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Push-Pull T&D/Learning/KMS for Improved ROI
T&D/Learning/ Knowledge Management
Note: in my view there is little difference in the types of performance-based
“content” that these types of systems should be deploying in order to guide,
support and improve human performance in the enterprise processes.
And not all “content” options are equal in their potential ROI impact in any
given situation. Therefore not all potential “content” should be built/bought
and then deployed and then maintained over the content’s life cycle. Sometimes the life cycle costs far outweigh the life cycle returns. Sometimes the
Cost-of-non-Conformance (CONC) to a standard doesn’t warrant any improvement investment in the first place—given other enterprise opportunities for
greater returns elsewhere.
It a business decision to do “anything at all” or “nothing at all.”

Push-Pull KMS
The nature of some KMS efforts worries us in that they seem out of control. It
feels like the TQM—Total Quality Management movement from the 1980s all
over again, where most everyone went prematurely after continuous improvements everywhere, without regard to return on investment (ROI).
KMS is typically defined as something along the lines of knowledge objects
captured/maintained/ administered to leverage the enterprise’s explicit and
tacit knowledge.
One of the scary things is that there is a lot of press about how to better enable subject matter experts (SMEs) to create these “content” knowledge objects that will be stored in a knowledge repository (an “e” warehouse of
sorts). It’s what your LMS/LCMS-type systems do. Our view of KMS is that the
only content to be placed in any knowledge repository should be deliberately
aimed at key target audiences, but then stored in such a manner to enable
other target audiences to access and utilize it.
We label this push-pull KMS.
Push-KMS
Push-KMS is when enterprise leaders deliberately target certain processes
(Continued on page 2)
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View Point

Push-Pull T&D/Learning/KMS for Improved ROI
(Continued from page 1)

and target audiences for KMS treatment. Then their needs are addressed, and
knowledge products are produced (using good ISD methods) and deployed
(pushed) to them. These knowledge products can include

Pull-KMS is when
other, non-key
target audiences
tap into the
knowledge
repository and pull
the content to
meet their needs.
Note that not all of
their needs will be
met, because they
weren’t “targeted”
by the enterprise
leadership.

▪
▪
▪
▪
▪
▪
▪

Best practices
Lessons learned
Procedures
Job aids/EPSS
Templates
Example plans
Example documents

The goal for providing the knowledge products is to help performers avoid/
eliminate/reduce “reinventing the wheel” or “starting from ground zero” for each
new performance effort. That makes business sense to us!
Pull-KMS
Pull-KMS is when other, non-key target audiences tap into the knowledge repository and pull the content to meet their needs. Note that not all of their needs will
be met, because they weren’t “targeted” by the enterprise leadership.
Better Targeting of ROI Opportunities
One way to positively affect the ROI and EVA equations is to better target the KMS
efforts to ensure an ROI for every component resourced, developed or acquired
and then administrated and deployed, and then maintained, in a forever cycle, until someone pulls the plug—on the one piece of knowledge...or on the whole system. And that might happen if and when it is determined that the KMS doesn’t
have a sufficient return or enough economic value-added to warrant continuing. It
either pays its way, or it’s stopped.
The following are the four stages of KMS implementation:
Stage 1: KMS Business Case Development
Stage 2: KMS Process and Infrastructure Development/Deployment
Stage 3: Initial KMS Content Development and Implementation
Stage 4: Ongoing KMS Operations and Maintenance

Our lead article in this Spring issue of Pursuing Performance addresses Stage 1.
The goal of KMS has to be to protect and improve the enterprise, or why bother?
Why should the enterprise leadership want to bother? If you can’t answer that, you
won’t get anywhere . . . hopefully, for the sake of the shareholders.
Until the summer issue...cheers!
EPPIC’s Guy W. Wallace, CPT
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The Business Case for a
Push-Pull Approach to KMS
By Guy W. Wallace, CPT

KMS feels like
TQM all over
again, where
we went
prematurely
after
continuous
improvements
everywhere,
without regard
to return on
investment .

KMS for Performance Improvement with ROI

First things first—The ultimate goal of Knowledge Management Systems
and their content, the output of an ISD—Instructional Systems Design-like
approach, is
Improved performance by the learners
at sufficient ROI
Period. To generate significantly more return than the investment costs. Not to
improve learner performance at any cost!!!
That’s why many approaches to KMS are worrisome. They are out of control.
KMS feels like TQM all over again, where we went prematurely after continuous improvements everywhere, without regard to return on investment (ROI).

Bottom-line Considerations

If you can, talk
first about the
costs of
nonconformanc
e (CONC).
These are the
costs for not
being perfect,
or as perfect as
your
competitors are
now - or will be
in the future.

We’ll start with a review of the bottom-line considerations for KMS: financial
returns on investments and economic value-added. After all, you wouldn’t
spend your own money on a bad investment, one with little or no return. Nor
would you spend it for “reasonable returns” forecasted that just require way
too many stars to align perfectly, or that have too many uncontrollable facets
that could end up being quite problematic.
So how do you talk to the people who represent the owners whose money we
are talking about? You talk to them in the common language of business. How
to “spend a buck and make 10 or 12 back within a very short time period.”
That’s what they want to hear. If you don’t tell them that, then you must expect
that they’ll just have to trust you.
If you can, talk first about the costs of nonconformance (CONC). These are the
costs for not being perfect, or as perfect as your competitors are now - or will
be in the future. What kinds of current costs could be saved that aren’t being
saved right now? What kinds of potential revenues would be captured that we
are currently foregoing? How much is each category worth and in total? This is
the value or “cost of doing nothing at all” for the opportunity and/or problems.
(Continued on page 5)
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(Continued from page 4)

Then present the costs of conformance (COC). These are the costs to get
straightened up, or more perfect (in a world statistically devoid of zerodefects) than your competitors are —either now or will be later.
If you give out the COC $ first, you typically scare people! But if you had first
shown them an even scarier CONC, they’d have no rationale choice but to
protect and improve the business...for ROI and invest the COC to address the
CONC.
But—you don’t get ROI
by chasing every KMS
topic, template, and
performance aid
possible.
You get the ROI by
targeting short- and
long-term ROI and EVA
where you consider
both first costs and
life-cycle costs as well
as the cost of doing
nothing at all.

