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From a series of newsletter articles written by Guy W. Wallace in 2003 and 2004 

Segue From Learning To Performance  
Your goal in the Training/learning/knowledge management business is not to 
build/acquire and then deploy content. It is to improve targeted performance for 
projected, targeted ROI and Value Add.  

  

That should be your  

Value Proposition,  

and your  

Mission,  

and how you are  

Measured:  

ROI and Value Add 

  

But we all already know that knowledge/skill deficits are seldom the singular issue in a 
performance situation. There are other variables that might require attention. When we 
are able to better affect those non-K/S issues, we will have moved from Learning only, 
to performance improvement. Segueing from Learning to Performance Improvement 
requires  

  

� 1st- being very effective in producing performance-oriented T&D in terms of reducing 
life cycle costs and increasing returns...Total ROI. If you don’t have credibility here 
yet, don’t move on to #2. 

� 2nd- being aligned with the enterprise leadership, and being used in the support of 
critical  enterprise challenges, where there is significant return-on-investment, and 
value add, and/or for high-penalty risk issues are at stake. You need to do well in 
these highly visible arenas with communications and Learning & development. 
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Our PACT Processes for T&D is our approach to lean-ISD, as documented in my book: 
lean-ISD. A free 410 page PDF of lean-ISD is available at www.eppic.biz/resources. 

PACT designs at three levels, at the systems level for a job/process; at the product level 
for a course/workshop/web module; and at the sub-assembly level for instructional 
activities/objects. 

Tight alignment with the leaders and other key stakeholders of your enterprise in a more 
formal than not Governance & Advisory structure is critical.  Consistently having T&D 
efforts targeted and successful in meaningful process improvement for significant ROI, 
is the only way to stave off a force-reduction in the T&D ranks when business conditions 
are sour. If you don’t do this alignment well, nothing else can save you come that 
eventual judgment day.  See 12 O'clock in my book T&D Systems View for more on this 
topic. A free 403 page PDF of T&D Systems View is available at www.eppic.biz/resources. 

To really achieve success in your planned migration from Learning only to performance-
improvement, you will need to offer more than T&D/ Learning deliverables. You will 
need to offer analysis-based insights on non-K/S variables relationship to problem root 
causes. You need to offer views from a systemic viewpoint. And then you must work 
with others to, or yourself, produce improvement deliverables for non-K/S process 
variables. That’s where our EPPI and PACT models and methods merge.  

Our intent was that after mastering PACT, while simultaneously getting the rest of your 
house in order using the T&D Systems View and getting better aligned, the EPPI 
methods “bolt” nicely onto the PACT Analysis methods for your segue.  

 

Remember the Pareto Principle? 

The 80/20 rule? That only 20% of the variables will address 80% of your 
problem/opportunity.  

If you work with your customers and engage them in the right way, your partnership will 
result in mutual “discovery” of the root causes for potential measured results that add 
value, and mutual agreement on “the 20% fixes” required to maximize ROI.    
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Step 1- 

Smooth Segue: Learning to Performance 
There are 3 major steps in making a smooth segue from Learning to Performance.  

Those three major steps are: 

� 1st- being very effective in producing performance-oriented T&D in terms of 
reducing life cycle costs and increasing returns...Total ROI. If you don’t have 
credibility here yet, don’t move on to #2. 

� 2nd- being aligned with the enterprise leadership, and being used in the 
support of critical  enterprise challenges, where there is significant return-on-
investment, and value add, and/or for high-penalty risk issues are at stake. 
You need to do well in these highly visible arenas with communications and 
Learning & development. Here’s where being excellent at #1 pays off and 
enables you to take that final step to #3! 

� 3rd– being able to easily add to your analysis approach methods/tools to 
determine both “the requirements” and the “actuals/gaps” regarding all other 
process/human performance variables. Conduct your performance consulting 
within instructional consulting efforts, all the while delivering excellence in 
response to instructional needs in critical high-stakes areas. Later, change 
the name of your department, after you’ve earned it. 

 

Smoothly Segueing from Learning to Performance 

Produce performance-based/performance-relevant communications when the goal is 
awareness.  

And pb education when the goal is knowledge.  

