
Not all product/service features have advantages over their competition or 
are potentially beneficial for all customers. Just as not all of the features of 
the PACT Processes for T&D, while offering many advantages over competi-
tors’ versions of ISD, are each necessarily a benefit to each of my former cli-
ents.  

I created the PACT Process of CAD -  Curriculum Architecture Design - during 
the early 1980s to address our consulting clients’ needs for a performance-
based, large-scale Training Needs Analysis...that would also reconcile their 
existing T&D...not wanting to throw the baby out with the bath water. It was 
the start of my fixation on reuse. And standardization/common-ization of ISD 
processes. The first formal CAD, done for Exxon USA Exploration Geologists 
and Geophysicists needed to address shareable content and unique content 
and deal with location variables (“...drilling for oil Guy is different in the sands 
of west Texas than on the slopes of the Rocky Mountains or the tundra of 
Alaska or off-shore in the gulf and ocean…”). After an analysis of performance 
and of the enabling knowledge/skills it was determined that it wasn’t that 
different. Some. A little. But not as drastically as it had been thought. 

Many successive CAD projects enabled me to quickly evolve the methodology 
and a common set of tools/templates. Much of my need for that was driven 
by more and more consultants on the staff at Svenson & Wallace Inc (SWI) 
1982-1997 or at CADDI Inc. 1997-2002 or since at EPPIC Inc. were needed 
to conduct CAD and later MCD projects. Many would sometimes be involved 
on the same project and had to cooperate and present a common “face” and 
approach in front of the client to get the project done...or worse...when in-
volved in complex projects cutting across numerous regions and addressing 
critical performers in critical business processes...they had to bring data from 
parallel efforts together in order to uncover the common needs from the 
unique needs and then design a CAD or an instructional product with several 
versions.  
 
I and my clients could not tolerate each ISDer doing their ever-changing ver-
sion of ISD and/or each project being done differently. It’s hard to achieve a 
high level of reuse in that situation, or be predictive about schedules and 
costs. I as the leader of those practice areas in those consulting firms 
needed to have a common approach, tools and templates for everyone to 
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My Point Is 
PACT’s Features have Advantages that might be Benefits 

use to help assure me so that I could assure the customer of our ability to predict 
the time needed, the schedule, the quality of the outputs AND the cost - whether I 
was quoting the effort fixed-fee (as most were) or time-and-expense. I needed to 
be able to predict my internal costs for fixed-fee pricing purposes and to assure an 
appropriate margin after the dust settled...or I needed to predict the time-and-
expense cost within a very tight percent of where it would eventually end up. Using 

the common approach to ISD at each of the 3 levels of PACT has certain features 
that may or may not be benefits to you in your situation. Which of these features 
above might benefit you in a redesign of your ISD methods?  
 
I hope this issue of Pursuing Performance provides you 
with value. Your feedback is always appreciated! Have a 
great winter! Cheers! ►►►►► 

(Continued from page 1) 
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More informa-
tion, articles 
and presenta-
tions regard-
ing the PACT    
Processes 
may be found 
at 
www.eppic.biz 

PACT Processes  

Features 

PACT Processes  

Advantages 

PACT Processes  

Potential Benefits 
A common, gated, 
lean-ISD process with 
defined tasks, roles/
responsibilities, and 
outputs 

Accelerated project ef-
forts breeze through an 
inherently complex set of 
project tasks, and analy-
sis paralysis is always 
avoided 

Realistic project planning for both schedule 
and costs 

Reduced rework and wasted effort 

Reduced cycle time and labor costs 

Lower investment costs and higher returns 

 

Uses teams of key 
stakeholders for the 
key inputs, process 
oversight, and busi-
ness decision-making 
within the ISD/T&D 
processes 

 

Business decision-making 
always supersedes ISD/
T&D decision-making, 
but both play their ap-
propriate role at the ap-
propriate times 

Brings stakeholders with differing needs to a 
consensus view to optimize for the sharehold-
ers and not parochial interests 

T&D is focused on the critical, high-payoff busi-
ness needs and not on the next T&D need un-
covered 

Produces a four-level 
series of analysis and 
design data that en-
sures an orientation to 
business process per-
formance versus con-
tent 

Business decisions by or-
ganized stakeholder 
teams are at just-in-time, 
critical process ISD/T&D 
milestones 

Configuration of the T&D product line content 
and deployment methods is in control and has 
an eye toward life cycle ownership costs versus 
first development costs alone 

Deployment methods can vary depending on 
the target audience demographics and the 
nature of the content/performance to be 
learned 

 

EPPIC’s Guy W. Wallace, CPT 
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Paul Harmon 
 

To manage business process change effectively, companies need a 
business process architecture that provides managers with an 
overview of all processes supported by the company, and the       
relationships among processes, management, measures and      

enabling resources of all kinds. 
 

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

Systems to the  
Performance Requirements  
of the Enterprise Processes 

Richard E. Clark, PhD, CPT 
 

While there are notable exceptions, our analysis of the field  
suggests that when we succeed, it is often because we          
generate limited, contextualized, non- transferable craft          

solutions to educational problems.  
 

clark@usc.edu 
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Designing the ISD System for Improvement 

7 Levers for Improving 
ISD Return On Investment 
By Guy W. Wallace, CPT 

First things first 
The ultimate goal of T&D, the output of ISD, is improved performance 
by the learners as measured by business metrics. Period.  

 
But what metrics? Improved performance of the learners is how the T&D 
product effectiveness is best measured. That is how ISD is typically meas-
ured. But what about its efficiency? What about ROI? What about ROI over 
the life-cycle of investments and returns -  and not just returns on first costs? 
 
What if it took 1 million dollars to improve performance of 20 performers to a 
Six Sigma level in a cou-
ple of less-than-critical 
processes? Its ROI is 
probably terrible. That 
ISD product develop-
ment and delivery 
wouldn’t be efficient 
ISD regardless of its 
effectiveness. 
 

With T&D, it’s not really important that someone learned something, 
even to a very high proficiency, if what was learned had a miniscule 
impact on the enterprise given its costs. 

 
ROI is the calculated actual (after the fact) or projected (before the fact) re-
turn minus investment divided by the initial investment costs. It can be ex-
pressed as a ratio or percentage:  3:1 or 300% would result from an invest-
ment of 100 yielding a gross return of 400 and a net return of 300. Here’s an 
example: 400 minus 100 equals 300 which is then divided by 100 resulting 
in 3:1 or 300% 
 
And for this article...the tag “T&D” represents any instructional “product” (e-
learning module/classroom) or “service” (structured on-the-job certification 
coaching and testing) however deployed. And ISD is the label for Instructional 
Systems Design, the “process” for creating instructional products/services. 
 

(Continued on page 5) 

ROI is the 
calculated actual 
(after the fact) or 
projected (before 
the fact) return 
minus investment 
divided by the 
initial investment 
costs.  

ROI = 
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First things first—
The ultimate goal 
of T&D, the output 
of ISD, is 
improved 
performance by 
the learners as 
measured by 
business metrics. 
Period.  

With T&D, it’s not 
really important 
that someone 
learned 
something, even 
to a very high 
proficiency, if 
what was learned 
had a miniscule 
impact on the 
enterprise given 
its costs. 
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The ISD process goals are not to just create quality T&D as measured not by 
learning but by performance impact, and to do so in a reduced cycle time and 
at reduced costs.  
 
And not just reduced first costs, but reduced overall life cycle costs. One thing 
to keep in mind regarding ROI is that IF you bring the “I” costs down you’ll 
automatically improve your ROI. And in a life-cycle sense that might mean fu-
ture maintenance of the content, which if designed correctly can be done in a 
reduced cycle time and cost. If instructional content is designed not correctly 
it can be more costly and time consuming than need be to conduct updating 
efforts.  
 
And if you can bring these types of longer-term Investment costs down AND 
improve the “R” - Return - in terms of the process performance improvement 
impact of your ISD efforts — you’ll do a double whammy in improving the ROI 
of your system...assuming that you have targeted ISD projects where there 
was sufficient ROI in the first place! 

 
In my ISD consulting practice I use the PACT Processes to help my clients fo-
cus on the following “7 Key Leverage Points” for improving the ROI of their 
ISD processes: 
 

(Continued from page 4) 

(Continued on page 6) 
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ISD Return On Investment 
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1- Performance Impact 
2- Modular Reuse Design  
3- Development System 
4- Inventory System 
5- Administrative System 
6- Deployment System 
7- Maintenance System 
 

The first “lever” impacts improvement of ROI by increasing the R. The remain-
ing 6 “levers” reduce investment costs to improve ROI. In my view, we have 7 
ISD “Xs” to “Design For” in looking at any redesign of our ISD system...let me 
explain… 
 

Designing For the Xs 
A long time ago (in the early 1980s) I learned about the efforts of the engineer-
ing communities in my consulting organization’s client organizations and their 
push for quality improvements. This push/movement was known by many 
names, including TQM—Total Quality Management.” TQM’ers often spoke of 
getting ahead of the quality curve/problems by better up-front design...as in 
let’s design “quality in” rather than “inspect it in” later.  
 