S u p p l ie r S i d e

C u s t o m e r S id e
L e a d e r s h ip
E x e c u t iv e s /
M anagem ent

R e q u ir e m e n t s fo r
P e rfo rm a n c e b a s e d C o n te n t

O b je c t iv e s

Pu sh
P u ll

T a rg e t
A u d ie n c e s

T & D P r o v id e r s ’
In v e n to ry o f
C o n te n t

But who do you pitch
P u ll
N o n ta rg e t
this to and how? GetA u d ie n c e s
ting all of your key decision-makers and
T & D s u p p li e r s d o n ’ t “ p u s h . ” A t a r g e t a u d i e n c e ’ s
stakeholders into one
le a d e r s h i p “ p u s h e s . ” T & D t h e n b u il d s c o n t e n t
forum to facilitate
d e li b e r a t e l y f o r p u s h a u d ie n c e s a n d c o n f i g u r e s
them in coming to an
d e li b e r a t e l y f o r b o t h p u s h a n d p u ll a u d i e n c e s .
informed consensus is
necessary. If you don’t
get them to consensus early enough, you’ll live in Rework City with your KMS
plans.

The KMS Governance Board

This group of executives and leaders of the enterprise need to take charge of
KMS to protect and improve the enterprise, on behalf of the owners (the
shareholders). They should target mission-critical and strategic endeavors for
KMS treatment and not let the KMS effort run amuck or run aground.
They should keep the IT and HR leaders from subscribing to a notion of “build
(Continued on page 6)
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The Business Case for a
Push-Pull Approach to KMS
(Continued from page 5)

it and they will come.” Build anything and everything possible. Even—let anyone build their own!
But– what happens when best practices no longer are?

Pull-KMS is
when other,
non-key target
audiences tap
into the
knowledge
repository and
pull the
content to
meet their
needs. Note
that not all of
their needs
will be met,
because they
weren’t
“targeted” by
the enterprise
leadership.

Who would then will keep all that content all up-to-date...or won’t that matter?
Or procedures based on out-dated regulations. Who pays for the expensive
content administration and the maintenance/clean-up for this hodge-podge of
content — or the lack of any maintenance ? The shareholders do or will. One
way or another. Sooner or later.
If you don’t get shared understanding and a consensus on the needs and returns for KMS in terms of both CONC and COC, you’ll battle this “funding” issue
forever. Getting everyone on the same page is important. A business case is
necessary to document all the words/thoughts/numbers that are easily misconstrued if left to verbal discussions. Documenting the KMS plan and rationalizing it all in a business case makes for fact-based decision-making versus
opinion-based decision-making.

Gathering Inputs for the Business Case
The data you need to gather includes the following:
▪
▪
▪
▪
▪

The forecasted “returns” to be gained from the KMS effort in terms
of financial gains and strategic gains
The probable costs for infrastructure implementation
The probable first costs for content capture (analysis, design, and
development in ISD terms)
The life-cycle costs for both content and infrastructure
The risks and potential costs of not doing anything at all

The KMS Business Case Outline

There are many structures and depths for business cases. The trick is finding
one that will work for you in your situation. The best one for you would be one
that resembles any formerly acceptable, pre-existing, previously used
“structure and depth” at your enterprise. Get a copy of recent business plans
and business cases and try to mimic the format, content flow, and level of
depth that works where you work.
(Continued on page 7)
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(Continued from page 6)

Stage 1 Gate Review/Kick-off Meeting

After the business case has been finished, you need to review it with your Governing Board. One suggestion is to preview the case with each member (or at
least the key decision-makers and influencers on your board) prior to the formal review. Allow no surprises, from yourself or others in this group forum.
When we promote push within this push-pull KMS model, we mean that the
customer’s leadership pushes—not the T&D organization (or whoever is the
function behind/supporting/leading KMS). It is the customer’s management/
leadership that determines where their critical needs are, as facilitated by the
KMS/T&D organization. They push their people to attend to the T&D/ Learning/ KMS. And they make them finish their modules. Through administrative
systems to plan and track, a compensation systems that reinforces the notion
of “complete what you’ve started learning-wise.”
Then demand of the push creates the pull on the T&D system/processes put
deliberately in place to provide performance-based T&D/Learning/ KMS products and services. Push-KMS is a customer-centric approach facilitated by the
KMS supplier.

Déjà vu

In the EPPI push-pull KMS model that we are promoting, customer orientation
is taken to the level of collaboration between customer and supplier, facilitated by the supplier but controlled by the customer.
This is much the same as we model in our PACT Processes for T&D, which
themselves play a significant role in push-pull KMS as proven
approaches for working with Steering Teams and other teams in prioritizing
targets of opportunity; conducting analysis; and chunking content for reuse,
reductions in staff development time and costs, and improved performance
impact.
In push-pull KMS, we are calling for a set of systems/processes to facilitate
the collaboration of T&D customers and T&D suppliers, and then a targeted
approach, not a blanketing approach. Currently in T&D too many think that
they need to
provide a cornucopia of
content and
then let them
“pull.”

