6 and 7 O’Clock….

The T&D Systems View
Governance and Advisory System
is the central, driving force behind the
strategies for business-based T&D.
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.

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.

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.

Financial Asset Management
System are the process that
tracks and monitors the fiscal
obligations of the T&D enterprise.

Operations Planning and
Management System organizes
and guides the day-to-day
operations and management
of the various T&D functions.

Learning
by
Design

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.

Marketing and Communications
System organizes, distributes,
and collects information
throughout the T&D marketplace.

Product and Service Line Deployment
System organize and distribute the T&D
products and services in several ways,
including traditional instructor-led, grouppaced deliveries; self-paced readings;
computer-based delivery; Web; etc.

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 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).

(Continued on page 8)
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The 5 Leadership Systems &
Processes of a T&D System View
(Continued from page 7)

The Support System
The Support
System’s
processes are
those that are
mostly shared
across all
other
functions/
departments
(and may
impact their
systems/
processes) in
the enterprise.

The Support System’s processes are those that are mostly shared across all
other functions/departments (and may impact their systems/processes) in the
enterprise.
Look again at that diagram on page 7 for our labels of the 4 Support Systems
in a T&D System. Many of these are shared-processes, perhaps “owned” by
others such as IT, HR, PR, Finance, etc.

T&D Leadership Systems & Processes

The T&D leadership systems and processes include the following five positions
on the T&D Systems View Model clockface.
►
►
►
►
►

12 O’clock: T&D Governance and Advisory System
1 O’clock: T&D Strategic Planning System
2 O’clock: T&D Operations Planning and Management System
3 O’clock: T&D Cost/Benefits Measurement System
4 O’clock: T&D Process Improvement System

Overview: 12 O Clock—T&D Governance and Advisory

The Advisory
Process
provides a
forum for all
T&D
customers to
communicate
with, a conduit
to the
governing
decisionmakers
regarding their
views....

This system’s processes organize all of the key stakeholders of the enterprise,
generating both advice from the T&D internal marketplace customers and governance from the leaders of the enterprise.
This system’s processes organize and formalize communication with key enterprise stakeholders. They channel advice up from the T&D internal marketplace
customers to leadership, and then channel governance down from the leaders
of the enterprise in response to that advice.
This system is the central, driving force behind the strategies and success of a
business-based approach to T&D. Without this in place, it’s unlikely that the
other systems/processes will truly have any strategic impact, any significant
return on investment, or worthwhile economic value add for the effort.
The Advisory Process provides a forum for all T&D customers to communicate
with - a conduit to the governing decision-makers regarding their views of the
(Continued on page 10)
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with the PACT Processes for T&D

ISD is much more than

A

D

D

I

E

Instructional Systems Design
Analysis - Design - Development - Implementation - Evaluation

The PACT Processes for T&D/ Learning/ Knowledge Management
CAD
Curriculum
Architecture
Design

CAD is a gated, “systems engineering/
architectural” ISD Process for the design
of a comprehensive curriculum for one
or more critical target audiences

MCD
Modular
Curriculum
Development

MCD is a gated, “new product
development” ISD Process, using a
modular, platform design approach for
one or several instructional products

IAD
Instructional
Activity
Development

IAD is a gated, “new product component
development” ISD Process, using a
modular, platform design approach for
developing instructional components

Guy W. Wallace, CPT
EPPIC Inc. President

EPPIC Inc.

Author of the PACT Processes

Achieve Peak Performance

704- 895- 6364 voice mail
www.eppic.biz

to protect and improve
the enterprise

Volume 6 Issue 1

Page 10

The 5 Leadership Systems &
Processes of a T&D System View
(Continued from page 8)

risks/reward basis for their priorities regarding which gap T&D products to
build and which T&D maintenance needs to address with the, most-likely, limited, constrained resources available.
The Governance Process gives the organization’s executive-level leadership
specific processes and mechanisms to affect T&D strategies, tactics, and resource allocations in order to achieve worthy business goals.

T&D products
and services
should be
aligned and
targeted at
high-payback
business
needs and not
at T&D
offerings with
perhaps mass
appeal but
little potential
return on
investment
and little or
negative
economic
value add.