And pb Learning when the goal is skills and performance capability.  

And pb certification when you’ve got to make absolutely sure that they CAN DO IT!  

  

The goal is always total ROI and total Value Add, over the life cycle. Not simply reduced 
first costs and first returns. Don’t build it if you are not willing to administer and maintain 
it over the anticipated and needed life cycle!  
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What is T&D? 

Learning and Development is known by many names. Some names are: 

� Education 

� Learning 

� Development 

� Instruction 

� Coaching 

� Mentoring 

� OJT  

� Learning 

� Knowledge Management 

  

Too many names unfortunately cause confusion in the marketplace, for suppliers and 
customers alike. If your goal is improved performance as measured by enterprise 
metrics, then it really doesn’t matter what you call it, as long as it provides sufficient 
returns for its actual costs.  Total ROI. 

Unfortunately, too much of the T&D produced today, by any of it’s various names, isn’t 
going to move the needle on the dashboard upward one iota… unless you’re looking at 
the costs scorecard meter. 

  

What is performance-based T&D/ Learning/ Knowledge Management? 

Performance-based content are not random topics. They are structured content and 
activities, derived from a model of performance, and tested/proven against their ability 
to create the appropriate awareness, knowledge and/or skills related to performance 
requirements of specific target performer populations.  The ultimate measure is 
job/process/enterprise performance improvements that meets all of the key metrics of 
the business. 

It is blended as needed, not just because it could be. 

Recently I heard a young, neophyte ISDer, enamored with On-Line Learning, define “it” 
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Step 2- 

A Smooth Segue: Learning to Performance 
Improvement 
The three major steps for your segue from Learning to Performance are: 

� 1st- being very effective in producing performance-oriented T&D in terms of 
reducing life cycle costs and increasing returns...Total ROI. If you don’t have 
credibility here yet, don’t move on to #2. 

� 2nd- being aligned with the enterprise leadership, and being used in the 
support of critical  enterprise challenges, where there is significant return-on-
investment, and value add, and/or for high-penalty risk issues are at stake. 
You need to do well in these highly visible arenas with communications and 
Learning & development. Here’s where being excellent at #1 pays off and 
enables you to take that final step to #3! 

� 3rd– being able to easily add to your analysis approach methods/tools to 
determine both “the requirements” and the “actuals/gaps” regarding all other 
process/human performance variables. Conduct your performance consulting 
within instructional consulting efforts, all the while delivering excellence in 
response to instructional needs in critical high-stakes areas. Later, change 
the name of your department, after you’ve earned it. 

   

Let’s overview the second step. 

  

Step 2– Aligning with Enterprise Leadership, Management, and Master 
Performers 

Once you’ve achieved the first step, you are ready for the deep water. 

There are many paths to the goal of getting at the same table with your key 
stakeholders. Informally you’d catch up with them whenever they can meet with you and 
you’d attempt to get “duly sensitized” to their situation, problems, implications, and the 
needs (from Neil Rackham’s S.P.I.N. approach to win-win sales as espoused in his 
best-selling book: SPIN Selling) with large stakes/paybacks for the enterprise. Not the 
low hanging fruit. 
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Again, don’t make this move to the deep water prematurely. It’s too risky for the 
unprepared.  

But if you are ready to be asked to be involved in the early planning for those major 
change initiatives that so many enterprises have embarked upon...the trick becomes 
less of getting invited to the table once you’ve got your reputation and support from your 
most recent clients. It’s really a matter of goal and resource alignment in a situation 
where there may be more goals for you than resources. Then it gets down to 
prioritization.  

If you are prepared to contribute performance-impacting T&D where it really counts, 
where the stakes are high in terms of returns and investments, then step up to the 
challenge. 

But you must also be prepared to let the change initiative sponsor and teams use your 
T&D distribution channel for awareness-building communications where appropriate, 
and knowledge-building education where appropriate, and skills-building Learning 
where appropriate.  

Don’t have just one approach (ISD process) for all three of these end-products. They 
are different end products and need a different development approach, which means 
“more or less rigidity” in adherence to “ISD.” 