(Continued on page 8)

In push-pull
KMS, we are
calling for a set
of systems/
processes to
facilitate the
collaboration of
T&D customers
and T&D
suppliers, and
then a targeted
approach, not a
blanketing
approach.
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The Business Case for a
Push-Pull Approach to KMS
(Continued from page 7)

A “build it and they will come”— a T&D/KMS-flavored field of dreams.
Dream on. The critical needs of the enterprise to ensure the competence of
certain people, in certain jobs, in certain processes, cannot be left to chance.
You cannot be a responsible steward of the enterprise resources if you leave
some performance improvement to chance...and let some learners not finish
their modules! Those would be the Push audiences for KMS/ Learning/ T&D.

You cannot be
a responsible
steward of the
enterprise
resources if
you leave
some
performance
improvement
to
chance...and
let some
learners not
finish their
modules!

We shouldn’t care whether the Pull audiences finish or not. Hopefully they got
what they needed when they needed it and then got back to performing with
their new, timely-found knowledge.
KMS is one enabling response for enterprise leadership to employ, and it certainly needs to work in concert with many other enterprise systems/processes
(recruiting, appraisal, compensation, T&D, etc.).
The enterprise simply cannot and should not attend to everyone’s KMS needs.
They cannot, without sacrificing the quality, impact, and return potential of the
critical needs that really should be addressed. KMS needs are not all equal. All
we ask of you here is that you and your customers judge every opportunity for
each potential KMS product and service offering with an ROI measure. Do not
get enamored with what it could be. Focus more on what it should be. And
what night happen IF the T&D, Learning/ KMS content were not available.

KMS Content Development and Implementation

We propose our PACT Processes for KMS performance-based content development efforts. The following presents an overview of the PACT Processes as
they apply to T&D and KMS. We see T&D as simply one of the many types of
products a KMS makes available to users, and PACT can be used to build or
buy KMS content.
The PACT Processes for T&D are systematic, gated, collaborative approaches
for ISD that are consistent with and reflective of many of the newer approaches and practices for managing the business processes of highperforming enterprises in a business-rational manner.
(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
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The Business Case for a
Push-Pull Approach to KMS
(Continued from page 8)

The PACT Processes
▪

▪
▪

▪

▪

▪

P
A
C
.T
.

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

Are always in control from a schedule and budget perspective and
are driven strategically by key line and executive management
stakeholders.
Focus squarely on the knowledge and skill enablers required by
performers within business processes.
Select the best mix of T&D deployment strategies, including the
intranet/Internet/WBT, CBT, self-paced readings, videotapes, and
audiotapes, Structured-OJT/Coaching, as well as the most traditional approach: instructor-led classroom delivery.
Create a macro-design for a modular, performance-based library of
T&D content while salvaging all previous investments assessed as
worthy for reuse.
Enable prioritization for the gap T&D based on ROI, economic value
added (EVA®), and criticality/impact to critical business processes
and initiatives.
Greatly increase the share-ability of the T&D Modules, thereby reducing the typical redundancy of the content produced separately
for each audience and generating huge savings in first-time development costs, life-cycle maintenance costs, and ongoing development costs.
The three PACT ISD Processes are Curriculum Architecture Design (CAD), Modular Curriculum Development (MCD), and Instructional Activity Development (IAD). They each operate at
three distinct, different levels of ISD. Each is driven by the PACT
Process analysis methodologies for Performance Modeling and
Knowledge/Skill Analysis.

©2002 EPPIC, Inc. and Guy W. Wallace

Using a CAD-like Approach
CAD (Curriculum Architecture Design) is the macro-process. It generates the
overall, macro-, modular design for the entire T&D product line, made visible in
T&D Paths/learning continuums, so that business decisions can be made as
to which of the current “gap” T&D/KMS products should be developed/
acquired and brought to market/made available, and which of the current existing T&D products need maintenance.
(Continued on page 11)
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(Continued from page 10)

Both “needs” compete for the limited resources of the T&D/KMS organization.
In CAD the T&D products are referred to as T&D Events, and the T&D product
subassemblies are referred to as T&D Modules. The CAD process has four
phases and four key gate review meetings with the Project Steering Team.
Using an MCD-like Approach
MCD (Modular Curriculum Development) is the midlevel process. It generates
instructional products, the T&D Modules and T&D Events of the CAD, consistent with the business priorities established in the CAD process. The macrolevel analysis and design work from a CAD, if available, is brought to the midlevel ISD effort of MCD. The MCD process has six phases and four key gates.

Using an IAD-like Approach
IAD (Instructional Activity Development) is a special ISD process that builds
subassemblies or components of instruction, prior to or instead of building the
entire instructional product, including
▪ Best practices
▪ Performance/job aids
▪ Electronic or paper desk procedures
▪ Performance checklists
▪ Simulation exercises
▪ Knowledge tests
▪ Performance tests (for pre- and post-testing and/or certification/
qualification testing)
▪ Case studies
▪ Instructional content (at the awareness, knowledge, or skill level)
via instructional activities, demonstration activities, and
application activities
▪ Etc.
The standalone IAD process has six phases and four key gate review meetings, just as the MCD process does.