If a T&D effort is not providing a positive return on the investments, then this
system is clearly broken. In any T&D redesign/re-engineering effort, this is the
place to start. The Governance Process and Advisory Process are interdependent. When operating properly, they drive the alignment of the remaining T&D
processes, as well as the T&D products and services available to support critical on-going operations and strategic efforts.
T&D products and services should be aligned and targeted at high-payback
business needs and not at generic T&D offerings with perhaps mass appeal
but little potential return on investment and little or negative economic value
add.
The advisory councils provide continuous advice to the board of governors as
to where to strategically and tactically place the organizational “bets” for the
greatest payback. The personnel on the board of governors select the rotating
membership of the advisory groups to ensure that a high-level of confidence
will exist regarding the “advice” provided by these credible individuals, all
acceptable to the members of the board of governors.

Overview: 1 O Clock—T&D Strategic Planning

This system’s processes organize all of the strategic planning for T&D to ensure that T&D’s plans and efforts are consistent with the strategic plans of the
critical “business units/operating entities” of the enterprise.
From a performance standpoint, the T&D system should guide, enable, and
support the business units in achieving their targeted goals with high-impact
T&D where appropriate. T&D staff must help their customers figure this out.
They must provide a viable process for collaboratively determining these
“mission-critical” strategic and operational needs.
(Continued on page 11)
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(Continued from page 10)

This system is effective only if it helps direct the T&D system to address both
today’s and tomorrow’s business needs—the showstoppers and make-or-break
opportunities of the business. This system uncovers exactly where key stakeholders and shareholders want their strategic T&D bets placed. It also
rationally determines the resource requirements for addressing those strategic
needs and then addresses the T&D organization’s current ability to carry out
the plans to meet those needs.
This system’s processes organize all of the strategic planning for T&D to
ensure that T&D’s strategic plans and efforts are consistent with the needs
derived from the strategic plans of their internal enterprise customers and
stakeholders.

The T&D
organization
must be ready to
quickly re-aim
and reallocate
as the business’
situation and
strategic drivers
constantly
change, and it
should do so in
a planned
manner.

This system is tied to the enterprise’s strategic planning system; tied as tightly
as the situation will allow. It attempts to get on the radar screen for each business planning entity. It also seeks early warning for all T&D requests that
might come their way.

Overview: 2 O Clock—T&D Operations Planning
& Management

This system’s processes organize and guide the day-to-day operations and
management of the various T&D operations to ensure consistency with the
strategies of T&D and the strategies of its key, critical stakeholders.

Core
Support

This is the system in which
day-to-day operations and
management of the various T&D functions are organized and guided to ensure consistency with the
strategies of T&D and the
strategies of its key, critical stakeholders. This includes planning both projects, support operations,
and all budgets—and then
updating them on an annual, quarterly, monthly
cycle, or more often as the
stakeholders needs require.

Leadership

The T&D organization must be ready to quickly re-aim and reallocate as the
business’ situation and strategic drivers constantly change, and it should do
so in a planned manner.
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Alternate View of the T&D Systems View Model
(Continued on page 12)
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The 5 Leadership Systems &
Processes of a T&D System View
(Continued from page 11)

This system
measures and
reports the
metrics of the
T&D system. It
turns data into
information
and interprets
and reports it
to the T&D
leadership,
staff, and its
key customers
and
stakeholders.
This system
pulls data
from
everywhere in
the T&D
system and
reports it back
to all of its
constituencies
, appropriate
to each
audience and
their specific
needs.

This system and its processes plan, track, and account for the investments in
T&D that are required to support the strategic, high-payback needs of the enterprise. This system and its processes also routinely readjust to their dynamic situation as the needs and situation of the enterprise dictate.

Overview: 3 O Clock—T&D Cost/Benefits Measurement

This system’s processes organize the metrics/measurements and measurement mechanisms needed for reporting to various stakeholders the T&D metrics they need, and perhaps provide both the data and the interpretations
(where appropriate) .
This system measures and reports the metrics of the T&D system. It turns
data into information and interprets and reports it to the T&D leadership,
staff, and its key customers and stakeholders.
This system pulls data from everywhere in the T&D system and reports it
back to all of its constituencies, appropriate to each audience and their specific needs.

