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CADDI has been keeping very busy with our projects and speaking engagements, and we even seem to 
have fit a bit of fun in there as well. Our consultants have been presenting at different engagements, and 
CADDI conducted our third annual Summerfest. 
 
!On June 16, Jeff Carpenter presented “Rapid Design Techniques” for KeyBank Corporation at Brown 

Stadium in Cleveland, OH for their regional training and development meeting. 

!On August 5, we hosted a Kane County Cougars minor league baseball game outing in Geneva, IL. 
Mark King (from Siemens Building Technologies, Inc.) and his family, as well as subcontractor Mark 
Bade and his two sons, joined the CADDI crew and our families for a fun time in the rain. The rain did 
not hold back the Cougars, who defeated Beloit by a score of 7-5. See pictorial below and to the right 
for some highlights. 

!On August 16, Guy Wallace presented “Curriculum Architecture DesignSM (CAD)” at the Carolinas 
chapter of ISPI in Raleigh, NC (see the article on page 47 for the story). 

!On September 7, Pete Hybert spoke to graduate students at Northern Illinois University in DeKalb, IL 
about practicing the discipline of ISD. 

!On September 14, Pete also presented at ISPI Chicago Chapter’s Annual Cracker-barrel event. The 
theme this year was “From the Flintstones to the Jetsons—Improving Performance Over the Ages 
Through Technology.” Pete presented “Modeling the Performance Support System.” 

!On February 15–16, 2001, Guy and Brian Blecke will conduct an evening presentation on CAD and a 
one-day Analysis Workshop to the Golden Circle chapter of ISPI in Des Moines, IA.!!!!! 
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by Deb Smits 
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!
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his rain gear. 
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CADDI Summerfest 2000 
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A CADDI CREWMATE’S PERSPECTIVE . . . 

On Watch from the Bridge 
by Guy W. Wallace 

You’ve seen the commercial: “. . . someday 
training for every job will be delivered over the 
Internet . . . .” 
 
Okay. But, I hope to have all of my needs met for 
any brain surgery before that day arrives. 
 
Really, it seems to me that we all seem to be too 
enamored but not too educated about all things “e” 
in terms of their relevance to 
 
!Training & Development 
!Knowledge Management (KM) 
!Competencies 
!Process Improvement 
!Human Performance Improvement 
!Enterprise Process Improvement 
!TQM 
!ISO 
!ERP 
!Etc. 
 
At least I feel that way most of the time. There are 
too “man-e” bandwagons rolling by. 
 
But help me out here. Isn’t the end point of it 
really shareholder wealth—in the short, medium, 
or long term? Why put all of the training for every 
job on the Internet someday? Doesn’t somebody 
do that at a cost because somewhere/somehow 
there is a return for doing so? Isn’t that the 
investor’s decision? 
 
And it’s also their decision as to whether or not 
they need to go for returns in the short, medium, 

or long term. It’s not the call of the T&D crowd 
or the learning crowd or the knowledge 
management crowd. 
 
It’s still a business decision . . . even for a learning 
organization.  
 
T&D or KM or competencies, core or otherwise, 
all need to be in place for a purpose—a business 
or enterprise purpose. And they need to return 
more than they cost or why bother? And the  
e-things or e-stuff we are inundated with today 
simply will enable us to do so much more so 
much more cheaply . . . er . . . “e”fficiently, unless 
we do the wrong things with this “nift-e” tool: the 
Internet and all of its “e” cousins. 
 
In PACTSM, the knowledge warehouses of a 
performance-based e-KM system contain modules of 
instructional activities, our instructional object or 
chunk. They are put there via Curriculum 
Architecture DesignSM (CAD) and Modular 
Curriculum DevelopmentSM (MCD) projects to 
push T&D to key/critical target audiences.  
 
The key benefit regarding PACT is that the PACT 
chunking strategies of CAD and MCD projects 
produce outputs (the content chunks . . . the 
instructional activities) that can be stored in the  
e-warehouse for both push and pull audiences. For 
more on this, see our article starting on page 23. 
 
As we push our newsletter out to you quarterly, 
we’d like to know if you’re pulling anything out 
and making use of it. Is there a return? For you, 
for us? Let us know. Please share.!!!!! 

The e-things or  
e-stuff we are  
inundated with 
today simply will 
enable us to do so 
much more so 
much more 
cheaply . . . 
er . . . 
“e”fficiently, 
unless we do the 
wrong things with 
this “nift-e” tool: 
the Internet and 
all of its “e” 
cousins. 

Alex, Jeff, Martin, and Mendy Carpenter !
 Ian, Faith, Colin, and  

Pete Hybert 

!
 

Deb Smits & Alaina Dyer !
 

Please send feedback to 
CADDI@caddi.com 
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Most of the 
consultants at 
CADDI are 

“Rummler-ites”  
 

. . . and proud of 
it! 

WHOOPS! 
CADDI and Alan Ramias collectively “goofed” when we 
neglected to also attribute the “Scope of Empowerment” 
chart (published in our summer 2000 issue of lean-ISD) and 
many of the concepts in Alan’s article “Empowerment—
Maybe There Was Something to It, After All” to Dr. Geary 
A. Rummler, now of the Performance Design Lab. Credit 
goes to both Geary and Alan. 
 
For even more from Dr. Rummler, visit the Performance 
Design Lab Web site at 
 

www.PerformanceDesignLab.com 

The Performance Design Lab 

P.O. Box 64640, Tucson, AZ  85728-4640 

Office: (520) 529-1151   Fax: (520) 529-1152 

gearyarummler@compuserve.com 

UNDOING IT 

A Correction 
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In theory, by 
moving the  
decision-making 
authority closest 
to the true sources 
of knowledge 
about the  
problem and its 
potential  
solutions, better 
decisions will be 
made—better 
business  
decisions. 

The Goals of Empowerment 
The overriding goal of the “empowerment”  
concept is much the same as the “delegation” con-
cept that has been promoted in past decades: Bet-
ter business decisions−period. 
 
Empowerment is not in vogue today simply  
because it’s another motherhood issue. It’s not a 
component of the total quality management 
(TQM) movement simply because it will make 
people feel better about themselves and will, 
therefore, make them work harder and be more 
productive for the business entity. 
 
If management knew for a fact that poorer  
business decisions would be made as a tradeoff 
for an improvement in the workers’ self-esteem, 
does anyone pretend that they would continue to 
promote the employee empowerment concept?  
I think not. 
 
In theory, by moving the decision-making  
authority closest to the true sources of knowledge 
about the problem and its potential solutions,  
better decisions will be made—better business 
decisions. But that is not always the case. Our  
results with empowerment often fall short with 
our goals. Why? PQM—partial quality  
management. It’s something similar to TQM, but 
partial, incomplete, and certainly not very  
effective. 