Key Roles and Responsibilities for Customer and Supplier Staff
Team Methodology
A number of methodologies are used throughout the PACT Processes; however, the most critical from both a quality and cycle time standpoint is the use
of teams throughout all phases. The use of appropriate company personnel on
the designated project teams will ensure higher quality of both the project inputs and outputs. In addition, it will provide for a level of participation in the
project activities that will create increased ownership of the results and more
support for eventual implementation.
(Continued on page 12)
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The Business Case for a
Push-Pull Approach to KMS
(Continued from page 11)

A common,
gated, incontrol ISD
process that
engages the
right
personnel at
the right time
to do the right
things; uses
sound ISD
principles; and
frees up the
time and
energies of
the ISD
professionals
to be creative
instructionally
and not forced
to continually
reinvent the
ISD process or
replan the
project.

The project’s overall structure for key roles and the teams is as follows:
▪ Project Steering Team
▪ Customer-side project manager
▪ Supplier-side project manager
▪ Analysis Team
▪ Design Team
▪ Development Team
▪ Pilot-Test Team
▪ ISD Team

Business Benefits of the PACT Processes for T&D
There are many business benefits to be derived from the adoption/
adaptation of EPPI’s PACT Processes for T&D. The benefits are for your shareholders, your customers, your T&D staff, and your T&D suppliers/vendors.
The key benefits are best summarized as follows:
▪
▪

▪

Improved effectiveness of the T&D due to its focus on performance requirements within business processes
Reduced costs for first-time development and life-cycle maintenance due
to the modular design concepts and frameworks already established and
populated in the initial implementation projects
Reduced project cycle time and costs due to the use of predefined teams
and roles/responsibilities, phases and tasks, and templates for both project inputs and outputs

The PACT Processes provide you with the following:
▪

A common, gated, in-control ISD process that engages the right personnel
at the right time to do the right things; uses sound ISD principles; and
frees up the time and energies of the ISD professionals to be creative instructionally and not forced to continually reinvent the ISD process or replan the project.

▪

A blueprint for a modular T&D product line that leverages a design concept and methodology that specifies both the shareable and unique T&D
Modules and Events. These Modules and Events allow the organizations’
key stakeholders to strategically place the T&D resource bets for the stra(Continued on page 13)
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What reviewers have said about:

lean-ISD
“If you want to ground your fantasy of a ‘corporate
university’ with the reality of a sound ‘engineering’
approach to instructional systems that will provide
results, you should learn about the PACT Processes.
If you are a leader of, or a serious participant in, the
design and implementation of a large-scale corporate
curriculum, then this book is for you. This system
could be the difference between achieving bottom-line
results with your training or being just another ‘little
red school house.’”
Geary A. Rummler, Ph.D., CPT
Performance Design Lab

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)

tegic and financial returns while enabling the sharing of content (Modules and
Events), thereby reducing future development and maintenance cycle times
and costs, as well as deployment costs.
▪

The avoidance of analysis paralysis and the increased/unpredictable schedule
and cost overruns due to a “jump in at the weeds level approach” where one
needs to analyze everything at a detailed level, just in case it will be needed.

▪

A top-down, systems-engineering approach to the T&D product line, covering
the entire enterprise, or key functions and job families, or key business processes and the key roles within, or a single function/job/role/task.

The PACT Processes for T&D provide a proactive, strategic, lean-ISD approach to
the development and deployment of performance-based/competency-based, traditional and non-traditional T&D interventions. These can meet the needs of a
KMS effort. The benefits to the organization for the adoption of the PACT Processes for T&D/KMS are increased quality and effectiveness of the product line,
with both reduced cycle time and reduced life-cycle costs. Improvements in product quality, quantity, cost. Better, faster, cheaper.

The PACT
Processes for
T&D provide a
proactive,
strategic, leanISD approach to
the
development
and deployment
of performancebased/
competencybased,
traditional and
non-traditional
T&D
interventions.
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New

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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From our Past Project Files

Super Curriculum Architecture Design
Session Yields $800,000 In Savings Via
Content Re-Use
From: December 1998
Rod Allen, project manager for General Motors University’s Manufacturing
College wasn’t shy about admitting that he was dragged “kicking and screaming” into the PACT Process for Curriculum Architecture Design (CAD) - known at
GMU at the time as MC– Modular Curriculum .
Today, he’s doing neither. In fact, he’s become a real proponent of the consistency and rigor that’s built-in to the CAD methodology, a systems engineering/
architectural design approach to ISD (Instructional Systems Design).
“Our end customers can appreciate that what we’re doing for them is truly
performance-based,” he said. “And the fact that we can support this with the
performance models provided by their master performers is credible to them
and to us.”
Allen and his fellow project managers Tim Bowker and Jerry Clinthorne are in the
throes applying the CAD process to four schools in the Manufacturing College:
MFD, Power Train, Assembly and Delphi. There are three target audiences within
these schools:
▪ First line supervisors
▪ Superintendents and area managers, and
▪ Plant managers and assistant plant managers.
Originally, individual CAD analysis and design sessions were held for each first
line supervisor target audience in each school in the Manufacturing College at
GMU. While many existing T&D courses made their way into the new Curriculum
Paths for the targeted audiences, the combined forecasted costs for the gap
(missing) training was estimated to be $1.4 million. Only 11 courses would share
content among the four schools.
But when the project managers and steering team reviewed the individual CAD
designs and paths, they thought they found enough similarities in the target
audience data that they began to consider a single curriculum path instead of
three for this job family.

While many
existing T&D
courses made
their way into
the new
Curriculum
Paths for the
targeted
audiences, the
combined
forecasted
costs for the
gap (missing)
training was
estimated to
be $1.4
million. Only
11 courses
would share
content
among the
four schools.

(Continued on page 16)
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Continued-

Super Curriculum Architecture Design Session
Yields $800,000 In Savings Via Content Re-Use
(Continued from page 15)

So Allen, Bowker and Clinthorne conducted what they termed a “super design
session,” a combined CAD design meeting using a master performer from
each school who had been involved in the individual design efforts.