Overview: 4 O Clock—Process Improvement

This system’s processes organize the quality/process improvement efforts
for both continuous improvement and discontinuous improvement to the
processes of the entire T&D system.
This system is responsible for improving T&D’s own systems and processes
in response to issues and trends uncovered by the measurement system.
This system also provides structure and order to the quality and process improvement efforts for both incremental, continuous improvement, and radical, discontinuous improvement to T&D processes.
This system’s processes organize the quality/process improvement efforts
for both continuous improvement and discontinuous improvement of the
T&D systems and processes.

(Continued on page 13)
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What reviewers have said about:

lean-ISD
Randy Kohout, Vice President of Organizational Capability at
CUNA Mutual says,

“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 2 last
firms. I’ve taken on several projects...using many of the
methods, tools, and templates of Guy Wallace’s PACT
Processes for Training & Development.
The book is designed so that I was able to quickly access
the information I needed to provide my clients with
practical, timely, and quality approaches to tackling their
business issues. I highly recommend this book as a guide
for business professionals challenged by either training and
development, learning, knowledge management, or human
competence development projects.”

The lean-ISD book is available at
Amazon.com
for $50.00 plus s&h

Recipient
of
ISPI’s 2002
Award of Excellence

(Continued from page 12)

Still...All Being Driven by the key System at 12 O’Clock—The
Governance & Advisory System
Nothing significant should be undertaken within your T&D System without the
concurrence and guidance of the T&D Board of Governors and their handpicked
people and resources being included in the upfront data gathering/research,
analysis and reporting of findings and recommendations.
If your T&D System is to be business-driven, then this one systems’ processes’
formality, in-enough-control status, with enough-collaboration to satisfy your key
stakeholders that THEY are in control - is critical to your success.

Summary

The 5 Leadership Systems are intended to organize a “systems view” regarding
those processes within a T&D System, that strategically direct the core and
support processes of the system for the balanced requirements and desires of
the Stakeholders, both internal and external to the enterprise.
►►►►►

Nothing
significant
should be
undertaken
within your T&D
System without
the
concurrence
and guidance of
the T&D Board
of Governors
and their
handpicked
people and
resources being
included

Pursuing
Performance—The
Newsletter
©2003
Inc. reserved.
All rights reserved.
Pursuing
Performance—The
EPPICEPPIC
Newsletter
WinterWinter
2006-72003/2004
©2006 EPPIC
Inc.EPPIC
All rights
www.eppic.biz

Volume 6 Issue 1

Page 14

Published in 2006

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

John Stolter,
Performance Innovations, Inc.
said,

The PACT Processes for T&D

“The PACT Processes embody
the fundamental principles of
instructional technology.
PACT
Analysis

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 decisionmaking all rolled into one rich,
easy-to-use process.”
- 1998

CAD

Curriculum Architecture
Design

MCD

Modular Curriculum
Development

IAD

Instructional Activity
Development

PACT Project Planning & Management
©2002 EPPIC Inc.

P
A
C
.T
.

erformance-based
ccelerated
ustomer-/Stakeholder-driven
raining & Development
SM

©2002 EPPIC, Inc. and Guy W. Wallace

For more information on PACT Processes products/services please visit:

EPPIC Inc.
Achieve Peak Performance

to protect and improve
the enterprise
www.eppic.biz
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1984

From my Past Project Files

The Impact

Matrix

Guy W. Wallace, CPT
The Project
In the mid-1980s I was working with a team of engineers from an aluminum
company’s headquarters staff and their Labs, to put together an 80-hour course
on Flat Rolled Process Technology for their plant engineers - who only worked on
and therefore understood “part” of the big picture. This was a key technology for
most all of their manufactured products.
A Project Steering Team chair assembled the key stakeholders and met with me
to define the target audience, discuss and determine the business goals for the
program, and then agree to some macro-learning objectives. Then they identified
12 SME instructors from the Labs for me to work with to build the content for a
pilot-test delivery that they wanted in a hurry.

Moving From Education to performance-based Training
The Project Steering Team agreed with me when near the end of the meeting, I
postulated that there was at least 800 hours of content, if not more, to boil
down to the 80 hours.
And that it would be darn difficult to keep this an “all engaging” learning
experience versus “a boring” content dump. And it would be difficult to keep the
development, reviews and updating of the 12 Lessons “on time”...and in-time
for the planned delivery date for that first pilot session. They agreed. But time
was up. The meeting adjourned.