You need to have lightning fast processes for communications product development. 
You typically have to have a bit more rigor for education product development. And for 
Learning product development, it typically must include deeper analysis and extended 
design efforts, and then prototypes must pass extra scrutiny in terms of their 
effectiveness and appropriateness before being unleashed onto the full enterprise. 

And you must further instill the change by putting in the right “reinforcement” 
awareness, knowledge and skills building elements for the primary target audiences’ 
management and all other relevant stakeholders. You must tackle all of the key 
awareness/knowledge/skill gaps created by a change effort. 

But of course, all of this is very high risk to you. Very visible high risk. You need to 
proceed with caution, but you do need to proceed none-the-less.  

The enterprise doesn’t really want your best performance-based T&D if it’s not targeted 
where it can really have significant ROI and Value Add. You need to help management 
of the targeted areas for change with awareness/knowledge/skill gaps. To do this, I 
suggest “getting wired.” 

The formal model next portrays a 3 level alignment diagram. I believe that you must get 
wired to your customer and stakeholders at each of these 3 distinct levels. Getting wired 
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assistance when needed. With your marching orders from Level 1 you are now aligned 
with that level. But how to pull it off? Please continue... 

You want to be wired at level 2 so that you really serve the needs of this level’s 
functional targets...the owners of the targeted “processes,” as well as all of their 
customers and stakeholders.  

You get wired at level 2 by forming advisory councils (or committees) to request 
resources and steer their investment into T&D that is meaningful to your customers and 
their key stakeholders. If you were sneaky enough you might have the “chairs” at level 2 
on the council of level 1.  

And then you want to be also wired at level 3 so that you aren’t dreaming in the details 
of your design efforts about what is possible as well as truly desirable, in terms of 
performance, process and enterprise level improvement changes. You get wired at level 
3 by assembling the right Master Performers and other SMEs to articulate an ideal state 
and then marching off with them to create it. Bring them along for the journey! Let them 
hold the reigns at times. 

Let’s go further with alignment with the voice of the customers and stakeholders at each 
of the 3 levels. 

 

VoC: Level 1 —  Alignment with the Goals and Strategies of the Enterprise 
Leadership 

The top, Level 1, is where you get wired with the executives and are being both directed 
and resourced by them to do things important to them. Again, being very good at Step 1 
(as noted above) is extremely critical here. There is too much risk for everyone for you 
to be in this “step” prematurely, unprepared. 

To get yourself and your T&D function (or learning or knowledge management 
functions) into these types of high risk/high payback situations, you need to get very 
“wired” with the leadership of your enterprise. You want to be in their hip pocket so to 
speak. You want to be used in their plans. 

They are the ones working on all of the really critical business initiatives in response to 
major opportunities and threats. They need your involvement to help them see all of the 
key awareness/knowledge/skill implications of any and all changes that their 
improvement initiative will invariably drive.  

You’re still sticking to T&D here in Step 2, remember? Don’t go off onto Step 3 
simultaneously with Step 2, unless you know you are really prepared for that too. Again, 
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due to the risk. Back to Step 2. 

If you talk to with all of your leadership of your enterprise individually, all you’ll ever get 
is a list of individual opinions. If you can “only lose” by trying to read the tea leaves 
yourself and then self-pick who/what you’ll support and respond to, don’t do it that way. 
Partner with your customer and stakeholders. 

You don’t really want to speak to your customers and stakeholders exclusively one-on-
one, as you’ll not develop enough “shared understandings/meanings” across the 
breadth and depth of the great customer-supplier divide. Tell them each something like 
that. Spin it. 

When your collective customers aren’t aligned there is simply no way for you to win. 
You must help them get aligned so you can get aligned, not to your vision, but to their 
own. You need to bridge that divide in some way that is acceptable to all. You might 
suggest to each that you all gather to meet together routinely, 2-days twice or three 
times a year a year, to focus on both resourcing and results.  

For them– they “get control” to better insure that their strategies are successfully 
executed. For you– you’ll get a greater shared understanding of the goals, resources 
and constraints with your stakeholders. And a chance to “win” and create a greater win-
win. 

The formality with which you do this is entirely situational and dependent on the culture 
of your organization. Some cultural situations may limit you and require you to go “one-
on-one” and practice stealth networking. Here you’ll need to be less informal. But that 
too has its risks. 