The resulting
savings are
nothing short of
amazing: they
increased the
number of
shareable
courses to 78
from 11 which
has reduced the
forecasted
development
costs by
$800,000 - from
$1.4 million
down to
$600,000.

The resulting savings are nothing short of amazing: they increased the number of shareable courses to 78 from 11 which has reduced the forecasted
development costs by $800,000 - from $1.4 million down to $600,000.
Allen credits the savings to the way the CAD process forces a systematic look
at training and development, starting with a performance model constructed
by master performers. Because the data makes the enabling knowledge and
skill requirements visible, it is possible to eliminate duplicate training—as the
Manufacturing College proved to the tune of almost one million dollars.
The savings not only affect the T&D first costs (development), but the overall
life cycle costs of administration, delivery and maintenance. That’s where the
GM shareholder will see the REALLY BIG DEAL savings.
And that’s why GMU is using the PACT Processes for T&D, including CAD Curriculum Architecture Design (MC), and MCD -Modular Curriculum Development (MI) as their method to “commonize” the ISD processes.
Dave Smith, GMU’s project manager for the technology transfer said, “The
savings we expect are only half the story on the efficiency -side of our development processes. The other side is the effectiveness of the T&D due to the
performance orientation of CAD and MCD driven-content.”

The project described was part of a
PACT Process Technology Transfer
effort from 1996-1999,
conducted by Guy Wallace and his associates
at both SWI-Svenson & Wallace Inc. and CADDI Inc.
For more information about today’s version of CAD and MCD
and the PACT Processes for T&D,
contact Guy W. Wallace, author of the PACT Processes,
at 704-895-6364 or see his web site at www.eppic.biz

Pursuing Performance—The EPPIC Newsletter Spring 2006 ©2006 EPPIC Inc. All rights reserved. www.eppic.biz

Note: We do not recommend the following...

The Unfortunate Top 10 Ways to

MAXIMIZE T&D Expense
and Minimize or Eliminate ROI and Value Add

1- Create every training product as a “one-off”
•Instead of as a component of a deliberate, systemic, program management approach to ISD,
to minimize critical gaps and overlaps and ensure ROI and Value Add

2– Don’t deliberately re-use/share content
•Instead of managing the T&D product line’s modularity and increasing the reuse of content,
to reduce 1st and life cycle costs, while developing a common enterprise language and
greater shared understandings

3- Base the T&D product line on surveys
•Instead of determining the unique performance requirements of your processes and practices,
and then determining the enabling competencies specific to your process performance

4- Base the T&D product line on generic competencies models
•Instead of determining the unique performance requirements of your processes and practices,
and then determining the enabling competencies specific to your process performance

5- Assess knowledge to assess learner competence and training effectiveness
•Instead of evaluating performance fluency in a high-fidelity simulation and/or back on the job

6- Assume everyone should get equal training and development opportunities
•Instead of targeting key Target Audiences for ROI for T&D “push” and developing content in a
modular manner and then warehousing electronically it to enable “pull” access for non-Target
Audiences

7- Make the key decisions on behalf of your customers and stakeholders
•Instead of systematically engaging all of your key stakeholders in the business-decision making
process inherent in the T&D system

8- Consider only the “first cost” of training development
•Instead of managing for “total life cycle costs and returns — ROI” including administration,
deployment, maintenance and lost-opportunity costs for the learners

9- Measure “butts in seats” or “butts on sites”
•Instead of measuring performance impact using enterprise metrics, including revenue
enhancement, cost or risk avoidance, ROI, Value Add, RONA, etc.

10– Enable anyone and everyone to create content for your LMS/LCMS or ewarehouse, despite the future cost implications of administration and maintenance or legal risk
•Instead of carefully developing, deploying and managing “content” that has a visible +ROI,
and not a hidden -ROI
The PACT Processes for T&D/ Learning/ Knowledge Management will help you avoid the pitfalls above!
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Performance—The
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THE STRATEGY-CULTURE GAP:
Or How to Get the Culture You Need to Win
By Don Tosti, PhD, CPT
Introduction
The trick for
organizational
leaders is to
find ways to
ensure that the
way people in
the organization
“prefer to
behave” is
compatible with
what is needed
to successfully
deliver the
business.

Part 1 of 2

Margaret Mead defined culture as “the way a group of people prefer to behave.” Others have defined it as “the way we do things around here.” This
behavioral view of culture, defines it in terms of a set of practices that are
common to some group. That definition works for any culture, including company cultures. The trick for organizational leaders is to find ways to ensure
that the way people in the organization “prefer to behave” is compatible with
what is needed to successfully deliver the business.
The historical business landscape is littered with groups and businesses that
did not have the “right” culture to survive over time. They were unable to
change as their environment changed. The practices that make up an organizational culture include such things as how people within the organization
relate to each other, how they relate to outsiders (for example customers,
vendors, allied organizations, etc.), how people relate to those at different
levels in the hierarchy, and what people think is important about what they
do.
We often use value labels to organize sets of these practices into coherent
groupings such as “trust,” “openness” or “respect.” While the labels are important and useful for communication and understanding, it is the practices
that really matter. What makes the difference for an organization is what people do, not what they say they do or what they say they believe to be important. While organizations are becoming more knowledgeable about the significance of their cultures, there still seem to be those who feel that culture
can somehow be changed simply by declaring a set of values. While that may
be a useful start, it usually does little to change how people actually behave.