The Problems with Empowerment 
Let’s look at a fictitious situation. A problem-
solving team has a recommendation turned down 
by management after months of hard work and 
much internal wrangling with the data to  
determine the root cause of the problem and  
formulate a solution. 
 
The empowered team spent months utilizing both 
work and personal time, enthusiastically battling 
their own biases and predispositions to arrive at 
an informed consensus. Using data and not  
opinions, they determined the most likely root 
causes and the most promising solution set to  
address the causes. They even calculated a  
probable return on the investment worthy of  
executive management’s attention and praise. 

The empowered work team involved the  
engineers and the downstream operations  
organizations in an effort to ensure that all  
appropriate stakeholders were represented. Middle 
management sat patiently on the sidelines, ready 
to support but not disempower the team. It was as 
“blue sky” an occurrence as anyone on the team 
could have wildly envisioned. It seemed that the 
TQM poster slogans were true. Quality was up to 
them. Empowerment was the path of the  
enlightened. 
 
A presentation was painstakingly prepared by all 
team members. The presentation was practiced to 
perfection with much guidance and feedback  
provided by the empowered team members to 
each other using all the new interpersonal skills 
learned in the classroom. Cross-organizational 
bonds were formed that would transcend the heat 
of the future moments when the inevitable crises 
struck. The big day finally arrived. 
 
Management’s response seemed unexplainably 
cool during the smooth presentation. The  
proposal for spending $350,000.00 in capital  
upgrades over a three-month period, for a  
calculated return of $3.5 million within 12 months, 
did not seem to excite the TQM executive steering 
team. Management offered faint praise for a  
project and presentation that were obviously well 
done. Then they moved on to the next  
opportunity presentation. 
 
The final word came down days later. No  
investment was to be made and no further  
explanation was offered. The team was stunned. 
 
What management knew, but couldn’t share, was 
proprietary information regarding the planned 
discontinuance of the existing product. New  
production capacity is being secretly geared up for 
a radically new replacement product. The new 
product is expected to take the market by storm 
and set the competition back three years. With the 
anticipated jump on the competition, the payback 
period is expected to be short and the cash flow 
projections for four years out would allow for 
funding many more business opportunities. But 
right now it’s all a highly proprietary secret.  

(Continued on page 6) 

E-WHAT? 

Empowerment as a Process 
by Guy W. Wallace 
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The first 
misconception is 

that 
empowerment 

exists as a 
powerful tool/

technique on its 
own. Not true. 

(Continued from page 5) 
Management can’t share information it knows  
because it would not be consistent with their legal 
and fiduciary responsibility to the shareholders of 
the company. If they shared their strategic  
product plan with the workers, that would  
increase the chance of an information leak to the 
competition. If the competition got wind of the 
plans in the early developmental stages, all the  
advantages that could be gained by being first to 
the market with the new product will be lost. The 
investment payback period would be extended, 
and there could be a significant loss in the  
potential growth of shareholder value.  
Management cannot risk those results.  
 
And, therefore, management risks upsetting the 
newly empowered employees and being the object 
of their wrath. Employees might reach the  
conclusion that management has again lied to and 
deceived them or that their management is  
incompetent or politically motivated. All their 
hard work, conflict resolution, and consensus 
building seems for naught; a wasted effort, a  
frustrating experience. The employees have 
learned a lesson that they will remember. And 
when asked to approach another problem or  
opportunity, they will do so much less willingly 
and much less enthusiastically. Some may be so 
upset by the apparent deception they suffered that 
they will retaliate and try to sabotage future  
attempts to initiate improvements. 

Misconceptions Regarding  
Empowerment 
Empowerment seems very logical and very simple 
at first blush. What is wrong with pushing the  
decision-making power further down into the  
organization? Many misconceptions abound and 
the issues that empowerment raises are really 
more complex than they seem. 
 
The first misconception is that empowerment  
exists as a powerful tool/technique on its own. 
Not true. Empowerment is a management  
component of TQM—total quality management. 
TQM requires a total systems approach, shared 
information, and better communications.  
Empowerment requires that the systems of TQM 
be in place to support its efforts—teaming, leader-
ship, reward systems, communication systems, etc. 
It cannot exist in a vacuum. 
 
Second, employees may feel very strongly that if 
they have been empowered by management, their 
power is now absolute. Either they are  

empowered fully, or they are not empowered at 
all. The act or process of becoming empowered—
of empowering—may not be fully understood. 
Just as personnel in the armed forces must earn 
their stripes, teams must earn the right to make 
decisions. Management has to feel confident that, 
when they are handing over decision-making 
power, sound decisions will be made. Where  
management doesn’t have the most complete  
information to make the right decision but the 
empowered employee or team does, then the  
person or team should be empowered. People 
need to realize that empowerment does not mean 
the right to dictate each decision. Decisions 
should always be made by the party most capable 
given the particular situation and information 
known in regard to the issue. There needs to be an 
understanding, however, that the individual’s or 
team’s decisions may be reversed by management 
without substantial rationale/support. It’s a fact of 
life that you won’t always know why things  
happen the way they do. 
 
The third misconception is that it’s easy to get 
from here to there, or that it is not a road fraught 
with pitfalls. Empowerment doesn’t happen with 
a “quantum leap.” It requires a carefully  
orchestrated series of “baby steps.” You know, 
walk before you run; crawl before you walk; roll 
over before you crawl; lie there and observe  
before you even attempt to make your first move. 

Concepts and Precepts of  
Empowerment 
We are not presenting a definitive statement on 
empowerment, because there is not one readily 
agreed to by all involved in this issue. There are 
too many qualifiers required in a real world full of 
variability and change. One size will not fit all. So 
we must beg off with a list of concepts and  
precepts related to empowerment. 

Concepts Related to Empowerment 
!Empowerment will result in better business  

decisions. If the decisions are made at the  
correct level, they will be informed decisions 
made through consensus rather than decisions 
made with limited information in a vacuum. 
 

!Empowerment should speed the decision-
making process. When the right people are  
empowered as a team to work out an issue, they 
won’t need to go continually “up the ladder” 
for approvals and incur additional requirements 
and delays. 

 

(Continued on page 7) 
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(Continued from page 6) 
!Decisions are best made at the appropriate  

levels or job positions closest to the action (the 
source of the problem or solution). No one else 
can understand these issues or opportunities 
with greater clarity. No one hears the  
complaints or sees indications of dissatisfaction 
more frequently than they do. 
 

!Empowerment should be given to teams with 
cross-function/discipline expertise. Decisions 
are best made based on fact, not opinion. Facts 
are pieces of information derived from data. 
But usually, all the data and information don’t 
exist at any one level or location. 
 

!Decisions to be made by the empowered should 
be duly influenced by all of the potentially  
conflicting requirements of the various stake-
holder groups. These requirements need to be 
understood, sorted out, and balanced. 
 

!Employees do want to produce quality work 
and be proud of and satisfied with their work. 
Recognition, such as positive feedback from 
management, suppliers, or the customer, plays 
an important part in ensuring employee  
satisfaction. Rewards such as salary raises, gain-
sharing bonuses, benefits, etc., also affirm a job 
well done. 