The product was itself designed for quality in user and other stakeholder 
terms, and was then followed by the design of the product’s process, that too 
attempted to improve quality in terms of the supplier’s needs and other stake-
holders as well.  
 
A popular phrase was: “Designing for the X, or for multiple X’s.  The “x” might 
be product related or process related. It was also referred to as designing for 
the “ilities” as in manufacturability, operability, reliability, serviceability, etc. 
Some examples of the “xs” for a product designer of cars might be:  
 

• Gas mileage over 50 mpg 
• Reduced service time and costs for routine maintenance by 10% 
• Seat adjustable for 95% typical gender/age differences in physique 
• Reduced assembly time during manufacturing by 20%. 

 
Years ago, in thinking about the levers of ISD ROI, I simply took these engineer-
ing design notions and applied it to my ISD consulting work, and then ex-
panded upon it in a 2002 ISPI conference presentation.  

(Continued from page 5) 
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TQM’ers often 
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ahead of the 
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“inspect it in” 
later.  



What reviewers have said about:  

  lean-ISD 

The lean-ISD book is available at  
Amazon.com  

for $50.00 plus s&h 

Recipient  
of  

ISPI’s  2002  
Award of Excellence  

“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. 
Performance Design Lab 

 
This is the first write-up on my thoughts regarding “how to” improve the ROI of 
your ISD system—versus the ROI of a single training product. So here is some 
of my past thinking and consulting approaches regarding these 7 “Xs” for the 
ISD community of analysts/designers/developers and their management and 
stakeholders.  
 

Oh, another note: I also believe that in general this is the preferred or-
der of concern and attack...  

 

1- Performance Impact 
Designing for this “X” – means targeting an improvement in human process 
performance, post-instruction, using defined business metrics.  
 
This also means having both pre and post data, projections first and actuals 
later, that are meaningful to your stakeholders. If your initial ROI projections 

(Continued from page 6) 

(Continued on page 8) 

This also means 
having both pre 
and post data, 
projections first 
and actuals later, 
that are 
meaningful to 
your stakeholders.  

Cover design by Geary A. Rummler 
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show an ROI value above and beyond your “corporate hurdle rate,” then you 
should proceed. But it’s hard to do that when you are unclear about the proc-
ess performance that you are trying to affect. 
 
Your ISD processes must be performance-based or performance-oriented. 
 
Regardless of how little or much you “invest” in producing ISD instructional 
products, if you don’t impact human performance in the business process(es) 
in a positive manner, then why go to all that bother in the first place?  
 
You shouldn’t even begin any serious/costly instructional design effort without 
first having a reasonable estimate of the “costs to do something - versus “the 
costs of doing nothing at all” and an estimate of the “probable returns.” Not all 
returns are dollar-izable. And ANY cost associated with doing something other 
than nothing at all needs to be captured. 
 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 

 
► Do your instructional products measurably improve the performance 
of its target audiences and their processes? How do you know? How do 
your clients and other stakeholders know? 
 
► Are your ISD methods performance-oriented versus content 
oriented?  
  
► Are your instructional design efforts “targeting” performers or are 
they “blanketing” performers?  
 
► Do you have many one-size fits all types of programs? Is time man-
agement really the same for all jobs? Or what is/are the same/common 
and valuable enough to warrant developing generic instructional prod-
ucts without the specific task applications being addressed? 
  
► Do enterprise leaders strategically select targets for your efforts and 
then measure your success? 
 

And...if you successfully addressed any issues in this area, what types and lev-

(Continued from page 7) 

(Continued on page 9) 

...it also requires 
providing the 
“clear rules and 
tools” to 
appropriately 
increase the 
“reuse” of 
certain content 
to speed ISD 
development, 
reduce first and 
life-cycle 
maintenance 
costs, and 
provide for more 
common-ality 
across your 
entire product 
line.  



els of return might this result in?  Would it affect turnover? Customer com-
plaints? Scrap/Yield? Warrantees? Revenues? Other?  What level of Invest-
ment costs might it take to adequately address this? 
 

2- Modular Reuse Design  
Designing for this “X” – means defining, requiring, and enabling an “object/
modular design strategy” in your ISD process.  
 
And it also requires providing the “clear rules and tools” to appropriately in-
crease the appropriate “reuse” of certain content to speed ISD development, 
reduce first and life-cycle maintenance costs, and provide for more common-
ality across your entire product line.  
 
How modular is your modular approach? It should be more of a hierarchy like 
“Books-Chapters-Paragraphs” and not just modules.  
 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 
 

► Are your ISD product designs based on a modular, building block, 
reuse design strategy? Does your ISD system force reuse of all ISD ob-
jects, or does it combine the concept of “reusable objects” with “unique 
objects”? 
 
► What level of content overlap currently exists across your product 
line? What % of your total instructional product line’s components/
objects could be shared? 
 

And...if you successfully addressed any issues in this area, what types and lev-
els of return might this result in?  More shared content and reduced develop-
ment and maintenance costs? Shorter cycle times for instructional availabil-
ity? What level of Investment costs might it take to adequately address this? 

 
3- Development Process 
Designing for this “X” – means using a common ISD development/acquisition 
process(es), that varies slightly per product deployment method/media type, to 
ensure quicker speed, better performance impact, and lowered overall life cy-
cle costs.   
 
This ISD process is often referred to as ADDIE—Analysis/Design/Development/
Implementation/Evaluation. There are many variations presented as ADDIE in 
books and conference presentations. Not all ADDIE processes are alike, or as 
effective in varied situations. 
 

(Continued from page 8) 

(Continued on page 10) 
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reuse of all ISD 
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“unique 
objects”? 



7 Levers for Improving 
ISD Return On Investment 
Developing printed instructional materials is inherently different from develop-
ing on-line computer simulations for instructional purposes. The ISD sub-
processes for new development and/or adaptation of existing content will vary 
slightly depending on deployment type. 
 
You might also have another reason for a slightly varied set of ADDIE-type proc-
esses. Relative to each other, you need a simpler one for awareness-building 
communications, and one with a little more rigor for knowledge-building educa-
tion, and much, much greater rigor for skills-building training. IF you are seri-
ous about achieving your awareness/learning/skill goals. 
 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 
 

► Do you have a common “new product development process” (i.e.: 
ADDIE) or processes used by all ISD designers/developers? Or are they 
each doing their own thing quite differently from each other? 
  
► Do you have a common development process that uses rules and 
tools/templates to facilitate better performance impact, as well as ISD 
process speed, content accuracy and completeness; or is it “just bu-
reaucratic” in nature? 
  
► Does your design automatically reflect the real performance situa-
tion requirements as determined by your upfront analysis efforts? Are 
your products pilot-tested for accuracy, completeness and performance 
impact before general release? 
  

And...if you successfully addressed any issues in this area, what types and lev-
els of return might this result in?   Reduced redundant content development 
costs (and then there is maintenance later on top of that)? Reduced delivery 
costs? Establishment of more common language, tools, techniques, best-
practices, etc. across different target audiences/geographies? More predict-
ability in terms of quality, cost and schedule for ISD project efforts? Other? 
What level of Investment costs might it take to adequately address this? 
 

4- Inventory System 
Designing for this “X” – means creating and enabling an inventory system for 

(Continued from page 9) 

(Continued on page 11) 
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Does your design 
automatically 
reflect the real 
performance 
situation 
requirements as 
determined by 
your upfront 
analysis efforts?  

Is your systems’ 
“master content” 
“inventoried” 
centrally, for 
controlled 
access and 
management? 



What others have said about:  
 

T&D Systems View 
 
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 which are most critical  
to the success of your organization and how to get them 
under control before someone else does it for you.   
 
This is a must read for anyone interested in more 
closely aligning the T&D function with the organization's 
strategy. 
 

George West 
Director, Educational Services 

Siemen’s Building Technologies 

This book is available from  
Amazon.com and ISPI.org 

for $25.00 plus s&h  
 

...and a 10% discount for ISPI member at ISPI.org 
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“final products” and “content chunks/objects” where the “chunking rules/
guidelines” recognize content that is:  
 

► Core (for everyone) 
► Shareable (for more than 1 but less than all), and  
► Unique (only 1 target audience) 

 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 
 

► Is your systems’ “master content” “inventoried” centrally, for con-
trolled access and management? 
  
► Does the inventory logic sync with the Modular Reuse design strat-
egy and systems? 