ORGANIZATIONAL VALUES: As is—As needed
“As is” practices –this reflects the culture that has “built up” over the years
that the company has existed. It is probably based on how the original founders behaved, modified over the years by the organizations need to adapt.
We usually refer to these practices and values as the Present Values.
Don Tosti
PhD, CPT
ISPI Past President

“As needed” practices—these are the cultural values and practices the organization needs to exhibit in order to support the strategy and mission of the
organization today. We refer to these as Operational Values since they are
(Continued on page 19)
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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 development 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 development.
This analytic and design process ensures that you dot all the i’s and cross all the
t’s when moving your company or client to Learning by Design, not Learning by
Chance. The elegant 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 enterprise. Once the elements are mapped out, the model, through
enclosed assessment and prioritizing tools, helps determine where and when to
put corporate assets to maximize corporate return on investment.
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
“T&D Systems View is an excellent resource for anyone with a management role
in training. The book has useful guidelines and models on how to structure and
manage the T&D function. The models should drive meaningful discussions that
lead to better decisions about the roles, responsibilities, and relationships of the
enterprise’s leadership, T&D as a function, and T&D’s internal customers.”
—Judith Hale, Ph.D.
Hale Associates

Attractiveness
scores are
determined based
on factors such as
profit margin,
volume of
business, fast
of from
This bookpayment
is available
invoices,
or
Amazon.com and history
ISPI.org
for $25.00
plus
s&h
partnering with
...and a 10% discount
for ISPI member
at ISPI.org
suppliers,
and
ease
of working with.

(Continued from page 18)

what is necessary to get results and accomplish the mission. Operational values should be seen in the day-to-day practices that support the delivery of
the strategy. They are generally stated in fairly specific terms, and are focused on organizational results.

The Strategy-Cultural “GAP”
I sometimes work with senior management teams on establishing their priorities and generating new strategies I often end these sessions with a question
“On a scale from one to ten - to what extent do you believe we have a culture
that can support this new strategy?”
Answers usually rang from three to seven. Then I ask “If it is really this low,
how can you expect to successfully implement the strategy?

Operational
values should be
seen in the day
to day practices
that support the
delivery of the
strategy.

This points out the existence to a greater or lesser extent in virtually every
(Continued on page 20)
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THE STRATEGY-CULTURE GAP
(Continued from page 19)

company of a Strategy—Culture gap. That gap can be defined as the difference between present practices and the operational practices necessary for
results.”

Some
companies try
to deal with
cultural issues
by developing
a set of
aspirational
values.
Such
aspirational
values may
not truly be
“company
wide cultural
values” since
they may not
all be
demonstrated
by all the
people in the
organization.

Managers may if pressed acknowledge the strategy -- culture gap but seem
helpless in knowing what to do to close it. Too often management avoids any
direct responsibility for dealing with this important issue by delegating it to
the HR department which lacks the operational power to make the change
happen.
Some companies try to deal with cultural issues by developing a set of aspirational values. The process often takes place at a retreat where the managers
contemplate their vision and core beliefs. The resulting values are then declared and presented to the rest of the organization. People are encouraged
to follow them and managers are supposed to use these values as broad
guidelines for their actions and decisions. Such aspirational values may not
truly be “company wide cultural values” since they may not all be demonstrated by all the people in the organization. For example a value of “we will
develop our people” can be an important and high priority value for a manager but the janitor would probably be hard pressed to demonstrate it in his
or her daily work life.

Operational Values
Operational values are derived quite differently from aspirational ones. They
are based on a careful analysis of what is required to be a successful organization in terms of results. They must be clearly liked to the “bottom line” and
all other indicators of success like customer satisfaction and loyalty. They can
easily be positioned as “company culture values” since they are anchored in
behavioral practices that can be demonstrated in some form by all employees in their interactions with each other, with customers, and in the priorities
they establish.

Current Attempts at Dealing with Values
Today in many organizations aspirational values are increasingly being considered and formulized. Unfortunately at the same time most organizations
ignore the operational values which focuses on results leaving them to what
ever has evolved over time. They seldom even identify and even less frequently actively work to bring their “organizational culture” into line with the
requirements for their organizational success; closing the strategy-culture
gap.
(Continued on page 21)
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(Continued from page 20)

Both types of values may be critical to the long-term health and success of
an organization, and should not be in conflict. That is, decisions and beliefs
about organizational priorities must be supported by the way people actually
work with each other and with the organization’s customer and suppliers. It
may help to differentiate them by thinking of aspirational values being linked
to vision, and operational values to mission.

How Needed Operational Practices Can Be Determined
If we are going to create a new process we would first examine our mission
and determine what results would reflect mission accomplishment. Then
working back from results we would define a set of processes that would best
produce that result. The various processes would then be linked together to
form the operations.
A similar methodology would be used in determining the needed cultural
practices. We first examine and get agreement on desired results. Then working backwards from results we could define a set of practices which would
support the production of that result. These practices could then be grouped
together under value labels.
Let’s see how that would work in practice. Suppose we defined a desired result as “increasing customer loyalty.” Management feels that this result could
make a huge bottom line difference.
Then we would gather data from company employees and perhaps customers as well as to how we should behave to deliver this result. This could be
done in many ways; Surveys, card sorts, interviews, focus groups, observations etc.
Now it is quite likely this research effort would indicate some practices like
the following
..Always be honest: never pass on inaccurate information
..Always meet your commitments
..Make sure you advice is based on fact, not just your personal agenda
These practices could easily be grouped under a value of “trustworthy” and
then be positioned as an operational value.

Today in many
organizations
aspirational
values are
increasingly being
considered and
formulized.
Unfortunately at
the same time
most
organizations
ignore the
operational
values which
focuses on results
leaving them to
what ever has
evolved over time.