Precepts Related to Empowerment 
!Empowerment will never be absolute.  

Empowerment at the individual or team level 
will never result in the absolute best decision 
for the combined needs of all the stakeholders. 
There will be times when management must 
and should pull back the reins of decision-
making or reverse a decision made, and times 
when they will not fully explain their actions. 
 

!Empowerment inherently involves risks.  
Management needs to develop reward/
consequence systems that reward the “baby 
steps.” Risk-taking will severely decline if  
failures are unacceptable or met with punish-
ment. The efforts of all teams/individuals need 
to be rewarded equally. Both failures and  
successes present opportunities for learning. It 
has to be culturally acceptable to try and fail in 
order for the lessons learned from failure to be 
shared. That means negative consequences for 
failures need to be removed from the work  
environment and positive consequences put in 
place. 
 

!The success or failure of empowerment is 
within the control of management.  
Management must create the vision, sell the 
story, walk the talk, support and encourage, and 
truly communicate. Management must invest in 
the resources necessary to train all of those  
involved in the process and provide the tools 
necessary, even for themselves! Management 

must be willing to be upfront about their  
mistakes. They must open the environment to 
allow for communication upward, downward, 
and diagonally. They must remove any threats 
to the employees. They must support the  
slogans by their actions. People will listen, but 
most will watch, waiting to see whether  
management action is truly supporting the  
empowerment message being delivered. 

The Process of Empowering 
Our employees want empowerment; in fact, once 
they understand the concept, they will demand 
empowerment. You won’t have to force it upon 
them, they will gladly take it—not because they 
are power-hungry crazies, but because they want 
to contribute. Remember that they are capable 
people trying to do a good job. They want to be 
empowered because it makes them feel as though 
the company recognizes them as the valuable asset 
they know they are truly capable of being. 
 
Empowerment must be understood by all that are 
to participate in the process. The concepts and 
precepts of empowerment will differ depending 
upon the audience. The needs of the executives 
differ from the middle manager, supervisor, or the 
individual contributor.  
 
At the crux of implementing empowerment is 
management’s support of the concept. Recognize 
that there is a strong fear factor at work for those 
who must buy-in to make empowerment a  
reality—namely, middle management and super-
vision (or team leaders/coaches/etc.). The  
organization may be asking them to change  
ingrained patterns that have worked over the 
years. They remain responsible for the overall  
performance of their area/department but should 
share the decision-making with their employees. 
Some may not be too excited about participating 
in this “experiment” with their careers. 
 
Executive management must ensure that risk-
taking is never punished, even when the results are 
disastrous. Accepting and learning from failures is 
a stretch for everyone. Only a strong, confident 
management group can put into place a measure-
ment and reward system that uses failure data in 
nonpunitive ways. Both failures and successes can 
offer valuable lessons. A celebrated failure may 
significantly reduce the risks of recurrence. 
 
Just as a baby grows into a child, so can empower-
ment grow from a concept to a well-implemented 
management style. The process is composed of 

(Continued on page 8) 

Teams must earn 
the right to make 
decisions. 
Management has 
to feel confident 
that, when they 
are handing over 
decision-making 
power, sound 
decisions will be 
made. 
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(Continued from page 7) 
the following “baby steps” (with apologies to Neil 
Simon and the movie “What about Bob?”).  These 
steps are for those determining how to install a 
process for establishing empowerment. 

Step 1: Look around and Determine 
where You Are and where You Need to 

Go 
Don’t even roll over yet. Determine where you are 
and orient yourself. Look for insights. 
 
Determine where it is you need to go with  
empowerment. Ask the following questions: 
 
!What is the current situation? 

 
!What is the current relationship between  

management and employees? 
 

!How are most decisions made now? 
 

!What is our current culture? What barriers can 
we see that will inhibit our success? 
 

!Where is TQM now and what will be  
implemented in the future? What’s been  
working, and what hasn’t? 

 
Think about the other plans with which you need 
to integrate your empowerment efforts. 

Step 2: Roll Over (in the Right Direction) 
Now that you can more clearly see what you want 
to do, you need to position your organization to 
get there. Don’t start moving until you have  
everything that you may need on this journey. 
 
Do you have the preliminary systems for training, 
the preliminary information systems, and the  
preliminary reinforcement systems in place? Have 
you decided upon a consistent message that will 
facilitate this effort? Do we have the required 
management buy-in, or do they have questions or 
unresolved concerns? Will management really  
participate, or will they only pay lip service to the 
effort? 

Step 3: Crawl Slowly at First 
Explore your surroundings as you begin to move 
out. Move out slowly. When crawling, midcourse 
corrections are much easier; there is less momen-
tum to slow down, and efforts are easier to  
redirect. 
 
Plan a few trials or pilot tests. Pick several  
different processes and/or functions for your 
tests. Teach the process participants how to define 

their stakeholders, how to identify their complex 
sets of requirements, and how to balance out their 
product/service portfolios to best balance the 
needs of stakeholders in a manner consistent with 
the goals of the overall business. 
 
Experiment with different empowering  
techniques. Measure your progress not for speed, 
but for effect. Ask for feedback and suggestions 
and adapt your techniques accordingly. Share your 
successes and celebrate and reward the efforts of 
all your failures. Encourage all learning, even that 
which comes as a result of pain.  
 
Determine the requirement for infrastructure that 
changes/adapts. Systems such as policies and  
procedures, information, appraisal, and compensa-
tion may present barriers to the implementation of 
empowerment. Acknowledge those barriers and 
disseminate plans for tackling the issues and  
opportunities. Share the nonsensitive information 
where you can. 

Step 4: Walk (and Talk and Listen, and 
Walk the Talk and Listen) 

Once your testing (crawling) is completed, stand 
up and pick up speed, but don’t run. Walk slowly, 
even though like a child you may be tempted to 
run too soon; patient parents caution against  
running too fast too soon. But as we all know, 
much of the learning occurs from the falls, 
bumps, and bruises.  
 
Expand the implementation. Fix the support  
systems and processes that present barriers.  
Empower the owners of such systems. Teach 
them how to define their stakeholders, their  
complex sets of requirements, and how to balance 
out their product/service portfolios to meet the 
needs of all stakeholders in a way that is still  
profitable for the business. Provide the guidance 
and support needed without disempowering 
teams. 
 
Tout all of the efforts as you implement  
empowerment throughout the organization.  
Demonstrate support via all of your actions. But 
most importantly, listen and invite feedback.  
Listen carefully to ensure that you truly under-
stand the message contained in the feedback, and 
adapt the system accordingly. 

Step 5: Run 
Once you find that you can walk without too 
much stumbling, it’s time to pick up speed. This 

(Continued on page 9) 

Experiment with 
different 

empowering  
techniques. 