(Continued from page 10) 

(Continued on page 12) 

Are your strategic 
planning and 
current 
operational efforts 
for ISD being 
actively driven by 
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stakeholders in an 
effective, efficient 
management 
system? 
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And...if you successfully addressed this, what types and levels of return might 
this result in?  Time and cost savings from increased re-use  of existing con-
tent “as is?”  Time and cost savings from increased use of existing content 
for “as source”?  Creating more common language, models, tools and tech-
niques? What level of Investment costs might it take to adequately address 
this? 
 

(Continued from page 11) 

(Continued on page 13) 

7 Levers for Improving 
ISD Return On Investment 

PACT 
Analysis 

PACT Project Planning & Management 

MCD 
Modular Curriculum 
Development 
 

IAD 
Instructional Activity  
Development 
 

CAD 
Curriculum Architecture  
Design 
 

The PACT Processes for T&D 

©2002 EPPIC Inc. 

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance

to protect and improve  
the enterprise 

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

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

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

.P 
A 
C 
.T 

©2002 EPPIC, Inc. and Guy W. Wallace 
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5- Administration System 
Designing for this “X” – means producing easy to use administration systems 
from both the customer and supplier perspectives, and meaningful to the en-
terprise (performance-based). 
 
ISD administration systems often address the following types of processes/
activities: 
 

► Custmer/Stakeholder requirements definition and value assess-
ment 
► Strategic Planning (in concert with all customers/stakeholders) 
► Operational Planning  
► Financial Planning 
► Results Reporting 
► Process Improvement 
► Custiomer/Stakeholder Communications 
► Work Planning/Assignments/Monitoring/Trobleshooting 
► Human Asset Management (Hiring, performance management, 
 compensation, etc.) 
► Environmental Asset Management (Equipment, tools, etc.) 
 

ISD Administrative Systems however defined, are the backbone for ISD opera-
tions.  
 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 
 

► Are your strategic planning and current operational efforts for ISD 
being actively driven by the appropriate enterprise stakeholders in an 
effective, efficient management system? Do both the internal custom-
ers and enterprise executives feel that they have enough control in tar-
geting ISD efforts to meet their needs? 
  
► Is it easy for the “ISD consumer” to identify which of your ISD prod-
ucts are appropriate for them in their situation and to plan, budget (as 
needed), and participate in the learning/instructional activities?  
  
► Is it easy to process individual/group learning participation and up-
date records and generate meaningful reports? 
  
► Is your staff levels and expertise adequate to meet the projected 
work forecasts of those types of systems? 
 

And...if you successfully addressed this, what types and levels of return might 

(Continued from page 12) 

(Continued on page 14) 

Is it easy for the 
“ISD consumer” 
to identify which 
of your ISD 
products are 
appropriate for 
them...?  

Are your 
strategic 
planning and 
current 
operational 
efforts for ISD 
being actively 
driven by the 
appropriate 
enterprise 
stakeholders in 
an effective, 
efficient 
management 
system?  
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7 Levers for Improving 
ISD Return On Investment 
this result in?   Reduced time and costs for effective ISD management/
stewardship? Reduced time and costs for development planning for current 
and/or future job tasks/roles/positions? Reduced costs for management/
stakeholder reporting systems? Reduced staff turnover and improved morale? 
Adequate tools in place to optimize performance? Other? What level of Invest-
ment costs might it take to adequately address this? 
 

6- Deployment System 
Designing for this “X” – means designing in an object/modular manner, for the 
most cost effective delivery method, while meeting the performance impact 
objectives.  
 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 
 
 ► Are products designed to be deployed in an appropriate manner to 
 both achieve the process/job performance objectives and achieve the 
 forecasted contribution to ROI? 
  

► Are you using the appropriate blend of self-paced, group paced, and 
coached methods? 
  

And...if you successfully addressed this, what types and levels of return might 
this result in? Reduced time in classroom/face-to-face sessions for learners? 
Reduced travel/living costs for learners and instructors? Reduced “time-off-of-
the-job” and work backlogs and/or overtime costs? Other?   What level of In-
vestment costs might it take to adequately address this? 
 

7- Maintenance Processes 
Designing for this “X” – means using a common maintenance process (per 
product deployment method/media type) to ensure quicker speed, better per-
formance impact, and overall lowered ISD life cycle costs. 
 
Maintenance Systems are ISD put to an updating task versus a new build task 
or an adaptation task. Maintaining printed materials is inherently different 
from maintaining on-line computer simulations. The ISD processes for mainte-
nance will vary slightly depending on deployment type. 
 

(Continued from page 13) 

(Continued on page 16) 
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Are products 
designed to be 
deployed in an 
appropriate 
manner to both 
achieve the 
process/job 
performance 
objectives and 
achieve the 
forecasted 
contribution to 
ROI? 
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PACT Practitioner Workshop Participant  
Feedback 

 
The following are testimonials from PACT Processes for T&D Workshops: 

 

• “There is a great need for this process (the results of) across the corporation. This training came at a very opportune 

time for me. Great job!” 

• “The demos and simulations were EXCELLENT!” 

• “The exercises and simulations were absolutely, positively critical.” 

• “Actual facilitation exercises were of greatest benefit. Good opportunity to learn in a nonthreatening environment.” 

• “Excellent workshop. I learned a great deal and now have insight that I didn’t have before. Very applicable to my 

job.” 

• “Thanks! It was excellent. I appreciate your macro- and microlevel of detail and instructional expertise.” 

• “Excellent class—really enjoyed; feel much more confident.” 

• “I really enjoyed this—finally got to be “officially” trained! Thanks!” 

• “It was a great way to acquire ISD skills. Thanks for the experience.” 

• “The exercises are very helpful, and especially the instructor’s debrief, for me to understand the concepts more in 

depth.” 

• “I liked the usage of same simulation that runs through different portions of lessons. It was good and effective.” 

• “Thanks. I learned a lot and I can use these skills in obtaining required technical information that’s not a training 

need.” 

• “The simulation exercises were the most valuable and beneficial part to me.” 

• “Good workshop. Excellent prep by facilitators with real-world experiences.” 

• “Great job of explaining the process.” 

• “I enjoyed the simulation exercises because it gave me the big picture using hands-on.” 

• “Guy’s opening—showing us what the process was about—walking through it gave me an advance organizer to start 

putting the new information learned into the right place.” 

• “The demo and exercises were critical to my understanding of the process. Do not remove them.” 

• “The bulk of the learning and skills for using the process came during the exercises for me.” 

• “Valuable check of the last couple days’ worth of instruction. Although there was some anxiety going into the lesson, 

it was a nice, relaxed practice and good reinforcement.” 

• “It has a nice logical sequence.” 

• “The MCD process proves itself increasingly as each phase unfolds. However, it becomes increasingly clear how 

much PST [Project Steering Team] buy-in means to our ability to implement the MCD method.” 

• “Good course!” 

• “This was just right for me. Gave me some refresher of ISD and learned specific process/activities of MCD.” 

• “This workshop was extremely helpful to me even as a manager of a training function.” 

 

PACT Coaching Session and Workshop participants receive  
a copy of the lean-ISD book, a session binder, PACT tools/templates  

and a PACT certification/license-to-use.  
 

For more information contact Guy Wallace at: guy.wallace@eppic.biz 
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7 Levers for Improving 
ISD Return On Investment 
Questions to ask yourself to better assess your needs to focus on this X in-
clude: 
 

► Do you have a common “existing product maintenance process” 
used by all maintenance developers? 
  
► Do you have a common maintenance process that uses rules and 
tools/templates to facilitate performance impact, as well as process 
speed, content accuracy and completeness; or is it “just bureau-
cratic”? 
  
► Does your design reflect the real performance situation require-
ments? Are your products pilot-tested before general release? 
  

And...if you successfully addressed this, what types and levels of return might 
this result in?  Quicker turnaround in update efforts? Reduced staff hours to 
perform content updating? Reduced errors? Quicker regulatory compliance? 
Other? What level of Investment costs might it  take to adequately address 
this? 
 

Summary & Close 
Those are my 7 Levers for improving the ROI of your ISD system and proc-
esses. Score yourself on the level (H-M-L) return you might make and the in-
vestment costs necessary on each lever to see where you might get an high 
“R” for low “I” - and  then study those further. 
 

1- Performance Impact 
2- Modular Reuse Design  
3- Development System 
4– Inventory System 
5-  Administrative System 
6-  Deployment System 
7-  Maintenance System 

 
 

I hope that this has provided you with some guidance 
in targeting improved ROI from your ISD process im-
provement efforts!  