I was worried
that this was
going to turn into
a real fiasco. I
was thinking as
quickly on my
feet as my mind
would go when it
struck me.
Someone’s
comment at an
ISPI (then NSPI)
conference a
month or so
prior, about the
beauty of the
2x2 matrix.

I was worried that this was going to turn into a real fiasco. I was thinking as
quickly on my feet as my mind would go when it struck me. Someone’s comment
at an ISPI (then NSPI) conference a month or so prior, about the
beauty of the 2x2 matrix.

The Strategy
I decided to adapt that concept for my own needs, which were to
boil down 800 hours of content (or more!) into a meaningful 80
and then help me to deal with all of the egos of the Labs experts in
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The Impact

Matrix

(Continued from page 15)

trying to contain their content lengths to the “allocations.”
I asked my client in our planned post-meeting meeting to help me list the
major steps in the flat rolled process. This was easy. This was a familiar
listing or model in the company. There were 7. Those were listed horizontally
across the top
Next we listed the key characteristics, the metrics/measures of “flat rolled
products.” This was more difficult. It was early in the quality game and this
hadn’t been done yet with enough involvement to insure its survival from the
NIHS (not invented here syndrome).

In the cells of
this new matrix
that I started
calling an
“Impact Matrix”
so as to define
the contents - I
wanted him to
put an H for
high, M for
medium, L for
low, and zero for
no...as in the
“impact
potential” of the
process step for
each key
measure of the
final product.

There were 5. I then explained to him that I intended to matrix those 5 measures against the 7 major phases of the “flat rolled process” that he’d already
given me. Those were listed vertically on the left side of my blank sheet hand
drawn 7x5 matrix.
In the cells of this new matrix that I started calling an “Impact Matrix” so as to
define the contents I was looking for - I wanted him to put an H for high, M for
medium, L for low, and zero for no...as in the “impact potential” of the
process step to each key measure/metric of the final product.
I explained that this was the only thing I could think of that I could use to
focus his engineering instructor team of SMEs, and keep them to their
allocate time, based on how well their content supported the high impact
areas of the matrix. If they weren’t talking about an “H” area they should only
do it quickly AND save the time for those more important intersections.
He was already ahead of me on its uses. We completed that task and began
to re-allocate time to each of the 12 instructors. And then he used it again for
another purpose the very next day.

The Outcomes
My client went to the Labs director the next day to present this simple matrix.
What was going to work for me to allocate classroom time, to control content
amounts and depths, and to inevitably trim-back content from some or many
of the 12 SMEs - who would always try to fit their 10 pounds in 5 pound bags
- because their topics were most important to them !!! - was going to work to
(Continued on page 17)
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1984
(Continued from page 16)

allocate other resources to other efforts elsewhere in their Enterprise. I was
told later that the project priorities of the Labs had changed when everyone
began to reflect on where the budget was currently allocated versus the
potential impact of those efforts to the ultimate end results. Their potential
impact and other business factors of course.
It was pretty cool seeing it become a central, core icon with them later, due to
its repeated use in the 80 hour program. It was used at the beginning of
every Lesson as an “advanced organizer” by each member of the Instructor
Team as they “positioned” what they were about to talk about.

The ROI?
I don’t know what it was in dollars, but I wish I did. The visual, the beauty and
simplicity, of the 2x2 matrix - expanded with known variables - allowed them
to more easily “see” and rethink their priorities. The picture was worth many
words!
And it helped me to control a herd of expert engineering cats who were to
share their expertise with the rest of the company’s engineering staffs from
the plants, brought in to learn one of the key, complex technologies of the
company!

The visual…
….allowed them to
more easily “see”
and rethink their
priorities.

►►►►►
Review on Amazon.com:
Finding the true path to rapid, consistent quality
improvements can be a navigating nightmare.

The Quality Roadmap presents readers
with a sophisticated model that can be applied
to any kind of quality improvement effort.
This model has been applied with great success
by the Council for Continuous Improvement, a
60-member consortium of high-technology
companies.
The authors show readers what to do, how to do it,
and how much it will cost.
Published: 1993

Available at Amazon.com
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PACT’s Blended Learning
“Deployment Platforms”
By Guy W. Wallace, CPT
Blended Learning

I’ve been designing blended T&D since 1979.