Measure your 
progress not for 

speed, but for  
effect. 
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(Continued from page 8) 
can be done only when you feel confident that 
you’ll be able to pick yourself up if you run and 
fall. 
 
Try never to let the data from the information 
systems be used in a punitive manner. Instead, let 
that data guide you in reshaping behaviors. This is 
done by providing an appropriate balance of  
consequences. 
 
The following model provides a framework for 
identifying, sorting, and understanding  
consequences, whether short or long term,  
positive or negative. 

A Balance of Consequences Model 
 
Behavior is shaped by known consequences. For 
example, a baby learns that if he falls on a hard-
wood floor, he may get hurt. But a fall on a  
carpeted floor offers a safe and cushioned place to 
experiment with walking. This is the type of  
environment needed for empowerment to  
flourish. In order to establish consequences, you 
need to understand the consequences with which 
people are currently living. Use a chart similar to 

the one below to list the consequences, which  
currently exist, for whom, and their exact nature. 
Don’t be surprised when they surprise you. It may 
be necessary to re-engineer them to encourage and 
discourage more appropriately.  
 
Work to engineer or to re-engineer the  
consequences provided in your real world to  
obtain a better balance. You may not always be 
able to remove negative consequences, even 
though you might like to. What you need to do 
then is minimize them, or change the balance so 
that there are more positives from the desired  
behavior or action than negatives from the  
undesired. 
 
Start your consequence re-engineering work in 
columns 1 and 2, going from positive short term 
to long term. Stay away from the cells in columns 
3 and 4 as long as possible. But if necessary, focus 
on the short-term negatives, because long-term 
negatives just don’t always have the impact  
required. Overall, accentuate the positive, and rely 
less on the negative. But acknowledge that there 
may be a need to provide negative consequences 
to deter certain behaviors that run counter to  
empowerment, such as managers who hoard data 
or make individual decisions. 
 
Remember to take things slowly. Walk before you 
run; crawl before you walk; roll over before you 
crawl; lie there and observe before you make your 
first move. 
 
It’s an imperfect world with lots of variability. 
Mistakes are a reality. Increased mistakes are a  
reality inherent with risk-taking. Risk-taking is  
inherent with change, and change is the goal of 
continuous improvement and TQM.!!!!! 

Regarding  
empowerment: 
Remember to 
take things 
slowly. Walk  
before you run; 
crawl before you 
walk. Less 

Severe

More 
Severe

MEDIUM TERM

SHORT TERM LONG TERM

More 
Severe

Less 
Severe

Negative

Positive 1A 1B 2A 2B

1C 1D 2C 2D

3A 3B 4A 4B

3C 3D 4C 4D

Matrix Cell Behavior or 
Action 

 
Consequences 

 
To Whom 

+1 +2 -3 -4 
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www.CADDI.com 

“Gopher” more 
at CADDI.com 

CAD identifies 
all of the T&D 

that could be, 
that should be, 

and that will be 
for a worthy 

ROI. 

CAD is the macrolevel, performance-based, lean-ISD methodology for system engineering the T&D product line. Using 
a systematic, modular approach, a CAD 
!Reduces overall first costs for development 

!Reduces life cycle costs for deployment and maintenance 
!Configures content to increase shareability across target audiences 

!Defines T&D Paths to support individual development and career planning 
 

Business Situation: 
Market forces pushing for shorter product development cycles compel a Fortune 

10 client to instill a new product design method. Handoff and approval processes 

used by engineers and designers continue to slow product development. 

Improving the handoff and approval processes would result in a 20 percent  

improvement in productivity. 

Response: 
The client and a CADDI certified PACT practitioner used a CAD project to design a 

hybrid of the designer and engineer jobs. The new job realigns work flow,  

eliminates many of the handoffs and approvals, and dramatically reduces  

product development time. Plus, the client got a curriculum architecture for all 

three jobs out of the deal! 

Results: 
Is this a big deal? 

YES! 

It is a big deal when a $500,000 investment is forecasted to return 

$180,000,000; potentially earning an ROI of 360:1. 

It is all about enterprise performance,  

from a shareholder  

perspective. 

CADDI does 

PERFORMANCE-BASED 

Curriculum Architecture Design 
SM 

Implementation
Planning

Project 
Planning 
& Kick-off

Analysis Design

CAD Phase 1 CAD Phase 2 CAD Phase 3 CAD Phase 4

©1999 CADDI, Inc.

Implementation
Planning

Implementation
Planning

Project 
Planning 
& Kick-off

Project 
Planning 
& Kick-off

AnalysisAnalysis DesignDesign

CAD Phase 1 CAD Phase 2 CAD Phase 3 CAD Phase 4

©1999 CADDI, Inc.
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I’ve been a consultant for more than 20 years and 
have seen quite a number of business fads come 
and go—or be repackaged and resold under  
another name. My business cards have changed 
from productivity consultant to quality consultant 
to performance-improvement consultant, but my 
work really has not changed. 
 
One business practice that was quite common 15 
years ago was strategic planning. I recall working 
in the early 1980s with a number of companies to 
help them define their mission and vision, and 
develop strategies. 
 
Then during the TQM craze that began in the late 
1980s, most organizations forgot about strategic 
planning. Change had become so rapid that plans 
often became obsolete in three months anyway, so 
it did not make sense to develop a plan for the 
next five years.  
 
Management books said that the successful  
organizations of the 1990s would be the ones who 
adapted quickly to changes in market demands, 
technology, and other factors. Flexibility and  
responsiveness were thought to be the desired 
characteristics, rather than simply having good-
quality products or services and a well-thought-
out plan. 
 
And just when everyone thought strategic  
planning was dead, it has again become a popular 
business practice. During the last several years, 
most major corporations have again started  
writing strategic plans. 
 
Yet, for many, strategic planning remains a  
mystery. Everyone has a written strategic plan  
sitting in a file. However, most plans are filled 
with buzzwords, flowery descriptions of future 
success, and hundreds of arbitrary targets. 

Defining Your Future Vision 
One of the keys to a good plan is that everyone 
understands the company’s vision of where it 
wants to be in the future. A mission statement is 
present-focused and defines what you do. A vision 
statement is future-focused and defines what you 

want to become in the next three to ten years. The 
mission keeps an organization focused on its key 
customers, products, and services, and it helps 
when evaluating new business opportunities to 
make sure they are compatible with both the 
scope of the company’s current mission and its 
future vision. 
 
According to a recent survey quoted in the Journal 
for Quality & Participation (“Community Board,” 
Jan./Feb. 1998), 54 percent of all companies and 
government organizations have developed vision 
statements over the last few years. Based on my 
observations and consulting experiences, however, 
about 75 percent of these vision statements are 
poorly written and fail to provide a clear vision of 
where the organization wants to be in the future. 

The Typical Construction 
A typical approach to developing company  
mission and vision statements is to send the  
executive team to a resort for a few days and make 
them work until they reach a consensus on the key 
components of the strategic plan. 
 