►►►►► 

(Continued from page 14) 

Do you have a 
common 
maintenance 
process that uses 
rules and tools/
templates to 
facilitate 
performance 
impact, as well as 
process speed, 
content accuracy 
and completeness; 
or is it “just 
bureaucratic? 

Leveraging requires coordination! 



Pursuing Performance—The EPPIC Newsletter  Winter 2003/2004  ©2003 EPPIC Inc. All rights reserved. Pursuing Performance—The EPPIC Newsletter Winter 2005-6  ©2005 EPPIC Inc. All rights reserved.  www.eppic.biz 

ISD is now much more than ADDIE... 

CADCAD  
Curriculum  

Architecture  
Design 

 

CADCAD is a data-driven, systems engineering          
approach to ISD and the design of a comprehensive 
T&D product line/set of curricula for critical, targeted 
audiences performing in critical, targeted processes. 
Produces a T&D Path and Planning Guide, maximizes 
reuse of all existing T&D, and produces Event and 
Module Specs for all CAD gaps for prioritization for 
MCD/IAD efforts. 

MCDMCD  
Modular  

Curriculum  
Development 

 

MCDMCD is the ADDIE-like level of ISD, a new product 
development process using a modular, data-driven, 
platform design approach for instructional objects to 
improve performance impact, maximize appropriate 
content reuse, and reduce first and life cycle costs. 
Used to build instructional products. May or may not 
follow a CAD effort. If following a CAD, then is further 
accelerated due to the CAD analysis and design. 

IADIAD  
Instructional  

Activity  
Development 

 

IADIAD is an ADDIE-like ISD process used to quickly 
build components of T&D using a modular, learning 
object design approach. Builds performance-based 
content, i.e.: certification/qualification tests or 
demos or lectures or e-simulations prior to the       
development of the entire instructional product,     
using ANY authoring tools/templates you have. 
Maximizes appropriate content reuse. May or may 
not follow a CAD or MCD effort. 

The PACT Processes for T&D/Learning/Knowledge Management 

...with the  
PACT Processes 

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

.P 
A 
C 
.T 

©2002 EPPIC, Inc. and Guy W. Wallace 
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T&D Paths: Guides to Performance Competence 
By Guy W. Wallace 

...the T&D Path, 
and associated 
T&D Planning 
Guides, are tools 
for the ISD 
suppliers and ISD 
customers.  

One of the many outputs of a CAD - Curriculum Architecture Design - project is 
a T&D Path for one or many audiences. I believe 7 distinct paths is the great-
est number produced in any one of my 74 CAD projects. Sometime the path 
was for a team or department; many times they are for a job title. 
 
Nowadays known as a training or education continuum, the T&D Path, and as-
sociated T&D Planning Guides, are tools for the ISD suppliers and ISD custom-
ers. ISD - Instructional Systems Design -  are the methods employed for pro-
ducing T&D content, however deployed.  
 
In reviewing the gaps in the CAD design, neither all task performance Modules 
nor all enabling knowledge/skills Modules and the T&D Events they are 
housed in, may be deemed “worthy” for ISD attention and resources.  
 
“Worthy” from a Risk Management or ROI viewpoint that is.  
 
We like to say: Just because ISDers are skilled at uncovering K/S requirements 
does not in and of itself warrant resourcing efforts to remedy any curricula 
gaps.  
 

There have been a few 
exceptions where every-
thing was built, but the 
majority of times a CAD 
prioritizes future develop-
ment and acquisition ef-
forts post-CAD.  
 
It’s always a business 
decision. Not an ISD de-
cision. What then hap-
pens to those tasks and 
enabling K/Ss in the de-
sign if the projected re-
turns do not warrant the 
projected investments?  
 
Well a CAD is intended by 
design to design the 
ideal/blue sky set of 
comprehensive curricula 
including use of existing 

(Continued on page 19) 

A menu of relevant T&D in a  
suggested sequence...or suggested path…  

whose “titled” T&D Events can later be  
loaded into your LMS/LCMS 

 

Key CAD output: The T&D Path  

 
 

Phase 1 Phase 2 Phase 3 

-continued... 



 
 

 
 

 
 

 
 

 
 

Completion 
Date 

 

Target 
Date 

 

Level of  
Need 

 

Assignment 
Relevance 

 
T&D Events 
 

Phase 1 
 

Phase 2 
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A CAD addresses 
the totality of 
awareness/
knowledge/skill 
requirements for 
peak performance 
of the target 
audience in one or 
many enterprise 
processes. It was 
never intended to 
assist clients in 
implementing 
everything it 
presents as a path/
menu of all of the 
T&D that could be.  

T&D and specifications of current gaps.  
 
A CAD addresses the totality of awareness/knowledge/skill requirements for 
peak performance of the target audience in one or many enterprise processes. 
It was never intended to assist clients in implementing everything it presents 
as a path/menu of all of the T&D that could be.  
 
It is expected that the stakeholders on a Project Steering Team will make the 
business decisions using any data and their collective wisdom and insights on 
the T&D priorities and the believability of any R and I projections used to deter-
mine all of the T&D that should be so that they can resource those priorities 
that will be after the next ISD cycle of MCD/IAD. I like to have members of the 
Phase 4 Implementation Planning Team and then the Project Steering Team 
use the Path and Planning Guide to create a real plan for a real person before 
voting development/acquisition priorities. They have a much better feel for the 
CAD design, it’s flexibility and ability to target keep performance and enabling 

(Continued from page 18) 

(Continued on page 20) 

 A paper, non-LMS/LCMS tool,  
to use when downselecting from “all” T&D on the Path  

for an individual’s  IDP -Individual Development Plan for  
“testing” out the CAD design configuration appropriateness... 

...the appropriate data can later be entered into your LMS 
 

Individual T&D 
Planning Guide 
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T&D Paths: Guides to Performance Competence 

awareness, knowledge and skills. Especially when they review with each other 
what they produced and why. 
 
After the CAD project Phase 3 the ISD supplier has a visual blueprint in the 
T&D Path for the total system of instruction/information to be prioritized in 
Phase 4, for building/acquiring the content and developing any new deploy-
ment capabilities required (coaching, web, etc.) and what the approximate re-
sources this will take T&D Event by Event. 
 
The ISD customer/stakeholders, the management and performers who need 
performance-based learning to occur, have a visual tool and a planning tool for 

use in the development plan for staff new-to-the-job...and if done correctly, the 
T&D Path will have visible, flexible entry points based on knowledge and in-
sight regarding the incoming Target Audiences’ likely knowledge, skills and 
gaps, which are determined in Phase 2 of CAD and used to influence the de-
sign in Phase 3.  

(Continued from page 19) 

(Continued on page 21) 
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©2002 EPPIC, Inc. 

CAD Phase 1 CAD Phase 2/3 

PACT Flexibility...combining phases and skipping one PST gate review meeting… 
...used ONLY when the situation warrants and the risks can be managed! 
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I’ve had clients who have posted their T&D Paths on the walls of their office to 
let they and their visitors see very clearly what the training product line is for a 
particular target audience and/or targeted process. 

 
 
The CAD T&D Path’s visibility allows both the ISD supplier and ISD customer to 
more easily communicate to keep the CAD content evergreen, as needed, 
through a Change Management system Event by Event and Lesson by Lesson.  
 
The PACT Change Management system always starts with identifying any 
changes to either the Performance Model and/or the Enabling knowledge/
skills...the heart of the PACT Processes’ analysis data. 
 
The T&D Path’s primary function in the CAD effort is to provide a big picture, 
visual view of the architectural design of the comprehensive set of perform-
ance-based instructional content.   
 

►►►►► 

(Continued from page 20) 
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Adapting the PACT Processes for T&D 

MCD-lite 
By Guy W. Wallace, CPT 

Knowing how to 
adapt any common 
process, designed 
for a standard 
situation or sets of 
situations, for 
application to 
other-than-
standard-situations 
is sometimes very 
tricky.  

The intent of this article is to define and describe MCD-lite, a deliberate, re-
duced/shortened version of the MCD process. MCD (Modular Curriculum De-
velopment) is the more traditional training & development (ISD) process of EP-
PIC’s PACT Processes for T&D. MCD is the ADDIE-like level of PACT. 
 
While we at EPPIC believe in and mostly live common processes and have cre-
ated, used, and licensed flexible, common processes for the business of devel-
oping and/or acquiring training & development (T&D), it is our consistent belief 
that one size does not fit all! 
 
Knowing how to adapt any common process, designed for a standard situation 
or sets of situations, for application to other-than-standard-situations is some-
times very tricky. Usually it’s the veterans of the standard process who can 
adapt best, for every common process project they ever attempted to apply the 
common process to most likely required some adaptation. 
 