Other situations might already require you to “get everyone in the same room” and 
“come to a common understanding.” Here you can probably be more formal in 
organizing your governance system.  

  

VoC: Level 2  —  Alignment with the Functional Owners of the Targeted 
Processes and All of Their Stakeholders 

Level 2 has you wired with an organized grouping or segmentation of your customers.  

The best schemes I’ve seen are functional or discipline (and not process) oriented for 
the individual contributors. The commonalities across disciplines (mechanical 
engineering, instructional design, quality assurance, welding,) and functions (finance, 
sales, purchasing, etc.).  Think, communities of practice, and not process. 

The key functional owner of any major initiative will house the project in their “Advisory 
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Council” at level 2 and would be joined by the other stakeholders from across the 
organization (and from external sources if needed) and would all cross-functionally 
“report in” there.  

This Level 2 team would oversee those project steering teams charged with conducting 
your version of CAD and MCD instructional projects from my PACT Processes for T&D 
(covered in my lean-ISD book), or an EPPI project for improvement interventions 
beyond instruction. 

The Level 2 Advisory Council would, or should, be willing to insure that you have exactly 
the right Master Performers and all other SMEs and resources necessary to get their 
priority T&D successfully accomplished (as measured by “performance impact” as 
measured by “enterprise metrics”). That then leads us to Level 3 in my Voice of the 
Customer/Stakeholder model. 

  

VoC: Level 3  —  Alignment with the Real World Performance Masters’ Reality 
Checks and Drives 

Level 3 is being wired with the learners/target audiences’ Master Performers at their 
process level.  

This means having them involved in meaningful ways, contributing to the instructional 
and non-instructional process and products. This is your source for most of your 
analyses, for your instructional design inputs and reactions, for your content 
development efforts, and for your developmental and pilot-testing efforts 

Having the right, credible Master Performers support you in ADDIE/ISD/T&D efforts 
aimed at their turf is a huge key to your success.  

They will not want you to fail, because then they fail. And failing is not something in the 
everyday experience of any Master Performer in any job that I’ve yet come across in 
over 300 analysis or design meetings where I leverage their expertise to improve my 
instructional products and improve their ROI. 

 

Step 2 Summary 

Getting aligned to the Voice of your Customers and Stakeholders at 3 levels may be 
what you need to put into place in order to really have a significant impact on the 
performance of your enterprise. It is a collaborative approach between improvement 
customers and suppliers! 
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Next we’ll overview the Step 3:   

Step 3: Being able to easily add to your analysis approach methods/tools 
to determine both “the requirements” and the “actuals/gaps” regarding all 
other process/human performance variables.  
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Step 3- 

A Smooth Segue: Learning to Performance 
Improvement 
 The three major steps for your segue from Learning to performance are: 

1. Being very effective in producing performance-oriented T&D in terms of 
reducing life cycle costs and increasing returns...Total ROI. If you don’t have 
credibility here yet, don’t move on to #2. 

2. Being aligned with the enterprise leadership, and being used in the support 
of critical enterprise challenges, where there is significant return-on-
investment, and value add, and/or for where high-penalty risk issues are at 
stake. You need to do well in these highly visible arenas with communications 
and Learning & development. Here’s where being excellent at #1 pays off and 
enables you to take that final step to #3! 

3. Being able to easily add to your analysis approach methods/tools to 
determine both “the requirements” and the “actuals/gaps” regarding all 
other process/human performance variables. Conduct your performance 
consulting within instructional consulting efforts, all the while delivering 
excellence in response to instructional needs in critical high-stakes areas. 
Later, change the name of your department, after you’ve earned it. 

  

  

Step 3– Determine All of the Gaps Compared to the Requirements for Peak 
Performance 

Once you’ve achieved the first two steps, and you are doing great, performance-based 
communications, education, and T&D (aka: Learning/Knowledge Management) and you 
are aligned and working successfully on the top priorities of the Enterprise, you are 
ready for even deeper water. Come on in! 