None of the internal staff members wants the job 
of keeping all of the executives’ big egos on task, 
so a strategic-planning consultant is usually 
brought in to facilitate the meeting. The  
consultant gets the participants to brainstorm a list 
of 40 to 50 words that define the company’s  
future vision. The words are reviewed, prioritized, 
discussed, and then combined into a nice sentence 
that articulates this future vision. This sentence is 
often wordsmithed to death by the group for four 
to six hours, until everyone is tired enough to quit 
fighting or agrees with the proposed words. 
 
The end product is usually so filled with jargon 
and trendy catch-phrases that, if questioned, the 
executives would have a hard time explaining it in 
eighth-grade language to their children, let alone 
their employees or customers. 
 
However, the consultant likes it, and everyone is 
too sick of the process to edit it any further. They 
want to get on to more important planning topics, 
such as goals and strategies. 

(Continued on page 12) 

Mark 
Graham 
Brown’s published books 
include Baldrige Award  
Winning Quality, The 
Pocket Guide to the 
Baldrige Award  
Criteria, and Keeping 
Score, and his latest 
book, Winning Score – 
How to Design and 
Implement Organiza-
tional Scorecards. He 
also has authored an  
extensive list of published 
articles. 
 
Mark has spent the last 
20 years consulting with 
major corporations on 
improving their  
performance. He has served 
as a Baldrige Award  
Examiner for three years 
and was the overseer for the 
California Quality 
Awards during 1994 and 
1995. 
 
His clients include: Air 
Products and Chemicals, 
Appleton Papers, Cargill, 
Discover Financial  
Services, International 
Business Machines  
Corporation, Marconi, 
Pacific Bell, Paine  
Webber, Unisys, and the 
Department of  
Transportation.   
 
For readers interested in 
more information about 
Mark and his consulting 
services, he can be reached 
at (310) 376-2836 or by 
E-mail at 
mgb1@mindspring.com. 

YOUR MISSION . . . IF YOU ACCEPT IT . . . 

Improving Your Organization’s  
Vision 
by Mark Graham Brown 
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(Continued from page 11) 
The Great Do-It-Yourself Vision  
Generator 
If you simply cannot live without the jargon, you 
can save up to a day’s meeting time—and the fee 
you would pay a strategic-planning consultant—by 
using the handy little Vision Generator (see page 
13) I’ve developed after reviewing the  
visions of many businesses and government  
organizations. 
 
Using the words and phrases listed, string  
together the appropriate ones from each column 
to construct your vision statement. Adding a few 
extra adjectives from some of the lists won’t hurt, 
and feel free to add in any buzzwords I may have 
forgotten or that are unique to your industry/
business. It’s important not to use the same words 
twice, and make sure you remember to include 
important company initiatives in your vision. 

Characteristics of a Good Vision 
Statement 
With that bit of fun behind us, let me now speak 
seriously. Real experience tells me that a good  
vision statement should be 
 
!Brief 
!Verifiable 
!Focused 
!Understandable to all employees 
!Inspirational 
 
A good vision paints a picture in all employees’ 
minds of where the organization wants to be. It is 
important that the vision be brief, so that  
employees can remember it without having to 
look at a poster in the lobby or refer to a wallet 
card. Brief doesn’t have to mean stupid, however. 
Starbucks’ vision is: “2000 stores by 2000,” which 
is an example of a short, clear vision. 
 
A vision should also be verifiable. You ought to 
be able to tell whether it has been achieved. It 
would be hard to say, for example, when a  
company became “world class” or “the bench-
mark.” A verifiable vision is one that ten people 
could agree has or has not been achieved. 
 
A vision is also not something that should stay the 
same forever. The time frame for a vision is  
generally three to five years, as it is hard for many 
organizations to visualize beyond that. Once one 
vision has been achieved, a new one needs to be 
written to encourage the organization to improve 
continually. 

The vision should also be focused on one or two 
aspects of company performance that are  
important for future success. Certain things such 
as growth, profits, safety, and so forth should not 
all be addressed in the vision or it becomes too 
cloudy. 
 
The vision, however, should focus on the  
company’s major goal. Back in 1993, for example, 
Ericsson’s Cellular Phones division defined their 
vision as: “Number three in market share by 
2000.” At the time they were number eight or nine 
in market share. Executives at Ericsson  
believed that the cellular phone business would 
belong to three or four companies by the year 
2000, and Ericsson wanted to be at least number 
three. 
 
For several years Ericsson focused its attention on 
this vision, developing strategies that focused on 
brand recognition and growth. In 1997, Ericsson 
became number three in market share, three years 
ahead of schedule, and are now number two. They 
are not interested in knocking Motorola out of the 
number-one slot. Instead, they are now  
focused on a different vision that addresses their 
financial results and product quality. 

It’s Got to Be Understood by All 
The only reason an organization would write a 
vision statement is to communicate direction to 
each employee, so that he or she can help the 
company get there. The problem with typical  
vision statements is that most employees don’t 
understand them. You can watch their eyes glaze 
over as executives roll out the vision in a series of 
meetings, discussing their desire to become a 
world-class, leading-edge, customer-focused  
company. 
 
Most people don’t use words and phrases like 
world class and leading edge in daily conversation.  
Executives, consultants, and Dilbert might talk 
like this, but these people are the minority. 
 
One company, whose vision was “Simply world 
class,” conducted focus groups with employees, 
asking them what this vision meant to them. They 
received as many answers as there were  
employees. In other words, no one was sure what 
world class really meant, but everyone had a guess. 
 
The last characteristic of a vision statement is that 
it should be inspirational. It ought to make  
employees feel good about their company’s  
direction, so they are more motivated to help 

(Continued on page 13) 

A good vision 
statement should 
be 
!Brief 
!Verifiable 
!Focused 
!Understandable 

to all employees 
!Inspirational 

The vision should 
also be focused on 
one or two aspects 

of company 
performance that 
are important for 

future success. 
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(Continued from page 12) 
achieve the vision. Once of the best vision state-
ments I’ve read is that of agricultural giant Cargill, 
the largest privately held company: 
 
Raise the standard of living in every country where we do 
business, and double in size every five to ten years. 
 
The first part makes employees feel good about 
working for Cargill. Two areas Cargill has targeted 
for growth are India and China. Both countries 
have millions of people that have to eat, and  
Cargill can actually measure how they have gone 
into other regions and helped raise the standard of  
living. The second half of their vision is business 
focused; they are looking for aggressive growth. 
 
The vision doesn’t say anything about profits, 
safety, ethics, employee development, new prod-
ucts or services, or any of the many other things 
on which a successful business must focus. It’s 
not that any of these things are ignored, and  
Cargill certainly performs well in all of these areas, 
it’s just that they want to keep their vision simple 
and focused on their major goals. 