(Continued on page 23) 
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One Adapted Approach to the PACT Process for MCD-lite 

 
MCD-lite 

 



Page 23 Volume 5 Issue 1 

Pursuing Performance—The EPPIC Newsletter Winter 2005-6  ©2005 EPPIC Inc. All rights reserved.  www.eppic.biz 

The combo MCD 
Phase 2/3: 
Analysis/Design 
approach reduces 
the cycle time by 
eliminating the 
documentation and 
review of the 
analysis data in 
between the 
analysis and design 
efforts. 

“Adapt or die” is a lesson Master Performer ISDers know is applicable to most 
“common processes.”. One size, enterprise common process or not, does not 
fit all. It might fit most or some. 
 
When to Use MCD-lite 
MCD projects that follow a CAD effort have both analysis and design data that 
can be leveraged in the downstream efforts, based on the CAD gap priorities. 
Leveraged means that the post-CAD efforts of MCD and its cycle time can be 
reduced, but only if the CAD analysis and CAD design data is of quality: suffi-
ciently detailed and accurate and appropriate. 

How to Do MCD-lite 
There are three types of approaches to lite-ning the MCD process, each with its 
own set of risks (to be assessed, planned for and then carefully managed as 
necessary!). 
 

1. Combine the MCD phases for analysis and design 
2. Eliminate some or all of the Project Steering Team gate reviews 
3. Skip the Pilot Test Phase altogether 

 
MCD-lite can utilize one, two, or all three approaches. But be careful! Let’s look 
further at each approach. 
 
1-Combine the MCD phases for Analysis and Design 
The combo MCD Phase 2/3: Analysis/Design approach reduces the cycle time 
by eliminating the documentation and review of the analysis data in between 
the analysis and design efforts. 
 
The risk is that errors and issues that arise during analysis cannot be taken to 
the Project Steering Team for resolution before continuing to the design activi-
ties after a design revisit “smokes this out”. This shortcut may cause rework 
(adding to both cycle times and costs). So use with caution! 
 
Is this likely to happen? How stable/solid/controversial/political is the content 
(topics or performance that the modules may address)? Will there be such is-
sues? Will the designated members on the Analysis/Design Team be able to 
come to consensus by themselves, and will anyone on the Project Steering 
Team or elsewhere in the enterprise take exception to the consensus and send 
everyone back several squares? 

 
 

2-Eliminate Some or All of the Project Steering Team Gate Reviews 
The intent of the Project Steering Team gate reviews is to facilitate customer 
command and control in a forum where the supplier can also participate in the 

(Continued from page 22) 
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MCD-lite 

Most MCD-lite 
projects should 
have at least the 
first gate review so 
that a Project 
Steering Team can 
evaluate the 
business risks 
before deciding to 
forgo the rest of the 
potential gates, or 
to cherry-pick which 
one(s) they feel 
have business 
value. 

dialogue. This forum provides the supplier with a mechanism to get consensus 
responses quickly on the supplier’s project-related issues/needs. 
 
For example: In an enterprise university, the supply-side includes all university 
staff, the university deans, and any strategic ISD partners/vendors of the uni-
versity. Customers include any of the enterprise employees brought in on Pro-
ject Steering Teams, Analysis Teams, Design Teams, etc. 
 
Most MCD-lite projects should have at least the first gate review so that a Pro-
ject Steering Team can evaluate the business risks before deciding to forgo 
the rest of the potential gates, or to cherry-pick which one(s) they feel have 
business value. 
 
These are business decisions that are generally best left to the customers and 
not the suppliers, with some exceptions. 

 
It’s the Project Steering Team members’ (as customers) time we’re talking 
about, and it’s their people resources that will be expended (invested) in the 
MCD effort. They should decide whether or not it makes business sense to 
check in on the project from time to time. 
 
Exceptions where less or even no gate reviews at all are needed are for those 
MCD projects where the content is not complex or controversial. Or if it is “just 
like” recent projects and the Project Steering Team feels comfortable in “the 
process” and “players” and with the predictable results. 
 
Some other examples include T&D focused on generic, enabling skills training 
such as word processing skills or spreadsheet skills or problem solving or ba-
sic communications skills. Typically– it is what it is; it is straightforward, and so 
a Project Steering Team isn’t necessarily needed to guide the development/
acquisition of the content. There is little return for their involvement invest-
ment. But again...it should be their decision to skip the formal command and 
control mechanism that the Project Steering Team approach provides.  
 
 
3-Skip the Pilot Test Phase Altogether 
The utility of the Pilot Test Phase as a quality check is most critical when the 
T&D is addressing a critical enabler for some high-payoff performance. But if 
the content is not complex or controversial, it may not warrant the effort and 
expense. 
 

(Continued from page 23) 
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PACT Processes are 
intended to help 
enterprise 
management 
allocate effort 
(people and 
dollars) to T&D 
projects that have 
the greatest 
potential impact to 
performance and to 
ROI.  
 
Typically, those 
projects are not 
good candidates 
for the MCD-lite 
treatment. 

Some content should be developed/acquired and then published (in binders or 
to the enterprise’s intranet) without all of the rigamarole of a formal pilot test. 
If there are issues discovered later, it was, after all, deemed no big deal by the 
Project Steering Team in the first place. 
 
Again, you should typically hold at least the first Project Steering Team meeting 
so that the decision is a customer decision in the first place. Suppliers making 
this call can always be questioned later on it: a no win for either side. 
 
MCD-lite Summary 
The three preceding approach shortcuts for MCD-lite have to be thought 
through carefully. A “just do it” mentality can lead to a “haste making waste” 
result. Risk management with contingency planning is a must! 
 
One can only make these shortcut decisions based on some level of experi-
ence with the MCD process in the real world, where big and little disasters 
from poorly advised shortcutting have been painfully experienced and lessons 
have indeed been extracted and learned. 
 
Ultimately, the PACT Processes are designed to support the specific perform-
ance-based T&D needs of the enterprise and to reduce both cycle time and 
costs in doing so. 
 
They are accelerated when properly planned, resourced, and managed to re-
duce both cycle time and cost. They emphasize sharing training content 
chunks (modules) within T&D products (events) where and when appropriate 
to reduce both cycle time and cost. And they promote more effective training 
by incorporating the right people at the right time to do the right things in an 
instructional systems design (ISD) effort that is driven by the performance ori-
entation of the Performance Model. 
 
The PACT Processes, including MCD-full and MCD-lite, produce T&D that is per-
formance relevant rather than nice to know. 
 
PACT Processes are intended to help enterprise management allocate effort 
(people and dollars) to T&D projects that have the greatest potential impact to 
performance and to ROI. Typically, those projects are not good candidates for 
the MCD-lite treatment. But PACT can be applied to less–critical needs if the 
decision making process concludes that it is the right investment for ROI! 
 
However, if the content is stable, and there is little likelihood for controversy, 
and/or if the content to be developed is an extension of content that can be a 
potential “clone” from something that already exists and works (use of tem-
plates), it may make best business sense to consider the shortcuts described 
above for MCD-lite. But as always, it depends.  
 

►►►►► 

(Continued from page 24)  
MCD-lite 

 



It’s rare that a singular metric like turnover or a customer survey score is by 
itself a good measure of an organization’s performance.   
 
Most of the more meaningful measures that are on the dashboards of execu-
tives today are indices, made up of 3-5 sub-measures.  
 
In this article I’ll review the 10 most useful and creative performance meas-
ures I have seen in government and business organizations over the last few 
years of my consulting experience. 
 

1. Communication Effectiveness  
2. Customer Relationships 
3. Employee Satisfaction 
4. Brand Image 
5. Distraction Index 
6. Trust Index 
7. Aggravation Index 
8. Supplier/Partner Index 
9. Project Management Index 
10.Intellectual Capital 

 
 
1. Communication Effectiveness – Communication is probably the number 
one problem employees identify when asked what is wrong with their em-
ployer.  Many organizations really do try to openly and honestly communicate 
with employees, yet they often don’t seem to get the message.   
 
An important metric for most organizations is one that measures how well 
they communicate to employees, suppliers, shareholders, and others.  Some 
of the better communication metrics I’ve seen weigh the frequency and me-
dia used to communicate important messages as worth 30-40%, and the ef-
fectiveness of the communication as being worth 60-70% of the index.  One 
client measures communication effectiveness by handing out brief anony-
mous short answer quizzes after a meeting or presentation to see if the audi-
ence heard and understood the main points of the message.  They often find 

(Continued on page 27) 
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many members of the audience did not hear or understand the main points 
of a presentation.    
 
The same client sends our email quizzes regarding print communication (e.g., 
newsletters, annual reports, etc.) to see if the readers got the main points of 
the communication.  Performance on the Communication Effectiveness Index 
helps these organizations improve the clarity of their communication. 
 