I’ve always tried
to use teams of
customers and
teams of
Master
Performers
from the target
audiences to
decide. After all,
they had to live
with those
decisions.

The blends of my Instructional designs have always been dictated by the
learning effectiveness and efficiency trade-offs we made - with our clients’
involvement. I’ve always tried to use teams of customers and teams of
Master Performers from the target audiences to decide “how to deploy.” After
all, they had to live with those decisions.
If the more effective (read: better post-learning PERFORMANCE) was less
efficient (read: costlier) then it was a business decision to be made. With
cost implications long after the ISD analysis, design and development efforts.
A business decision imbedded inside the ISD process - one that I have
always wanted my clients to be “partners to” in a visible decision-making
process and then “owners of” the decision....as I’ve always tried to separate
the ISD decisions from the business decisions inherent in T&D, and get my
customers and their stakeholders involved.
If they won’t decide, or as way of an example, I declare myself...I tell them
what I’m going to do, and why I think it’s a good way to go due to the situation
as I see it; and then I ask for questions/comments/concerns. That leads us
into discussions of hidden topics that hit “closer to home” for them than me.
And it uncovers situations and goal driven-criteria from them that I use to
guide the later design efforts.
Nowadays discussion regarding “blended T&D/Learning” are a recognition
that e-learning won’t really “cut it” for every learning situation. And that, too
often narrows it to a media selection issue - versus the deployment issue it
is...an issue with real investment cost and returns implications.
In the early days I always used it to “move” content out of group-paced, classroom training, into self-paced readings, interviews, activities and applications
to be accomplished prior to “coming to” the class. Or “going to” the
coach...for I used it back then to also move as much content as possible into
structured, on-the-job training when that met the needs and constraints better. Or when we “combo’d” the two strategies due to predicted fluctuations in
the class-size over the needed life cycle of the content...more learners early
on and barely a trickle later.
(Continued on page 19)
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(Continued from page 18)

Blended learning uses many “deployment platforms” to use my PACT
Processes for T&D parlance. These include:
▪
▪
▪
▪
▪
▪

Un-structured OJT
Structured OJT via Coach
Structured OJT via a Certified Coach
Group-Paced Classroom
Synchronous WBT
A-synchronous WBT

Un-structured OJT

This is “typically” the least expensive and least efficient of your deployment
options. It means doing nothing, providing nothing, and leaving it to chance
whether it gets covered by someone, somehow, someday, etc.
After I do a Curriculum Architecture Design - CAD project, we end up with one
or more T&D Paths that identify all of the “ideal” T&D Events in a rigid, or
flexible, or mixed sequence. Some of those Events exist in some form, using
some deployment platform. Those that don’t exist, the gaps, are “designed”
to a certain level where their “content configurations” have been determined
for prioritizing and resourcing post-CAD. The “gaps” are “un-structured-OJT”
until they are built or bought and made available for on-going deployment...push or pull. Until then they exist “in name only.”

Structured OJT via Coach

And this of course is structured on-the-job T&D with a coach, or mentor, etc. It
could be a peer, a superior, or even a subordinate. The key here is that the
“T&D/instruction” is structured for learning, with some things at an
“awareness-level” and some things at a “knowledge-level” and others at a
“skill-level.” Some things may be tested inside the S-OJT event at those levels
as well. It can be deployed to one, or a few or many learners, if appropriate
and designed correctly. S-OJT can use all sorts of blended learning/media.

Structured OJT via a Certified Coach

The difference between this and the preceding deployment platform is that
here the coach/mentor, etc. needs to be someone certified - or designated
based upon some set of criteria. Usually dictated by laws, regulations, and
codes that may or may not be found in written enterprise policies. S-OJT/CC
can use all sorts of blended learning/media.

That T&D Path
contains new-tothe-job
orientations and
immediate
survival skills,
plus “flexible and
rigid sub-paths” of
blended content,
deployed a myriad
of ways; plus
Qualification/
Certification
Events composed
of one or more Q/
C Modules, testing
the learners
ability to perform
as a measure of
the T&D content.