The 3 key levers for achieving peak performance include:  

1- the Process itself, and/or  

2- the Human Assets, and/or  
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causes. Those probable causes can be analyzed further then to determine if they are 
truly at the “root” of the issue or not. Again, this is the same as in Step 1. 

Think of the process as “THE PLAY.” 

  

The Human Assets  

The humans, individually and as groups, are an asset. The asset variables  that the 
humans bring (or don’t bring adequately) to the performance are: 

� Knowledge/Skills 

� Physical Attributes 

� Psychological Attributes 

� Intellectual Attributes 

� Personal Values 

  

You can design the jobs a certain way to fit the round and square pegs of humans into 
round and square jobs. You can bring people into the jobs where they have most of the 
right stuff, and minimize Learning/learning/KM costs and cycle time. But if they don’t 
know “it” walking in the door, or “the it of performance requirements” changes on them, 
then you’ll need to address that need with instruction or job aids (paper or electronic). 
Think of humans as “ACTORS” in the performance PLAY.  

  

The Environmental Assets 

The environment provides resources for the humans to use/manipulate to create the 
products demanded by the process requirements. These include: 

� Data/Information 

� Materials/Supplies 

� Tools/Equipment 

� Facilities/Grounds 

� Budget/Headcount 
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� Culture/Consequences 

  

Without the right non-people stuff, performance must suffer. Think of the “STAGE and 
the PROPS” for the ACTORS to use in the PLAY. 

  

Now What? 

Analysis of the whole “performance/play” is required as well as it’s upstream suppliers 
and it’s downstream customers...and perhaps the customer’s customer’s customers. 
And analysis of all other stakeholders and their requirements...stakeholders are “The 
AUDIENCE.” You’ve got to look at the big picture in order to make sense of the piece 
parts of performance. Or you might inadvertently optimize a piece and sub-optimize the 
whole. And that’s not good! 

Once you’ve found the “gaps from ideal” you will have to address and fix one, two, or all 
three of the variable sets. Now let’s cover those. 

  

1– Business Process Engineering/Reengineering 

The Process must be designed to meet the metrics of it’s stakeholders. If it isn’t getting 
that job done, then the process can be streamlined using “lean” approaches to process 
reengineering, and then, where appropriate, can be put under tight statistical process 
control using SPC and Six Sigma approaches.  

Or not such tight control, such as in the case of a comedy writing team, or the new 
marketing campaign strategists. Looser control is needed there, so as not to inhibit/stifle 
creativity. As always, it depends. 

  

2- Human Asset Management Systems 

Human assets are acquired, developed organized, managed and retained using the 
following HAMS… 
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efficient/effective manner, providing career and growth opportunities where 
possible/feasible. 

Staffing & Succession Planning Systems takes the job designs, their process 
performance requirements, and the human enabler requirements, and determines who 
to recruit, how many, from where, and how. 

Forecasting the needs and reporting that data and feeding it to the other HAM Systems 
allows for rational succession planning systems/processes that ensures the 
organization is optimally staffed and that tomorrows leaders and performers are being 
prepared today. 

 

Performance-based Recruiting & Selection Systems 

The Recruiting & Selection Systems provide the strategies, plans and mechanisms 
for first recruiting and then selecting the best candidates in the right quantities, 
consistent with the Staffing & Succession plans, and populating the organization’s jobs 
in an efficient/effective manner. 

This system takes the human enablers that are deemed “required” in the new hire (or 
the new-to-the-job transferee) and creates recruiting guides/instruments to identify and 
select candidates. Some enablers will be showstoppers because T&D cannot bridge the 
K/S and attributes gap. Others will be less important. Some will be ignored. It is 
situationally dependent.   

This system must bring humans into the enterprise that have as much of the human 
attributes needed as possible.   

  

Performance-based Learning & Development Systems 

The Learning & Development Systems provide the strategies, plans and mechanisms 
to train and develop the new hires and incumbents consistent with their performance 
requirements in the organization’s jobs, as they have been designed. 

This system takes the process requirements to “perform tasks to produce outputs” and 
provides the individual with communications for awareness needs, education for 
knowledge needs, and Learning for skill needs. This system back-fills the individual with 
any missing key knowledge and skills not acquired during the recruiting and selection 
processes.   