 
2. Customer Relationships -  Customer surveys are rarely effective in measur-
ing the level of relationship an organization has with its clients or customers.  
Further, customers often vary in their relative importance or attractiveness to 
an organization.   
 
Airlines, for example, make about 80% of their profit from frequent business 
travelers, so loyalty from these customers is much more important than from 
infrequent leisure travelers who shop around for the cheapest flights.   
 
A number of clients have developed a Customer Relationship Index that in-
cludes two major components:  Customer Attractiveness on  1-10 scale and 
Customer Relationship on a 1-10 scale.  Attractiveness scores are deter-
mined based on factors such as profit margin, volume of business, fast pay-
ment of invoices, history or partnering with suppliers, and ease of working 
with.   
 
The relationship level is determined based on number of years working to-
gether, # of products purchased, personal relationships between representa-
tives of the two firms, exit barriers, and knowledge of the customer’s busi-
ness and needs.   
 
The purpose of this index is to encourage development of loyal relationships 
with the most important and attractive customers.  Clients who have used the 
customer relationship index have found that it directly links to gross margin 
and other bottom line measures. When an important customer takes her 
business elsewhere, the gauge moves to the left, and when the level of rela-
tionship with a customer improves, or you gain an attractive new account, it 
moves to the right. 
 
3. Employee Satisfaction – As with financial or customer results, it is unlikely 
that a single measure will provide meaningful data on overall employee satis-
faction.   
 
Most clients in government and business have developed an Employee Satis-
faction Index that is made up of a variety of sub-measures such as:  casual 
absenteeism, complaints/grievances, voluntary turnover along with the level 
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of employees leaving, employee focus groups, overtime, and employee sur-
vey data.   
 
One client, The Los Angeles Bureau of Sanitation, measures the stress level 
of employees each day by counting the number of green, yellow, or red mar-
bles in a jar at the end of each day.  Employees are given a number of three 
colors of marbles, and drop one in the jar at the end of the day to indicate 
how stressful the day was.   Periodic focus groups are used when there are 
many yellow or red marbles to see what is causing the stress.   An annual mo-
rale survey by itself, is unlikely to provide meaningful data on overall em-
ployee morale.   
 
One client paid a large research firm $250,000 to conduct an annual em-
ployee survey and got a 17% return rate, even though the survey was only 12 
questions and very simple for employees to answer.  Even if they had gotten 
back most of the surveys, it still only provides one data point per year on em-
ployee morale.  Morale can change dramatically in a few months, and an an-
nual measure is unlikely to be very useful. 
 
4. Brand Image – An important leading indicator of business success is 
brand image and recognition.  Companies like Mercedes, or Coca Cola have a 
brand that is recognized all over the world.   
 
Even government organizations need to be concerned with brand image.  The 
FBI in the U.S. is currently experiencing a very negative brand image, and the 
new Director is working hard to try to improve the image.  Many clients have 
developed a brand index, that includes the number of people that recognize 
their company name, and what they associate with the brand.  Everyone 
knows the name Enron today, so their brand recognition is very high, but the 
image is mostly negative, so what people think of your company is usually 
weighted more heavily than how many can recognize the name.   
 
Brand recognition or image do not put money in your bank account, but are 
leading indicators of the likelihood that people will purchase your service or 
product.  Forbes Magazine is so confident in their advertising power, that 
they now offer a money back guarantee on their ads.  If a customers spends 
at least $100,000 on print advertising over a 60 day period, Forbes guaran-
tees a statistically significant improvement in one of four measures of brand 
recognition or they will refund your $100,000!.  That’s a pretty impressive 
guarantee.   
 
Linking brand recognition to new business is also important, but there are 
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plenty of studies done by the advertising industry that demonstrate that. 
 
5. Distraction Index – This one is everyone’s favorite.  A large financial ser-
vices firm I worked with years ago came up with this index, and many busi-
ness and government clients have adopted it for their scorecards.  The index 
measures how much time employees at all levels spend doing what they 
were hired to do.  Employees record hours worked each week and sort their 
time into three categories: 
 

Job – tasks that are directly part of doing ones job or mission 
Administration – activities that all employees need to spend time on.  

Examples include preparing budgets, attending staff meetings, 
learning about the new health insurance program, attending sexual 
harassment training, learning about a new software program, read-
ing administrative emails, etc. 

Programs – Various management programs that tend to come and go 
and eat up employees’ time.  Examples might include activity-based 
costing, six sigma, lean, balanced scorecard, strategic planning, en-
terprise resource planning, etc. 

 
Employees in several firms I’ve worked with found that they spent less than a 
third of their time doing their jobs, which was felt to be completely inappropri-
ate.  Data on the distraction index helped to provide senior management with 
hard data on why employees were stressed out and seemed to be having a 
hard time getting work done.  Data on this measure is used to help eliminate 
administrative requirements, and minimize time spent on management pro-
grams. 
 
6. Trust Index – Hardly anyone seems to trust executives these days.  It 
seems like each week we hear about another major corporation where they 
executives are being arrested or at least investigated for fraud and various 
other crimes.  Shareholders and the public as well as an organization’s own 
employees don’t seem to trust leaders.   
 
Some forward-thinking companies have put together a trust index.  Included 
in this metric are factors such as implementation of approaches to ensure 
honesty and integrity such as an outside board that reviews major decisions 
and performance, audits by objective outside organizations, communication 
of clear rules to employees, and related practices.  Other parts of the index 
look at the effectiveness of these approaches.  Effectiveness measures might 
be a survey of public trust, or surveys of employee trust.  Another client meas-
ures disciplinary actions related to trust issues.   
 
Measuring trust is similar to brand image, but it is more focused on whether 
people believe your organization and its leaders.  It is also similar to the com-
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munication index, but there are organizations that have low levels of trust, 
but do a good job communicating. 
 
 
7. Aggravation Index – A number of leading organizations such as FedEx have 
daily measures that track how much they aggravate their customers or how 
hard it is to do business with their firm.   
 
An airline I worked with has such an index that includes things like: 
 

• How long you wait on hold when calling the airline 
• How long it takes to find the needed information on the web site 
• How many screens one has to get through to get the needed infor-

mation 
• Number of calls that are accidentally disconnected 
• Number of blocked calls/busy signal 
• Number of errors on itineraries 
• Time spent waiting in line at airport to get boarding pass 
• Lost luggage 
• Delayed flights 
• Unable to get requested seat assignment 
• Having to check carry-ons because bins are full 

 
A daily operational metric like this measures how much aggravation custom-
ers must endure to do business with your firm.  When the aggravation level 
gets too high, customers leave and often never return.   
 
Such an index is even appropriate in a government organization that may 
have a captive audience of customers.  The Department of Motor Vehicles 
used to be a major cause of aggravation for many of us.  California and a 
number of other states have instituted massive changes to make interacting 
with the DMV an almost painless experience.  Hospitals, clinics, and doctors 
offices would benefit from an aggravation index as well, and could learn 
some lessons from their local DMV office. 
 
8. Supplier/Partner Index – Many business and government organizations do 
much of their work using outside suppliers or contractors.  Most Department 
of Energy facilities, for example, are run by contractors and supervised by 
DOE employees.   
 
A number of organizations I’ve worked with in recent years have developed 
an index that tells them how their suppliers or partners are performing.  Fac-
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tors included in this index are criticality of supplier to the mission, ease of 
working with, supplier knowledge of your organization and its products/
services, responsiveness, timeliness, and quality of goods/services.   
 
This index is often similar to the customer relationship index I discussed ear-
lier in that it includes a rating of the importance of the supplier and their level 
of performance. 
 
9. Project Management Index – Measuring recurring work like processing 
transactions or manufacturing parts is different than measuring projects 
where each one is somewhat unique.   
 
Sometimes, everything an organization does would be classified as a project.  
R&D firms, engineering companies, consultants, accountants, and many 
other types of organizations do project work.  Because each project is slightly 
different, some of these organizations have developed a Project Manage-
ment Index that includes the following sub-measures: 
 

• Budget/Cost performance 
• Schedule/Milestones met 
• Quality/Performance 
• Innovation 

 
At the start of each project the four factors are given a percentage weight, 
depending on the relative importance of each.  On one project, schedule 
might be the driver, and be weighted as 40% of the index.  On another pro-
ject, aesthetics and creativity are most important, and innovation might be 
weighted as 40%.   
 
On yet another project, there is no need for innovation or creativity, and each 
of the other three factors are equally weighted at 33 1/3 %.  At the end of the 
project, or as each phase is completed,  performance on the four factors  is 
rated on a 0-100 scale, and multiplied by the percentage weight, to get an 
overall grade for project performance.  Individual projects are also given a 
weight depending on the dollar size, labor hours, or criticality.   
 