Group-Paced Classroom

This is the traditional, classroom, group-paced instructional experience. It requires facilitators for the designed, structured learning experience...that are
(Continued on page 20)
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PACT’s Blended Learning
“Deployment Platforms”
(Continued from page 19)

either Subject Matter Experts, or not. It depends on the design. GP-C can use
all sorts of blended learning/media.

Synchronous WBT

All but the first
deployment
platform on the
list (it has
nothing
remember?)
share various
“media” in their
deployment
efforts, such as
video demos on
CDs or
downloadable
from the
intranet.

This is distance-learning, Web-based-training, incorporating e-learning media
and lectures/lecture-ettes, and participant discussions, Q&A, etc. Just like a
classroom, to oversimplify, but conducted with everyone or groups “remote”
from the facilitator. S-WBT itself can use all sorts of blended learning/media.

A-synchronous WBT

It itself can use all sorts of blended learning/media. This is e-learning. Dynamic and interactive or static reading...electronic page turners. Each has it
place. A-WBT is the category would use to put all of the outputs from any
typical Knowledge Management effort.

Performance Impact for ROI is the Goal for Any/All Blends
All but the first deployment platform on the list (it has nothing remember?)
share various “media” in their deployment efforts, such as video demos on
CDs or downloadable from the intranet. Or audio for MP3 Players commonly
known as Podcasts. Or static, page turning web pages. And highly interactive
e-learning simulations. Whatever is most effective and efficient...and more
importantly - feasible.
As the goal of any investment in T&D/Learning/Knowledge Management has
to be: improved human performance...
...and to make a higher return in improving performance than the cost for
doing so - by breaking even or returning a gain by some reasonable point in
time...
...and to add value rather than deplete value with unwise investments…
..then using the right blend has to be about ROI. Using the right analysis data
to inform your design AND using the right deployment platform will increase
the “learning transfer/performance capability impact” and improve ROI.

But how else can PACT improve ROI?

Increasing Content Reuse to Decrease Costs
...which will automatically raise ROI. The trick with reuse is to do designdriven development of reusable learning objects in such a way that every
object doesn’t become vanilla/plain/generic/worth-less-than-zero. Meaning(Continued on page 21)
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(Continued from page 20)

less content without sufficient detail, context, etc. With little return, and
perhaps, significant cost.
Increasing reuse of content can be done following the PACT Design Rules/
Guidelines for Modularity - principles and guidelines we’ve been teaching our
clients and others about for 20+ years now.
Here’s what one client/PACT Practitioner had to say about this back in the
early 1990s…

CW, Hewlett Packard says, “We’ve been able to reuse the same basic course
design for new functional areas. With the structure we’ve created, people without
instructional design experience—process owners—can often edit the basic
content within the curriculum training materials without having to do a redesign of
the course or curriculum. It saves time and money, produces a better product, and
raises their comfort level.”
The PACT Processes for T&D/Learning/Knowledge Management
The PACT Process include 3 levels of ISD– Instructional Systems Design:
▪
▪
▪

CAD - Curriculum Architecture Design
MCD - Modular Curriculum Development/Acquisition
IAD - Instructional Activity Development/Acquisition

CADs take care of whole jobs and very complex processes. It conduct a quick,
team-based analysis effort and then lays out the design of the total learning
path, a T&D Path of existing T&D and gap T&D (for prioritization and resourcing of follow-on MCD/IAD efforts); a sequence of learning experiences, to be
followed “as rigorously as required, and/or as flexibly as feasible.” I like to
think of CAD as the “systems engineering” methodology/level of instructional
design. The ADDIE model is inadequate to this large-scle Training Needs
Analysis methodology.
MCDs take care of building/buying courses: T&D Events, using a set of modular design rules and guidelines. MCD efforts use the same type of Analysis
data gathering techniques to feed the design phase. MCD is the equivalent of
the ADDIE level of the ISD model/methodology. I like to think of MCD as the
“new product development” methodology/level of instructional design.
IADs take care of the need to develop smaller “collections of content” than
typical of a traditional T&D Event. IAD serves Knowledge Management
efforts to capture best practices and example of templates and completed
(Continued on page 22)
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PACT’s Blended Learning
“Deployment Platforms”
(Continued from page 21)

efforts, etc. I like to think of MCD as the “new product component
development” methodology/level of instructional design.