This method is often referred to as a “criterion referenced” approach since it
begins with a specific criterion; that is the desired business result and uses
that as a reference point to determine what actions we should take.

(Continued on page 22)
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THE STRATEGY-CULTURE GAP
(Continued from page 21)

The Power of Operational Values and Practices
Operational Values and Practices are not just nice to have. They are absolutely critical if we are to deliver the desired results. This fact provides a
strong motivation for change. The one thing we know from research on culture change is that it is most likely to occur when people in the culture see a
clear advantage for that change; the most powerful advantage being to survive and/ or to thrive as a community - or in this case as a business.
Since they are directly linked to the results of the business, operational values can more easily be described as those things we must demonstrate as a
company in order to survive and thrive. What's more, operational values as
derived from data from a cross-section of employees at all levels are easier to
buy into than those generated by managers at some retreat

Aspirational
values generally
came out of
senior
management
deliberations and
as such provide
no “audit trail”
making them a
somewhat harder
sell.

The other advantage is that operational values are derived from clustering of
practices. The practices in turn were derived from what was necessary to deliver results. Thus a clear “audit trail” exists from results to practices to values.
Aspirational values generally came out of senior management deliberations
and as such provide no “audit trail” making them a somewhat harder sell.
“Why should we change?” is the often unanswered question people have
when confronted with aspirational values. In addition the question arises
“does that mean I have to change or just the managers?”
Another important factor in culture change is the ability to measure it. Since
the process of creating operational values defines the practices; these can
provide opportunities to measure present levels of demonstration by the culture. Therefore the extent to which the culture is aligned with the strategy can
be objectively assessed: and the “cultural gap” determined. This is a powerful
tool for culture change - it allows us to justifiably claim that our value alignment is not being driven by dictates of management but by dictates of the
business.
There are many cultural assessments instruments available in the marketplace. But virtually all of these are “norm referenced” rather than “criterion
referenced”. A criterion referenced assessment is derived from an analysis
of the business requirements consistent with the company’s own strategy. A
norm referenced assessment is derived from a statistical analysis of some
“theory” about cultural dimensions across a wide variety of organizations with
widely different strategies. Furthermore the dimensions derived from norm
(Continued on page 23)
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(Continued from page 22)

referenced instruments are seldom congruent with either the aspirational or
operational values of the organization making it even harder for people to
make the linkages.
When we perform an operational value analysis we often find there is most
often an overlap between any previously generated aspirational and our
“new” operational values. Organizations should aspire to be more than what
they are now but the operational values are the ones which we should focus
on for culture change because these are the ones that are most important for
implementation of the strategy and the immediate and long-term success.
Some managers cling strongly to those aspirational values that they worked
so hard to generate. They may also view operational values as less colorful
and inspiring than aspirational values. On the other hand, to the average employee, aspirational values often seemed more “motherhood” and more
vague than operational values. In addition they are too often seen as the executive managers’ values not the organization’s values.
Community or cultural values by definition must be capable of being demonstrated by every member of the community. A company is a community and,
therefore, the community values must be “owned” and demonstrated by
every employee, not just managers. Since our operational values and practices were derived through a community consensus processes they are more
easily accepted by the employees as
“The way we should be doing things around here.”

Part 2 will continue in the
Summer 2006 issue of Pursuing Performance

Some managers
cling strongly to
those aspirational
values that they
worked so hard to
generate. They
may also view
operational
values as less
colorful and
inspiring than
aspirational
values.
See Don’s recent
white paper and
article on HPT at :
BPTrends.com

Reach Don via
email at :
dont888@aol.com
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Handbook for Human Performance Technology (3

rd

ed.)

published by Pfeiffer, a publishing unit of John Wiley & Sons, Inc.