The Importance of Vision 
Deciding on your future vision is one of the most 
important decisions a company must make. Not 

having a vision will lead to constant firefighting 
and a workforce that lacks direction. 
 
Decision-making and investments are difficult 
without a clear vision against which to evaluate 
each new opportunity or problem. If you select 
the wrong vision and focus on the wrong aspects 
of performance, it could mean that you won’t  
survive. 
 
A chemical company that focused for years on 
their vision of providing the best service found 
out customers did not really care about service—it 
was fine already. What customers did care about 
were lower prices. Thus, achieving the vision did 
not lead to the ultimate goal of market share by 
differentiating the company from its competitors. 
 
Defining your future vision requires careful 
thought, and it should not be delegated to  
consultants or anyone other than the senior  
leaders of your organization. If you have found 
that it is difficult and risky to really decide where 
the company is going in the future, you’re right. 
There is a risk that you will establish the wrong 
vision. Not having one, however, or having one 
that is vague, makes it almost certain that you will 
have future problems competing.!!!!! 

— A List — — B List — — C List — — D List — 
world class 
leading 
premier 
benchmark 
biggest 
world’s best 
preferred 
number one 

producer 
manufacturer 
provider 
distributor 
developer 
processor 
supplier 
facilitator 

leading edge 
innovative 
market-driven 
value-added 
benchmark-level 
highest quality 
cost-effective 
customer-focused 

solutions 
products 
services 
systems 
data 
materials 

Mark Graham Brown’s Handy Vision Generator  

— E List — — F List — — G List — 
empowered employees 
highest quality materials 
the best technology 
high-performance teams 
consistently best technology 
leading-edge systems  

synergistic fashion 
total quality manner 
re-engineered processes 
our core competencies 
market-driven 

meet the real needs of customers 
delight our customers 
exceed stakeholder expectations 
deliver consistent profits and growth 
supplier of choice 

An example: 
 
Our vision is to become a world-class, 
leading-edge supplier of benchmark-
level systems for the financial services in-
dustry, using self-directed teams in a syn-
ergistic fashion to delight our customers, 
shareholders, and employees. 

Short visions: 
 
Some companies prefer a vision that is short and to 
the point. Often these are no better or clearer than 
some of the longer examples listed above. Some 
common ones I’ve seen are as follows: 
!Simply world-class 
!To be the best 
!Still alive in 2005 

If you select the 
wrong vision and 
focus on the 
wrong aspects of 
performance, it 
could mean that 
you won’t survive. 

The last 
characteristic of a 
vision statement 
is that it should 
be inspirational. 
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The CAD “will 
be” T&D is 

created/acquired 
in MCD. 

www.CADDI.com 

“Gopher” more 
at CADDI.com 

MCD is the midlevel, performance-based, lean-ISD methodology for T&D product development. MCD is similar to the 
traditional ADDIE model for ISD, but it emphasizes project planning and management and engages customer/

stakeholder involvement for reviews and business decision-making at critical gates. 

Business Situation: 
A large telecommunications company, facing increasingly aggressive  

competition in a challenging regulatory environment, needs to reduce the time it 

takes to ramp up new front-line employees. The company puts each new  

front-line employee through 14 weeks of group-paced, classroom instruction. New-

hire trainees frequently complained of not being able to perform the job even  

after training. The training content is difficult to maintain and manage;  

consequently, the T&D organization is under fire. 

Response: 
CADDI followed a CAD with a performance-based MCD with a clear bias  

toward utilizing structured, on-the-job training (S-OJT) to move the T&D as close  

as it could be to the job. 

Results: 
People will reach performance faster (quickening the effect of each trained  

employee on the bottom line) because the MCD resulted in a design that  

compressed 16 weeks of training to about 8½ weeks. The design changed  

the delivery from traditional, group-paced classroom instruction to S-OJT  

with a coach. 

CADDI does 

PERFORMANCE-BASED 

Modular Curriculum Development SM 

Development/
Acquisition

Development/
Acquisition

Project 
Planning 
& Kick-off

Project 
Planning 
& Kick-off

AnalysisAnalysis DesignDesign

Revision & 
Release

Revision & 
ReleasePilot TestPilot Test

MCD Phase 1 MCD Phase 2 MCD Phase 3

MCD Phase 4 MCD Phase 5 MCD Phase 6

©1999 CADDI, Inc.
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ECONOMIES OF SCALE 

PACT Process Benefits for Large, 
Complex Businesses 
by Peter R. Hybert 
This is the second in a series of articles on determining the 
return on investment of the PACTSM Processes. 

Why Worry about ROI? 
In the previous article, I described the importance 
of evaluating return on investment (ROI) for 
training & development (T&D) efforts. ROI is a 
necessary condition for any business investment. 
You can argue that businesses must serve  
customers and take care of employees, but the 
business will eventually disappear if it spends 
more than it generates. 
 
T&D projects are too often not seen as business 
investments—they are sometimes viewed as a 
“cost of doing business” or as just generally  
valuable and good (the way you might think it is 
good to encourage your kids to read). But, T&D 
projects are actually very costly, especially if you 
consider some of the hidden costs. For example, 
putting a course together might seem fairly 
straightforward, but some of the costs listed  
below are steep. 
 
Time: You must consider not just the developer, 
but also people who provide content, people who 
create graphics, and people who review the  
materials for accuracy. For every training project I 
have worked on, the master performers and  
subject matter experts who had never built a  
training program before were shocked at the 
amount of time and work it took. Of course, the 
majority of the time is learner time and is really 
incurred later, in the delivery (not development) 
process. 
 
Travel: If T&D is to be relevant to the entire  
enterprise, it needs to incorporate input from all 
stakeholder groups. Too familiar is the complaint 
of non-U.S. target project participants within 
global businesses based in the U.S. that they don’t 
get a chance to contribute their input until it is too 
late—or that they only have token input. Usually, 
the driver isn’t really U.S.-centric bias or even 
convenience (although convenience is a big  
factor). But I think the biggest issue is simply 
cost—it is hard to sell the business leaders on the 
value of flying people across an ocean (in either 
direction) to work on training. Teleconferences, 

conference calls, and E-mail can reduce, but not 
eliminate, these costs. 
 
Materials: Even though we are moving toward 
electronic data (versus paper printouts), there is 
still a materials cost associated with developing 
training. But it really is not a significant issue in 
the development phase and, even in the delivery 
phase, it is less important than the other cost  
categories. 
 
Delivery Support and Infrastructure: There is 
always some level of administrative, marketing, 
management, and maintenance effort needed to 
support any T&D product (even “e-learning”). 
This is an ongoing cost over the life of the  
product. 
 
Potential Performance: This area is subtle and 
the most significant. If we train people effectively 
to do their job in some specific way, that should 
have a huge impact on the bottom line. If we are 
training on the wrong things, we miss an  
opportunity. If we are training on an important 
part of the job, but teaching it wrong, we create 
waste. But, if we do it right, we can generate  
savings and/or benefits for as long as that  
employee remains performing that function. 
 