For example, The Norfolk Naval Shipyard, using “pbviews” software, weighs 
projects based on total days of labor, and criticality.  This way the shipyard 
commander can look at one chart that summarizes performance on all ship-
yard projects.  If the performance shows yellow or red, he can drill down into 
the data to see which project is in trouble, and whether it is a quality, budget, 
schedule, or innovation problem.   
 
A project management index like this is very useful for leaders who oversee 
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organizations working on many large and complex projects.  By combining all 
of them into one index, it prevents the bosses from having to look at individ-
ual project performance each month. 
 
10. Intellectual Capital – All large organizations need a metric that tells them 
if they have the right people with the right mix of knowledge and skills for to-
day and tomorrow’s work.   
 
Everyone agrees that intellectual capital or competencies are important to 
measure, but I have rarely seen good metrics in this area.  Some organiza-
tions track hours of training and whether an individual development plan 
(IDP) has been completed for each employee.   
 
Attending training is not a measure of skill or competence, and everyone can 
have an IDP and still not have the skills needed for the organization to be 
successful.   
 
One client has a better approach.  Each job description includes a list of the 
technical and non-technical knowledge skill requirements, as well as the level 
of competency required.  In this company competency levels range from a 1, 
meaning you have a good basic understanding of a topic to 7, meaning that 
you are a leading expert and master performer in the subject area (e.g., weld-
ing, electrical engineering, negotiating, etc.). 
 
Each employee is then given a score on the degree to which he or she pos-
sesses the right level of knowledge and skills in each area required of the 
job.  In this particular company, employees rate their own skill levels, supervi-
sors rate them, and ratings are averaged.  Intellectual capital can improve 
with training, development, and by hiring people who already have needed 
skills.   
 
An organization can watch their intellectual capital decline as talented people 
quit, or existing employees are not given the resources to improve their 
knowledge and skills.   
 
Some organizations I’ve worked with have even more sophisticated meas-
ures of intellectual capital.  Whatever you do, don’t count training hours as a 
measure of intellectual capital.  It seems as if those employees who attend 
the most training are often the least competent.  They have lots of time on 
their hands because managers give the important work to the competent em-
ployees who are too busy to attend training. 
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Summary 
Many of you have heard me speak or read about some of the dumb measures 
I’ve seen organizations put on their scorecards.  I thought that it might be time 
to present some positive examples.   
 
There are some best practices out there, and the ten performance indices I’ve 
outlined here are some of the best ‘magic’ metrics I’ve seen. 
 
 

About the Author 
 

Mark Graham Brown has been consulting with companies on measuring and 
improving performance for over 25 years.  His clients include many of the For-
tune 50, as well as a number of Federal and State government and military 
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He is the author of two books on performance measurement:  Keeping Score – 
Using the Right Metrics to Drive World-Class Performance (1996) and Winning 
Score – How to Design and Implement Organizational Scorecards (2000).   
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Introduction 
In our PACT Processes there are incorporates many platforms and methods 
for deploying T&D.  In the “blend” there are two types of On-The-Job Training 
(OJT): 

• Structured 
• Unstructured 

 
These two deployment approaches for T&D co-exist with traditional and non-
traditional group-paced and self-paced methods in the PACT Processes for 
design, including CAD, MCD and IAD. 
 
One is structured and the other is unstructured.  The first is more formal/
tight, the second is more informal/loose. 
 
Structured on-the-job training (S-OJT) is best used where group-paced and 
self-paced just won't get the job done given supplier or customer issues and 
constraints, including: 

• Customer/learner population sizes for specific T&D 
• Customer/learner location and costs to reach/meet with 

T&D 
• Customer/learner timing needs for the T&D 
• Supplier instructor sizes/location and ability to flex their 

schedules and deal with the cost implications of meeting 
the timing requirements of their customers 

 
However, ROI thinking dictates that sometimes ISD thinking must include the 
notion “that just because you can identify a training need doesn’t necessarily 
mean that you should formally address it.”  
 
One of the key concepts in the PACT Processes is that not all defined T&D 
Events or T&D Modules will be developed/acquired due to insufficient ROI. 
For every “gap from the total set” in the CAD’s curricula/instruction/job aids/
knowledge modules, etc. there are a number of performance tasks that will 
never-the-less have to be performed, and therefore learned by the perform-
ers, regardless of the availability of instruction.  
 
The T&D Path from CAD’s 3rd Phase presents all of the T&D needed, includ-
ing what is labeled in PACT as U-OJT - unstructured on-the-job-training. 
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Unstructured-OJT 
Unstructured OJT is where T&D does not exist at all.   
 
Theoretically the performers out there must be learning how to do these parts 
of the job one way or another...by hook or by crook.  They are probably learn-
ing about certain aspects about the job tasks on the job, and probably with-
out any consistent structure, or guidance/guidelines, etc.   
 
This is the nature of Unstructured OJT.  It is cheap, and not in control.  But it 
still may be appropriate.  
 
Again, not every learning need or opportunity, that can be determined via a 
training needs analysis, should be addressed by formal T&D.  The return on 
investment (ROI) might be either nil or negative.  And therefore…bad busi-
ness to spend resources on it when it may never have enough payback. 
 
If I needed to learn about our department's electronic file system, I can do 
this without any formal structure simply by being guided by the title of the U-
OJT Event or Module within an Event on my T&D Path...if titled appropriately. 
Naming “it” may be enough guidance. 
 
A T&D Event titled:  "Department Electronic File Systems Orientation & Over-
view" has enough clues and cues for me and my management to figure this 
out locally, and then conduct this T&D event locally.  Without a job/
performance aid to guide us any further. 
 
So without spending any time at all in defining the content, the title was/is 
enough to guide the learning that we think should take place at the appropri-
ate time by titling a T&D Event and placing it on the T&D Path for a target au-
dience. 
 
There are many titles representing T&D that may not have a significant 
enough ROI to warrant investing the shareholders' equity in low hanging T&D 
fruit development. 
 

• Internal;/Upstream Supplier(s) Process and Product Orientation & 
Overview 

• Internal Downstream Customer(s) Process and Product Orientation 
& Overview 

• Departmental Standard Operating Procedures (SOP) Orientation & 
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Overview 
• Departmental Organization Chart Orientation & Overview 
• Departmental Regulatory Compliance Issues Orientation & Over-

view 
 
There may not be enough of a population, or enough of a cost-of-non-
conformance, or enough of a reward for conformance, to make the case for 
developing and deploying a chunk of gap T&D.  Those may be better left to a 
U-OJT deployment strategy. Of course, it always depends…. 
 
The regulatory compliance module above could have gone either way de-
pending on the issues and costs revolving around any non-conformance.  It 
could have been best as U-OJT or best if deployed as S-OJT or more…CBT, in-
structor-led classroom, etc. 
 
If the regulations have to do with simple paperwork that is routinely com-
pleted and filed locally to create the required paper trail, and the target audi-
ence is the size of two, and the legal issues and monetary fines for non-
compliance are extremely minimal or non-existent, then U-OJT would propably 
be appropriate. 
 
If however the regulations are intended to be tough, with significant business 
impacts due to potential fines or disruptions of the work processes by the 
regulator overseers, then minimally an investment in providing more than a 
title might be a business astute approach.  Shareholder equity may be best 
protected by investing in formal T&D with high pay-off ROI potential.  And that 
ROI is from a cost (fine and other business penalties) avoidance perspective. 
 
For those gap T&D opportunities appropriate for shareholder equity invest-
ment, the next step up from U-OJT is Structured OJT (S-OJT). 
 
Structured-OJT 
Structured OJT is where we take the initial data from the PACT Analysis phase 
(in a CAD, MCD or IAD effort) and extend it in a template for various types of 
S-OJT. 
 
Sometimes the S-OJT is to be delivered by a “certified” coach and not just any 
coach chosen locally. Sometimes not. 
 
S-OJT training and development (T&D) is a delivery mechanism for providing 
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structure to a coach and a learner, for as just-in-time as they can make it.  S-
OJT also allows for local customization and embellishment of the content 
where it is not feasible for the T&D supplier to capture and present all of the 
content at a level of specificity required to ensure that the learner not only 
"gets it," but "can apply it."  This is especially true of moving target/volatile 
content. 
 
S-OJT is intended to provide some level of guidance (as tight or loose as the 
situation calls for) in what the coach should cover with the learner. 
 
Using the PACT Process for Mapping Lessons (An Event's Module's Lessons 
are composed of Instructional Activities), the CAD designs guide the devel-
oper using ANY authoring tools/templates available in developing the three 
types of PACT Instructional Activities: Information, Demonstration, and Appli-
cation, which can include sub-types such as: 

 
Information 

• Self-Paced Readings 
• Document Review Guides 
• Interview Conduct Guides 
• Performance Aids (a.k.a.: Job Aids) 

 
Demonstrations 

• Real Work 
• Simulated Work 

 
Applications 

• Written Tests 
• Simulation Exercises 
• Real Work Exercises 

 
There are also two types of S-OJT.  They differ in the "who can deliver/be the 
coach" of the learner. 