Sometimes the recruiting/selection system may not be able to hire to the ideal. Missing 
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awareness, knowledge and skill might be reasonably addressed by this system. But 
some items will be too costly to let go with “Recruiting & Selection” and then expect 
“Learning & Development” to pick it up and fix it.   

Examples include an electrical engineer job or a programmer job, both of which require 
deep technical expertise. It would probably be best to hire an engineer or programmer 
with a solid base of technical expertise and then teach them new things specific to their 
job, on top of those knowledge/skills that they should have walking in the door.   

There are some things that “Learning & Development” should not be expected to 
resolve, at reasonable cost. Physical attributes, psychological attributes, intellectual 
attributes, and values are somewhat problematic. They might be able to be slightly 
adjusted/developed. But most likely at too great a cost and too great a cycle time. Better 
to go back to Recruiting/Selection and handle it there. 

  

Performance-based Performance Appraisal & Management Systems 

The Performance Appraisal & Management Systems provide the strategies, plans 
and mechanisms for appraising the job task performance and managing all issues 
(problems/opportunities) as appropriate, and consistent with applicable 
laws/regulations/codes and enterprise policies/procedures. 

This system takes the process requirements to “perform tasks to produce outputs” and 
provides measurement and feedback to the individual performer and to their 
management.   

Where performance is falling short of the requirements, performance management, 
including “development planning (back to the T&D System) as well as last resort efforts 
such as “progressive discipline” and possible “termination” may be required to resolve 
the issue and meet the process needs. 

  

Performance-based Compensation & Benefits Systems 

The Compensation & Benefits Systems provide the strategies, plans and 
mechanisms to ensure that the total pay and benefits attract and retain competent staff, 
appropriate for the various labor markets for the various locations of enterprise 
operations, and are consistent with laws/regulations/codes, any labor contracts (if 
applicable), and enterprise policies/procedures. 

This system takes the process requirements to “perform tasks to produce outputs” as 
well as the “performance measurements results data” and adjusts compensation, in 
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Performance-based Data & Information Systems 

The Data/Information Systems provide all of the work orders and instructions, the 
policies/procedures, strategies and plans, and all data/information needed to enable job 
holders to perform at a level of mastery. Information Technology/”e” may be used to 
store and access this data, or it may use paper or verbal systems. The brake shop staff 
may use both paper job aids and electronic procedure manuals to guide their 
performance, after reading the work order that’s on paper or on screen. 

 

Performance-based Materials & Supplies Systems 

The Materials & Supplies Systems provide all of the materials and supplies needed to 
enable job holders to perform at a level of mastery. Most trainers use flip chart paper 
and pens in classroom/group settings. The performers relining your car brakes will use 
brake pads.  

  

Performance-based Tools & Equipment Systems 

The Tools & Equipment Systems provide the tools, equipment, machinery, and 
vehicles needed to enable job holders to perform at a level of mastery. The old brake 
repair garages used hydraulic lifts to get the performer under the car. Today many 
performers simply walk down into the “pit.” 

  

Performance-based Facilities & Grounds Systems 

The Facilities & Grounds Systems provide the buildings, grounds and facilities 
(communications/power/water/etc.) needed to enable jobholders to perform at a level of 
mastery. The brake shop needs a shelter to conduct the work within and a parking lot 
for employees and customers, and the “pit.” 

  

Performance-based Financial Systems 

The Financial Systems provide the capital and expense budgets, and the headcount 
budgets to management, needed to enable and support job holders in performing at a 
level of mastery. The brake shop management needs money to buy supplies, make 
change for the customers paying in cash, and to make payroll. They’ll need funds to pay 
the electrician too after a storm wipes out the breaker box. 
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Performance-based Culture & Consequence Systems 

The Culture & Consequence Systems provide enterprise cultural norms, and all of the 
management reinforcements (and extinguishments) needed to encourage (or 
discourage) and enable job holders to perform at a level of mastery. The brake shop 
management needs to provide a shop culture and the balance of consequences (+/-) to 
ensure that the crew doesn’t show up late everyday, or sometimes not at all. 