Part One: Foundations of Human Performance Technology - Monique Mueller, Editor► Human Performance Technology Fundamentals - James A.
Pershing ►The Performance Architect’s Essential Guide To The Performance Technology Landscape - Roger M. Addison, Carol Haig ► Business
Perspectives For Performance Technologists - Kenneth H. Silber, Lynn Kearny ► Performance Improvement: Enabling Commitment To Changing
Performance Requirements - William R. Daniels, Timm J. Esque ► Systemic Issues -Dale M. Brethower ► Mega Planning and Thinking: Defining And Achieving Measurable Success - Roger Kaufman ► The Origins And Evolution Of Human Performance Technology - Camille Ferond►►► Part Two: The Performance Technology Process Jim Hill, Editor ► Aligning Human Performance Technology Decisions With An Organization’s Strategic Direction - Ryan Watkins ► Analysis And More - Allison Rossett ►
Requirements: The Bridge Between Analysis And Design - Ray Svenson ► Modeling Mastery Performance And Systematically Deriving The Enablers For Performance
Improvement - Guy W. Wallace ► Dimensions Of Organizational Change - Larissa V. Malopinsky, Gihan Osman ► Using Evaluation To Measure And Improve The Effectiveness Of Human Performance Technology - Robert O. Brinkerhoff ► The Full Scoop On Full-Scope Evaluation - Joan C. Dessinger, James L. Moseley ►►► Part Three:
Interventions At The Worker And Work Team Levels - Karen L. Medsker, Editor ►Instruction As An Intervention - Michael Molenda, James D. Russell ► Designing Instructional Strategies: A Cognitive Perspective - Kenneth H. Silber, Wellesley R. Foshay ► Games And Simulations For Training: From Group Activities To Virtual Reality Robert L. Appelman, John H. Wilson ► Distance Training - Jose Manual Ochoa-Alcantar, Christy M. Borders, Barbara A. Bichelmeyer ► Innovation In Performance
Improvement With Mentoring - Margo Murray ► Motivating Individuals, Teams, And Organizations - Richard E. Clark ► Shifting Organizational Alignment From Behavior
To Values - Anthony W. Marker ► Principles And Practices Of Work Group Performance - Michael F. Cassidy, Megan M. Cassidy ► Performance Support Systems - Steven
W. Villachica, Debora L. Stone, John Endicott►►► Part Four: Interventions At The Workplace And Organizational Levels - Mark J. Lauer, Editor ► The Impact Of Organizational Development - Brian Desautels ► The Fifth Discipline: A Systems Learning Model For Building High Performing Learning Organizations - M. Jeanne Girard, Joseph Lapides, Charles M. Roe ► Knowledge Management, Organizational Performance, And Human Performance Technology - Debra Haney ► Coming To Terms With
Communities Of Practice: A Definition And Operational Criteria - Sasha Barab, Scott J. Warren, Rodrigo del Valle, Fang Fang ► Workplace Design - Karen L. Medsker ►
Six Sigma: Increasing Human Performance Technology Value and Results - Darlene M. Van Tiem, Joan C. Dessinger, James L. Moseley ► Normal Excellence: Lean
Human Performance Technology And The Toyota Production System - Joachim Knuf, Mark J. Lauer►►► Part Five: Performance Measurement And Assessment - Jana L.
Pershing, Edito ►A Commentary On Quantitative And Qualitative Methods: Myths And Realities - Jana L. Pershing ► Constructing Effective Questionnaires - Sung Heum
Lee ► Interviewing To Analyze And Evaluate Human Performance Technology - Jana L. Pershing ► Observation Methods For Human Performance Technology - James A.
Pershing, Scott J. Warren, Daniel T. Rowe ► Using Content Analysis In Human Performance Technology - Erika R. Gilmore ► Quantitative Data Analyses - Mary Norris
Thomas ► Evidence Based Practice And Professionalism Of Human Performance Technology - Ruth Colvin Clark►►► Part Six: Performance Technology In Action Debra Haney, Edito ►Transitioning From Learning To A Performance Function - Dana Gaines Robinson, James C. Robinson ► Using An HPT Model To Become Management’s Partner - Danny Langdon ► Managing Human Performance Technology Projects - Nicholas Andreadis ► Leadership In Performance Consulting - Roger Chevalier
► The Anatomy Of Performance: A Framework For Consultants - Geary A. Rummler ► Certification: An Alignment Intervention - Judith A. Hale ► Standards And Ethics In
Human Performance - Ingrid J. Guerra ► Professional Ethics: A Matter Of Duty - Jim Hill ► Improving Human Performance By Employing A Top Down Function Analysis
(TDFA) Methodology In Navy Aircraft Design - Dennis Duke, Robert Guptill, Mark Hemenway, Wilbur Doddridge ►►► Part Seven: Looking Forward In Human Performance Technology - Darlene M. Van Tiem, Editor► SWOT Analysis - Doug Leigh ► Sustainable Development And Human Performance Technology - Scott P. Schaffer,
Therese M. Schmidt ► Rapid Reflection Throughout The Performance Improvement Process - Sharon J. Korth, Brenda S. Levya-Gardner ► Appreciative Inquiry:
Unraveling The Mystery Of Accentuating The Positive - Darlene Van Tiem, Julie Lewis ► Comprehensive Performance Evaluation: Using Logic Models To Develop A Theory
Based Approach For Evaluation Of Human Performance Technology Interventions - Barbara A. Bichelmeyer, Brian S. Horvitz ► Aligning The Human Performance System John Amarant, Donald T. Tosti ► Systems, Measures, And Workers: Producing And Obscuring The System And Making Systemic Performance Improvement Difficult - Don
Winiecki ► Hidden Order Of Human Performance Technology: Chaos And Complexity - Darlene Van Tiem, Swati Karve, Jennifer Rosenzweig, David Johnson ►
Quantulumcunque Concerning The Future Development Of Performance Technology - Klaus D. Wittkuhn
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44th Annual International
Performance Improvement Conference

Researching the Radical:
Validating Unconventional Technologies
Join Guy in Dallas for

his three sessions:

Different Approaches to Training Design*
Performance-based Curriculum Architecture Design
Modeling Mastery Performance and
Systematically Deriving the Enablers

* to be co-delivered with current ISPI President Thiagi

For more info: www.ispi.org
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The Stakeholder Hierarchy
Government

See
Pursuing Performance
Fall 2002
pages 20-21

for our short article on

Shareholders/Owners

“Balancing
Stakeholder
Requirements”

Board of Directors
Executives
Management
Customers

- or an earlier version -

Employees

Balancing Conflicting
Stakeholder Requirements

Suppliers

The Journal for Quality and Participation
(March 1995)

Community
©2002 EPPIC,
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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, including 3 of the current top 5,
and 10 of the current top 50, and 25 of the current Fortune 500 (as of 4/05)
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 50 articles. He has presented more
than 50 times at international conferences and local chapters of ISPI, ASTD,
and at IEEE, Lakewood Conferences, ABA, the Conference on Nuclear Training
and Education, and at the Midwest Nuclear Training Association.
He has served on the ISPI Board of Directors as the Treasurer on the Executive 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
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EPPIC Inc.
Achieve Peak Performance
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

PACT Processes
for T&D/ Learning/ Knowledge Management
to achieve Peak Performance with predictable ROI!
If your current Master Performers can do it,
why not everyone else?
3/27/2006