• Any Local Coach 
• Only a Designated Coach (is authorized) 

 
Either- 
(1) it doesn't greatly matter who delivers/coaches the learner, and the 
choice can be left to the local management of the learner to decide 
who would be best to coach given their current local situation. 
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Or (2) it really does matter who coaches the learner, and the subject-
matter-expert (SME) or master performer (MP) should be carefully se-
lected…and perhaps trained/certified/qualified before unleashing 
them on the learners.  Perhaps the regulators will someday want to 
know "who trained them," and the company will want to be in a posi-
tion to state who, what, where, when, and why and leave a sufficient 
paper trail for the auditors. 

 
Examples of S-OJT (where  the customer/supplier situation specifics dictate 
OJT as the best deployment approach) might include: 

• Completion of state/local EPA and OSHA regulatory required pa-
perwork (routine and on-demand) 

• Use of the franchise financial software packages (that differ from 
one franchise location to the next) 

• Learning about the local (country specific) databases provided by 
the local government 

• Supporting and assisting the regulatory auditors as they audit the 
enterprise 

 
Which of the above do you think might require a "designated coach" versus 
"any local coach" ? 
 
S-OJT Administration 
The post-development/acquisition administration issues involved with OJT 
are really limited to S-OJT, as the U-OJT is handled locally, due to it's need, 
but less-than-critical overall impact to bottom-line performance. The admini-
stration issues involved with S-OJT include: 
 

• T&D planning and scheduling by the customers with the suppliers 
(especially for the scheduling of designated coaches, where just 
any old coach will not do) 

• Coach selection/training/certification (and the evergreening/ re-
newal of the same for volatile content) and balancing the burden 
of being a coach with getting the day job done 

• T&D Materials Distribution 
• Completion (satisfactory) criteria, for pass/fail, and consistent ap-

plication of same across multiple coaches 
• T&D completion and HR records updating 
• Re-delivery/Remediation, as necessary, with all it's attending is-

(Continued from page 38) 

(Continued on page 40) 

Structured and Unstructured OJT 

(Sometimes) it 
really does 
matter who 
coaches the 
learner, and the 
subject-matter-
expert (SME) or 
master 
performer (MP) 
should be 
carefully 
selected…and 
perhaps 
trained/
certified/
qualified before 
unleashing 
them on the 
learners.   
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sues of coach and learner rescheduling 
• Appeals, for learners who disagree with the coach's verdict 

 
Administration (of most T&D systems) is potentially expensive, and building a 
bureaucracy is all too much of a real potential.  Getting the job done and be-
ing lean about it is tricky. The T&D suppliers need to be able to cost-
effectively manage and administrate this deployment strategy and effectively 
serve the customers. The T&D customers need to be able to figure out how to 
best use this driven by their local business needs. 
 
S-OJT and U-OJT Summary 

(Continued from page 39) 

(Continued on page 41) 

Structured and Unstructured OJT 

EPPIC Inc. /Guy Wallace offers 
 

PACT Practitioner Development via  
 formal 2-day Coaching Sessions for 1-4, and  
formal 4.5-day Workshops for 5-16 ...for the 

 

• PACT Performance Analyst role 
• PACT CAD Designer role 
• PACT MCD Designer role 
• PACT Project Planner/Manager role 

 
Participants receive a copy of the lean-ISD book, a session binder,  

basic PACT tools/templates and a PACT certification/license-to-use.  
 

For information or a fixed price quote  
 

call Guy at      704-895-6364  
 

or email him at:     guy.wallace@eppic.biz 
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ROI thinking dictates that sometimes ISD thinking must include the notion 
“that just because you can identify a training need doesn’t necessarily mean 
that you should formally address it.” Structured on-the-job training (S-OJT) is 
best used where group-paced and self-paced just won't get the job done 
given supplier or customer issues and constraints. 
 
But if the “R” is too low given the “I” needed, you might just be able to title a 
T&D Event and place it on the T&D Path for the target audience and their 
management to handle locally. The important thing is to keep them on the 
T&D Path for visibility, even if it doesn’t warrant addressing formally!. 
 

►►►►► 

(Continued from page 40) 

Structured and Unstructured OJT 

PACT 
Analysis 

PACT Project Planning & Management 

MCD 
Modular Curriculum 
Development 

IAD 
Instructional Activity  
Development 

CAD 
Curriculum Architecture  
Design 

The PACT Processes for T&D 

©2002 EPPIC Inc. 

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance

to protect and improve  
the enterprise 

Dennis Smith,  
Siemens Building  
Technologies  
said,  
 
“At a time when everyone is 
‘chunking’ content, the PACT 
Process clarifies the relationship 
between chunks of content as 
well as specifying the chunk   
itself.  
 
The value of the PACT         
Processes is that we get an          
integrated architecture that     
enables us to select and         
prioritize learning solution        
development for both the short 
and long term.  
 
In a business that needs to ad-
dress market/product change, 
with PACT an organization 
knows what to keep, what to 
change, and what to build.” 
 
                     -1999  

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

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

.P 
A 
C 
.T 

©2002 EPPIC, Inc. and Guy W. Wallace 
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Notice:  
 

See the collection of Guy W. Wallace’s article and quarterly  
column series on Human Performance Technology published at  

Use “Wallace” in the site Search function to see the  
full list of my publications. All are available as PDF files. 

 

PACT, n.   

1.  “A formal 

agreement; 

a bargain” 

 
Source: The     

American 

Heritage   

Dictionary of 

the English 

Language 

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

P 
A 
C 
T 

©2002 EPPIC, Inc. and Guy W. Wallace 
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ISD Suppliers 
 

 
ISD Customers 

A proven, collaborative, data-driven approach to  
Instructional Systems Design 



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)… 

 
 

33 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, SYSCO Corporation,   
and Verizon. 
 

1990—1999 
Abbott Laboratories, ALCOA, ALCOA Labs, Alyeska Pipeline Services Company, American  Management  
Systems, Amoco, AT&T Network Systems, Bandag, Bank of America, Baxter, Bellcore-Tech, British Petro-
leum-America, Burroughs, CCH, Data General, Detroit Ball Bearing, Digital Equipment Company, Discover 
Card, Dow Chemical, EDS, Eli Lilly, Ford, General Dynamics, General Motors, H&R Block, HP, Illinois Bell,  
Imperial Bondware, MCC Powers, NCR, Novacor, Occidental Petroleum Labs, Spartan Stores, Sphinx Phar-
maceuticals, Square D Company, and Valuemetrics. 
 

1982—1989 
ALCOA, ALCOA Labs, Ameritech, Amoco, Arthur Anderson, AT&T Communications, AT&T Microelectronics, 
AT&T Network Systems, Baxter, Burroughs, Channel Gas Industries/Tenneco, Dow Chemical, Exxon, Ford, 
General Dynamics, HP, Illinois Bell, MCC Powers, Motorola, Multigraphics, NASA, Northern Telecom,     
Northern Trust Bank, and Westinghouse Defense Electronics. 

 
Project Overviews for each project are available at www.eppic.biz  
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Guy W. Wallace has been in the T&D field since 1979 and a training and per-
formance 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 al-
most every type of business function and process. He is the author of three 
books, several chapters, and more than 50 articles. He has presented more 
than 50 times at international conferences and local chapters of ISPI, ASTD, 
and at IEEE, Lakewood Conferences, ABA, the Conference on Nuclear Training 
and Education, and at the Midwest Nuclear Training Association. 
 

He has served on the ISPI Board of Directors as the Treasurer on the Execu-
tive Committee (1999–2001) and later as the President-Elect for 2002-2003, 
and President for 2003-2004. 
 

Guy’s professional biography was listed in Marquis’ Who’s Who in America in 
2001. He was designated a CPT — Certified Performance Technologist in 
2002. 

EPPIC’s Guy W. Wallace, CPT 



to protect and improve the enterprise 

EPPIC Inc. 
 

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

EPPIC can help you quickly conduct the analyses and design activities  
with a team of your Master Performers  

enabling you to more quickly and efficiently  
develop performance-based, blended instructional content  

to achieve Peak Performance of the Learners 
and to improve the operating efficiency and ROI of your  

T&D System! 
 

Instructional Analysis 
Instructional Design—Curriculum Architecture Design 

Instructional Design—Modular Curriculum Development 
Instructional Content Object Development 

EPPIC Inc.
Achieve Peak Performance

EPPIC Inc.EPPIC Inc.
Achieve Peak Performance
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