The point of raising the issue of cost is to  
emphasize the importance of evaluating T&D 
“go/no go” decisions carefully to make best use 
of the shareholders’ capital. All resources are finite 
in a corporation—even in a large company,  
investing in one effort takes resources another 
one could have used.   

The T&D Situation in a Large  
Organization 
Large companies make the management of the 
T&D function more complex and more critical. 
They have a larger number of employees to train, 
more areas of content to include, and more people 
in the training provisioning system. To be more 
responsive to local organization needs, some com-
panies decentralize their T&D functions while 
others centralize to take advantage of economies 
of scale. 

(Continued on page 16) 
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(Continued from page 15) 
Some of the common business problems faced by 
T&D management in a large organization include 
the following: 
 
!Redundant development 
!“Reinventing the wheel” on standards 
!Slow project start-ups (politics) 
!Weak links to the business direction and  

priorities 
 
The PACT Processes have been engineered to 
include different features that address the above. 

Redundant Development 
It is easy to see how redundant T&D can happen 
in a big company, especially if there are multiple 
training organizations. A division sees that their 
customer satisfaction numbers are slipping and 
initiates a training program. They may try to see if 
other programs are already available, but it will 
probably be difficult to find out whom to ask in 
other divisions or they may not even think of 
checking with those working with seemingly  
unrelated target audiences. Even if they do find 
something close, if it doesn’t exactly meet their 
needs, it will be painful to get all the relevant  
parties together to agree on a common model. 
 
The problem above is costly. The result is that you 
waste time, energy, and effort and sap the  
corporation of competitive potential. Here’s how. 
 
!Building something that already exists adds no 

value—those resources are costing the company 
without generating any return. 

!Building something that already exists means 
lost opportunity—the audience is waiting for 
something to be developed that they could 
benefit from now! And, the developers could be 
doing something else that could add value. 
 

!Building something that already exists means 
excess downstream costs—the new course will 
need to be updated every time the content 
changes as long as it is an active program. (And 
all of this is just as true for e-learning and 
Knowledge Management systems as for the “t”-
traditional learning.) 

 
The cost of the above can be enormous in a large 
organization. Some ways to estimate it are shown 
in Table 1. 
 
The PACT Processes include a Modular  
Curriculum Architecture DesignSM (CAD) feature 
(the T&D Module Inventory Framework) that 
makes training needs from multiple audiences and 
projects visible so that the training can be shared. 
It also includes several levels of governance to 
ensure that appropriate sharing is done (without 
sacrificing training effectiveness). This  
methodology will also integrate traditional and  
e-learning to minimize redundancy across these 
often-separate systems. 

Reinventing the Wheel on Standards 
Another common problem faced by large,  
complex T&D organizations is the lack of a  
common ISD process. This also shows up in slow 
project start-ups, where there is meeting after 
meeting trying to target a training need and then 

(Continued on page 17) 

Table 1 

Payback Approach For Example Notes 

Estimate your annual 
budget. 
 
Then, ballpark the  
percent of that training 
that is redundant. 
 
Note: 
 
1.  Include portions that 

may be redundant, 
even if they are in  
different overall  
programs. 
 

2. Consider all training in 
the corporation, not 
just your division or  
location. 

Assuming 
 

!A sales training organization with an  
annual training budget of $1M 
 

!Thirty percent of the training is product 
knowledge, which could be shared with 
other audiences (e.g., technicians) but  
isn’t 
 

!Twenty percent of the training is soft skills 
that could potentially be useful for other 
audiences (such as purchasing or  
management) 

 
That means 50 percent of the budget (or 
$500K) could be used for other purposes. 
 

Check that the 
budget number used 
does not include 
training delivery. 
There is only minimal 
savings potential for 
training delivery costs 
(unless you believe 
there is redundancy 
within the sales  
curriculum itself). But 
reducing  
redundancy impacts 
development,  
maintenance, and 
support costs. 

It is easy to see 
how redundant 

T&D can 
happen in a big 

company, 
especially if there 

are multiple 
training 

organizations. 
 

The problem is 
costly. The result 
is that you waste 
time, energy, and 
effort and sap the 

corporation of 
competitive 
potential. 
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(Continued from page 16) 
define a solution. But once the solution is under-
way, there can be further problems working  
efficiently within the project. Resources are  
squandered as designers reinvent the page layout 
format, use and placement of icons, or the table of 
contents for the design document. 
 
All of the above generates the same nonvalue-
added costs as redundant development.  
 
!Creating a format that is used as a “one-off” 

means that every following project will also  
incur that same cost hit. 
 

!Inventing a work process and deliverables takes 
time. That means that every project takes 
longer, impacting potential performance and 
customer satisfaction. 
 

!Varied formats mean that it is more difficult to 
share content across programs and increases the 
labor needed to maintain the programs. 

 
The cost of the above can also be enormous in a 
large T&D organization. The PACT Processes 
standardize the structure of the process and  
deliverables so developers (and their clients) can 
focus on performance and learning issues and 
meet business needs more quickly. Refer to Table 
2. 
 
The difficulty with creating standards is the time 
and conflict involved in getting them established 

in the first place. The PACT Processes come 
“ready-made” with standards and templates (and 
associated computer file templates) that allow an 
organization to “hit the ground running” (and 
avoid individual developer ownership issues) while 
providing sufficient flexibility to ensure that they 
work in your environment. 

Slow Project Start-ups 
One big challenge in large organizations (and it is 
related to the previous item) is getting projects 
identified and underway quickly. Often a great 
deal of calendar time is wasted talking endlessly 
about what the problem is and what should be 
done about it. Though it makes sense to have some 
dialogue between affected parties to understand 
the implications of a problem and explore  
alternative solutions, too often this process drags 
on longer than needed. 
 
CADDI’s PACT Processes offer a solution to this 
problem: a standard process. The previous item 
focused on the benefits of standard formats/
templates, but there is another layer to the PACT 
Processes: the project management/
communication structure. The key feature  
addressing project start-up is the use of a  
governance structure to establish priorities and 
Project Steering Team(s) to make project business 
decisions. These decision-makers are selected  
systematically to represent the affected audiences/
organizations. They are presented with the  

(Continued on page 18) 

Another common 
problem faced by 
large, complex 
T&D 
organizations is 
the lack of a 
common ISD 
process. 

Table 2 

Payback Approach For Example Notes 

Estimate your  
annual develop-
ment budget. 

Then, ballpark the 
percent of time 
spent setting up 
and refining the 
“look and feel” of 
the deliverables. 

 

 

 

Assuming 

!A technical training organization that spends  
approximately $1M per year on new  
development. 
 

!Each designer uses his or her own approach. They 
estimate they spend 20 percent of their time on 
“look and feel” issues. 
 

!The average project slips about 15 percent (and 
you estimate about 10 percent is due to process 
issues). 