The CAD Process and Outputs

A Curriculum
Architecture
Design (CAD)
effort works
with a
designated,
handpicked
Analysis Team
of Master
Performers and
Subject Matter
Experts and
quickly analyzes
the target
audience, the
performance
expectations
and current
gaps, and the
enabling
knowledge/
skills.

A Curriculum Architecture Design (CAD) effort works with a designated, handpicked Analysis Team of Master Performers and Subject Matter Experts and
quickly analyzes the target audience, the performance expectations and current gaps, and the enabling knowledge/skills.
That enables a post-Analysis Team meeting effort to assess all relevant, existing T&D for reuse potential. After all of that “data” is reviewed by the Project
Steering Team, a Design Team of individuals from the original Analysis Team,
designs a modular learning continuum, a T&D Path for a job, job family or
process team. That path is composed of a blend of T&D Events, the administrable object/chunk for planning and completion tracking purposes. Those
Events, using any of the deployment platforms listed earlier, are made up of
Modules of content. That T&D Path contains new-to-the-job orientations and
immediate survival skills, plus “flexible and rigid sub-paths” of blended content, deployed a myriad of ways; plus Qualification/Certification Events
composed of one or more Q/C Modules, testing the learners ability to perform as a measure of the T&D content.
The CAD effort doesn’t produce anything more than a set of fairly detailed
designs that add up to a total blueprint for follow-on T&D development (done
in PACT’s MCD and IAD efforts), and rationalize for the “reuse” of any existing
T&D in that T&D Path. Just as an architectural drawings and blueprints aren’t
the buildings/houses themselves, they are necessary to insure that the design of the total end product is targeted and devoid of gaps and overlaps.
All CAD gaps are prioritized by the Project Steering Team in the final phase of
the effort, from a strategic ROI perspective, for scheduling and resourcing the
follow-on MCD or IAD efforts as needed by the enterprise. For the sake of the
business. Not simply because a training need was uncovered in some training needs analysis effort that generates more wants statements than needs.

The MCD Process and Outputs
A Modular Curriculum Development/Acquisition (MCD) effort builds or buys
one or many T&D Events, following the content guidelines of the CAD design,
if done prior, using an accelerated effort due to the availability of both analy(Continued on page 23)
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T&D Systems View
“Guy Wallace has written an appropriate follow-up to his lean-ISD
[book]. The breadth and depth of his latest book, T&D Systems View,
is very impressive. He uses the analogy of a clockface to thoroughly
explain his 12-system process. The procedure in the book allows you
to assess any training and development operation from a systems’
perspective. It is easy to read and follow thanks to its consistent
structure and format from chapter to chapter. An excellent overview
of the process is included, along with helpful checklists.”
—James D. Russell
Professor of Educational Technology, Purdue University
Visiting Professor of Instructional Systems, Florida State University
“If you are not actively controlling the critical components of your
T&D efforts, then they are by definition out of control. T&D Systems
View provides an extremely comprehensive overview of all of the
processes that contribute to a successful T&D system. Guy Wallace
then takes the next step by showing you how to select those processes that 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
Siemens Building Technologies, Inc.

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.
This book is available from
Amazon.com

(Continued from page 22)

sis and design inputs. If no CAD precedes the MCD effort, the project follows
the full 6-phase approach, albeit with a narrower scope than a CAD effort. It
will go through the same front-end Analysis steps with an Analysis Team of
Master Performers and Subject Matter Experts and quickly analyzes the
target audience, the performance expectations and current gaps, the enabling knowledge/skills, and then finally—the assessments of existing T&D for
re-use potential. The design effort will organize the analysis data, plus more
inputs at-the-moment, into design outputs: An Event Map (of Lessons) and
Lesson Maps (of Instructional Activities).
The IA is the chunk of content that PACT design efforts ends with...where the
IA is the delivery “shell” for content objects...words, paragraphs, and graphics
& labels as well as other media objects regardless of their deployment platform.

All CAD gaps are
prioritized by the
Project Steering
Team in the final
phase of the
effort, from a
strategic ROI
perspective, for
scheduling and
resourcing
follow-on MCD or
IAD efforts as
needed by the
enterprise.