  

Planning and Organizing the Fixes  

Does the process need to be streamlined first, and new Environmental Assets put in 
place and then the jobs redesigned and the Human performer’s selected 
differently...and then trained, but only as needed? 

  

Going Beyond the Current State Ideal 

If the Enterprise need is to improve beyond that of current level of Mastery, then all 
three of the 3 EPPI key variables will need to be looked at for potential “discontinuous 
improvement,” more of a radical change than an incremental change. 

  

Step 3 Summary 

Addressing any of the process, human or environmental gaps from ideal in either a new 
build effort or in a repair effort could lead to sub-optimization unless one understands 
the impacts to downstream and upstream efforts. It’s a system, interconnected and 
dynamic. 

Think again of the Play analogy...where all of the story lines of the three ACTS need to 
connect and flow.  
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Summary- 

A Smooth Segue: Learning to Performance 
Improvement 
The three major steps for your segue from Learning to performance are: 

1. Being very effective in producing performance-oriented T&D in terms of 
reducing life cycle costs and increasing returns...Total ROI. If you don’t have 
credibility here yet, don’t move on to #2. 

2. Being aligned with the enterprise leadership, and being used in the support 
of critical  enterprise challenges, where there is significant return-on-
investment, and value add, and/or for high-penalty risk issues are at stake. 
You need to do well in these highly visible arenas with communications and 
Learning & development. Here’s where being excellent at #1 pays off and 
enables you to take that final step to #3! 

3. Being able to easily add to your analysis approach methods/tools to 
determine both “the requirements” and the “actuals/gaps” regarding all 
other process/human performance variables. Conduct your performance 
consulting within instructional consulting efforts, all the while delivering 
excellence in response to instructional needs in critical high-stakes areas. 
Later, change the name of your department, after you’ve earned it. 

  

Why These Steps? 

First things first. Walk before you fly.  Crawl before you walk. 

If your function/department/organization is charged with deploying 
awareness/knowledge/skill building content and exercises/applications, using any or all 
media mechanisms, then you must master Step 1 before asking (or being asked) to sit 
at the BIG TABLE and assist with the most critical needs of your enterprise. 

Once you know you can and will be successful (with an eye towards the ever-present 
shadow of MURPHY’s law) you should sit at the table in Step 2 with your top leaders 
and add your value to their efforts for THE MOST CRITICAL opportunities and/or 
problems facing your enterprise today and in the future. 

Once you are at the table and have proven yourself once again (a never-ending task) 



Segue From Learning To Performance            Guy W. Wallace 

 ©2010 Guy W. Wallace                                 www.eppic.biz  32 of 36 
 

then you should be able to “sneak in” incremental analysis and consulting on non-
knowledge/skill issues, if you’ve got the right methodology for your instructional 
approaches. Getting from Steps 1 and 2 to 3 is either going to being an easy segue, or 
a leap. 

If your current instructional methods don’t lend themselves to easy adaptation from 
instruction to performance, you need to find some that do, as part of your Step 1. 

  

How Long Might It take? 

As always, it depends. I don’t mean to be flip, but IT IS situational.  How long depends 
on your end-game goal, your route, your players and the game plan...the methods you 
employ. And, most importantly...where are you starting from?  

A- If you are starting “in the hole” and you’ve got unhappy customers because 
you can’t deliver quality fast and cheaply enough, that’ll take longer. Do you 
currently employ one instructional process across your team, or is everyone 
“doing their own thing?” You may need to revamp your instructional processes 
radically, or get yourself “one” before proceeding. Of course you may be working 
on that in parallel with ongoing efforts, making it trickier. Like changing tires on a 
moving truck. 

B- But if you have happy customers, and a flexible, fast and effective instructional 
process, then you may just need to adapt your methods slightly, or not at all, to 
get ready for the planned segue through the three Steps of our model. 

If you are at “A” you might take a year or more just to get through the first Step. If you 
are at “B” you might be at Step 3 within 3-6 months. 

But again….as always, it depends. Map out a plan with sufficient detail so that you can 
mentally test the feasibility of the tasks ahead and the probable timing given YOUR 
situation. 

  

Where Are the Pitfalls? 