(Continued on page 24)
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PACT’s Blended Learning
“Deployment Platforms”
(Continued from page 23)

The IAD Process and Outputs
An Instructional Activity Development/Acquisition (IAD) effort is not to build or
buy a traditional Instructional Product. It is more for a Knowledge Management (KM) effort. An IAD effort builds or buys one or many T&D Instructional
Activities, following the content guidelines of the CAD design, if done prior.

The PACT
Processes
provide a
sound,
structured, and
quick approach
to the project
management,
analysis efforts,
and design
efforts that
precede your
use of
authoring tools/
templates to
produce
blended
content and
then for the
storage,
administration
and access/
deployment of
that content via
your LMS and/
or LCMS.

If no CAD precedes the IAD effort follows that of an MCD effort without the
prior CAD. The design output is a “Instructional Activity Spec” defining the design at the IA level and is used for the following types of KM products that
“could be” used as components of eventual T&D/Instructional Products later.
►
►
►
►
►

Templates for plans, presentations and reports
Example plans, presentations and reports
Lessons Learned
FAQ/A
Modules on: Product Knowledge, Policy Knowledge, Tool
Knowledge, etc.

And if designed correctly, they can be used “stand alone” or in a Plug-n-Play
approach to reusable instructional design in the construction of T&D Lessons
in T&D Events.

Summary
The PACT Processes provide a sound, structured, and quick approach to the
project management efforts, the analysis efforts, and the design efforts that
precede your use of all sorts of authoring tools/templates to produce
“blended content” that is then available for the storage, administration and
access/deployment (pull/push) of that content via your LMS and/or LCMS.
It will produce post-learning performance improvements, as long as it is
properly reinforced and not extinguished by the learners’ management and/
or peers. PACT will result in improved return on investment— that adds to
your T&D’s “Rs” at reasonable Investment costs. By focusing on human performance within enterprise processes.
It will decrease your Investment costs for the development, deployment and
administration of content by increasing the reuse of content. And again, in
terms of return on investment— and that lowers your “I” and automatically
improves and increases your ROI!
►►►►►
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ISPI Spring Conference in San Francisco
April 28 - May 3, 2007
See Guy’s Presentations
plus
Over 200 additional presentations from leaders in
Human Performance Technology and Instructional Systems Design
For more information: www.ispi.org
ISPI — International Society for Performance Improvement

Invest in your development… Investigate ISPI’s ProComms… Internet to: www.ispi.org
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12-Part Guy W. Wallace Article Series on

Proven ISD Tools & Techniques
in ISPI’s PerformanceXpress (PX)

The following 12-part series of articles, based on elements of the
PACT Processes’ methods, tools and techniques,
developed from my 28 years of ISD experience, begins in January 2007.

1.
2.
3.
4.
5.
6.
7.

The Gathering and Use of Target Audience Data
The Performance Model
The Enabling Knowledge/Skills
Existing T&D Assessments for Re-Use
Curriculum Architecture Modules, Events and Paths
ADDIE-level Events, Lessons and Instructional Activities
ISD Design of On-the-Job-Coaching and Qualification/
Certification Events
8. Key ISD Roles
9. Teams for Curriculum Architecture ISD Efforts
10. Teams for ADDIE-level ISD Efforts
11. Pilot-Testing Guidelines and Tools for ISD
12. Tips for Recruiting and Working with a Powerful ISD Project
Steering Team
If you don’t already get

ISPI’s free monthly PerformanceXpress
log onto

www.ispi.org
Pursuing Performance—The EPPIC Newsletter Winter 2006-7 ©2006 EPPIC Inc. All rights reserved. www.eppic.biz

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 USA Firms
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 Petroleum-America, Burroughs, CCH, Data General, Detroit Ball Bearing, Digital Equipment Company, Discover
Card, Dow Chemical, EDS, Eli Lilly, Ford, General Dynamics, General Motors, H&R Block, HP, Illinois Bell,
Imperial Bondware, MCC Powers, NCR, Novacor, Occidental Petroleum Labs, Spartan Stores, Sphinx Pharmaceuticals, 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

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, 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 70 articles. He has presented
more than 70 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 Executive Committee (1999–2001) and later as the President-Elect for 20022003, 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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