Resistance to change of course. How much of an “imperative” is it seen as by your 
team and your customers? That’s first. 

But also: the Resources that it will take. That will vary significantly depending on your 
Step 0 starting point (where you are RIGHT NOW), the size and quality of your team, 
and the volume of business that you’ll have to do in parallel with your “change efforts.” 
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Who Needs To Be On Your Bus? 

On your bus you’ll need staff that understands that your goal isn’t developing and 
deploying “neat/fun/”e” content...it’s about positively affecting the bottom line in the most 
efficient manner.  

How much business acumen does your team have?  

� Can they articulate your enterprise’s strategic goals and plans? 

� Can they identify the top revenue producing products/services now and in the 
future? And who the top external customers are and will be? 

� Do they know who their internal customer’s internal customer is and their 
requirements? And who THAT customer serves, internally and/or externally 
and their requirements? 

� Do they understand all of the other key enterprise stakeholders and their 
requirements? 

� Can they articulate and calculate ROI and Value Add, or any of the other key 
business metrics used in your enterprise? Do they understand the ROI 
“hurdle rate” that sends initiatives down the GO race track versus over to the 
NO GO parking lot? 

� Do they look beyond the performance of the individual or work team and see 
things more from the systems perspective of a complex business in a 
complex marketplace? 

  

Summary & Close 

There is potentially a lot to do, and a lot to learn in making this segue- this transition 
from an instructional focus to a performance focus. I hope no one, including me, has led 
you to believe that it is easy.  

It is a journey potentially “fraught with peril.” But still rewarding enough to encourage 
you to take the plunge and make your preparations “to be at the ready” for the 
challenges of achieving Peak Performance for measured results that add value. There 
IS a lot of value add potential above and beyond the costs to be incurred to make this 
very worthwhile for many organizations.  

And you need to be able to be predictive about it...in terms of sufficient ROI. 

Or, why bother? 
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Obtain free PDFs of 2 of Guy’s books referenced in this booklet: 

Lean-ISD      -      T&D Systems View 

At: www.eppic.biz/resources  

Guy W. Wallace 

Certified Performance Technologist (CPT)         President, EPPIC Inc. 
Performance‐based Instruction and Information Analyst and Architect  
guy.wallace@eppic.biz   ‐     www.eppic.biz   ‐    Mobile 704‐ 746‐ 5126   ‐    Office 704‐ 895‐ 6364  ‐   
Skype: guywwallace     ‐     Mail/Shipping: 19706 One Norman Blvd.    Suite B270    Cornelius NC 28031 
 
2010 Recipient of ISPI’s Honorary Life Member Award for significant contributions to both the technology of human performance improvement 

and to the Society – www.ispi.org  

“I’m part of the ASQ Influential Voices program. While I receive an honorarium from ASQ for my commitment, the thoughts and opinions 

expressed on my blog are my own.” Learn more about Quality at ASQ ‐ http://asq.org  ‐  Guy’s Blog is at: www.eppic.biz  

Testimonial from LinkedIn: 

Richard E. Clark, PhD – USC 

Professor and Director, Center for Cognitive Technology, University of Southern California  clark@usc.edu  

Dick’s LinkedIn Recommendation for Guy: 

“My university research center concentrates on R&D in evidence‐based performance improvement and 
one of our goals is to keep track of the activities of top professionals. Guy Wallace constantly appears on 
our radar as the best current example of the consummate professional in our field. His broad experience, 
constant creativity, successful work for his clients and his original contributions to our field all sum 
together into a very impressive career. Guy has been working in the same field for a quarter century and 
he could easily rest on his past accomplishments. Yet he continues to create novel and exciting solutions 
for his clients. He invests considerable effort and so understands both best practice and the huge body of 
research and evaluation that supports practice. 

He also spends quality time helping younger colleagues develop and works to advance our profession 
though professional organizations such as the International Society for Performance Improvement (where 
he was elected President a few years back) and the American Society for Learning and Development. But 
what impresses me most about Guy is his ability to think clearly about very complex problems. He has an 
exceptional talent for stepping back from complex issues and generating simple solutions and insights 
that are both sensible and effective.” 

‐ Dick Clark – June 28, 2009 
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