 
$1M X 20% = $200K in potential savings from  
standard format. 
 
$1M X 10% = $100K in potential savings from  
standard process steps. 
 
The above results in a total potential of $300K or 
30 percent. 

Not counted is the 
increase in the 
number of addi-
tional projects you 
will be able to  
complete by  
freeing up 30  
percent of your  
developers’ time! 
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is that it is 
difficult to get 
T&D efforts 
focused on the 
key business 

issues. 

(Continued from page 17) 
problem and solution options in a “gate” meeting. 
This creates a standard way of getting a project 
going. Since everybody learns how the process 
works and when and where certain decisions are 
made, they can participate at the appropriate times 
with the appropriate input. Project start-up  
becomes “routine” (in a good way). 
 
Payback can be calculated the same way as the 
previous item—simply substitute “project scoping 
and rethinking initial decisions” for “look and 
feel” issues in Table 2. 

Weak Links to the Business 
A fourth problem faced by T&D organizations in 
large companies is that it is difficult to get T&D 
efforts focused on the key business issues. Even if 
you do get direct input from the line organization 
and they are interested in being “business driven,” 
it is still difficult to sort out which of the myriad 
opportunities are really the right targets.  
 
This is a significant problem—you could be  
working on the wrong things and still get blamed 
when things don’t go the way the executives want 
them to. 
 
This problem is not really a cost problem at all. It 
is a return problem.  
 
!Working on the wrong things means you leave 

potential performance improvements “on the 
table.”  
 

!Having priorities constantly rearranged wastes 
time and demotivates employees.  
 

!Always hearing about how employees need to 
be better trained is bad for your blood pressure. 

 
Calculating the cost of the above to the  
organization is very dicey. One way is “return on 
salary.” Refer to Table 3. 

Conclusion 
CADDI has designed a set of T&D processes (see 
“T&D Systems View Assessment Tool” or “T&D 
Systems View: Clockface Positions 8 and 9” on 
our Web site at www.CADDI.com), including a 
structure for directing T&D through priorities set 
by executive management and implemented at the 
operating level by line management representa-
tives. This ensures that the people that are steering 
the company are also steering the T&D system’s 
plans. And, it also helps the line managers to  
better understand the issues and costs involved in 
managing a T&D organization. All of this means 
they will be better positioned to understand the 
costs and implications described in this article and 
more likely to support the investment needed to 
achieve these returns. 
 
If you are part of a large T&D organization, there 
is return out there if you invest in capturing it. 
Even in a well-managed organization, there are 
probably redundant projects and products,  
customer confusion over nonstandard processes, 
and disconnects between the business direction 
and the T&D investments. CADDI can help you 
find the opportunity, and the PACT Processes 
provide the answer. 
 
Next issue—PACT Process benefits in organizations with 
dynamic business environments.!!!!! 

Table 3 

Payback Approach For Example Notes 

Determine the total  
salary costs of the  
organization. 

Estimate how productive 
people are as a  
percentage versus what 
they could be if they 
had all the T&D they 
need. 

 

Assuming 

!A total salary cost of $200M 
 

!Employees are 75 percent productive, and 
about 5 percent of that is due to lack of 
knowledge and skills. (The remainder could 
be due to poor computer systems or job 
design.) 

 
 
$200M X 5% = $10M in potential  
productivity “value add” 
 

You could get more 
sophisticated by  
focusing on a  
relevant portion of 
the payroll (such as 
those new to their 
role in the past 18 
months). 
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This article in our series provides a look at the remaining 
two clockface positions in the T&D Systems View model. 
In our next issue, we will wrap up with an assessment tool 
and series summary. 
 
The T&D Systems View is from my book in progress. I 
presented the early version of this at an ASTD conference 
in 1990. Subsequent to that, I learned that two members 
of the audience took the model back to their organizations 
and used it to model both their current state and future 
state. Thus the book became a real undertaking, and the 
article series a method to cajole a steady stream of content 
out of the author. 

10 O’clock: Human and  
Environmental Asset  
Management Systems 

These systems are composed of the following ten 
processes, in two sets. 
 
The first set is the Human Asset Requirements 
Management System’s five processes. 
 
!T&D Staff Recruiting and Selection/Succession 

Process 
!T&D Staff Training and Development Process 
!T&D Staff Assessment and Evaluation Process 
!T&D Staff Compensation and Benefits Process 
!T&D Staff Employee Rewards and Recognition 

Administration Process 
 
The second set is the Environmental Asset  
Requirements Management System’s five  
processes. 
 

!T&D Organization Structural Design Processes 
!T&D Facilities Development and Deployment 

Process 
!T&D Equipment and Tools Development and 

Deployment Process 
!T&D Information Systems Development and 

Deployment Process 
!T&D Methods Deployment Process 
 
These two sets of assets include everything 
needed to populate a process to make it work. 
 
It covers humans and nonhuman stuff. Stuff for 
the humans to manipulate to produce stuff:  
worthy stuff if it fulfills a need at a reasonable cost 
(“reasonable” given its final value downstream). 
 
The Human and Environmental Assets  
Management Systems organize and manage the 
acquisition, development, assessment, and  
retention of the T&D staff, and also address the 
acquisition, development, assessment, and  
retention of the supporting infrastructure  
requirements, the facilities, equipment, data/
information, materials and supplies, and financial 
resources needed to develop/acquire and deploy 
worthy T&D. 
 
Principle 
For optimal results, both the human and environ-
mental sides of the business processes must be in 
balance and in control (or in enough control). 
 
Let’s look at the two halves of our model for  
enterprise process performance “enabling” assets. 
We believe that these have to be adequate and in 
balance to achieve optimal process performance. 

The T&D Human and Environmental 
Asset Management Systems 

This overall system’s processes organize all of the 
infrastructure of the T&D systems and processes 
(including both the human and nonhuman infra-
structure elements of the processes) required to 
produce worthy outputs and achieve worthy out-
comes. 
 
None of the T&D systems and processes will  
operate without these infrastructure elements in 
place—the humans and the nonhuman data, 

(Continued on page 20) 
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(Continued from page 19) 
methods, materials, equipment, budget dollars, 
consequences, and feedback. 
 
A great process design can be thwarted by  
deficient infrastructure, and the best infrastructure 
(people and things) can be misapplied to and 
squandered by poor business processes. 
 
The T&D Systems View’s infrastructure breaks 
out systems requirements into both human and 
environmental (nonhuman) components. These 
need to be acquired/developed, managed/
operated, and maintained/improved. The follow-
ing two sets of processes make that happen. 

The Human Asset Management 
Processes 

The Human Asset Management Processes include 
many subprocesses. 
 
These are all in place in order to 
 
!Define the people requirements given the  

business processes and departmental objectives 
 

!Acquire the people to minimize their develop-
ment time and costs 
 

!Orient, train, and develop them to the levels of 
performance proficiency needed to balance the 
workforce capabilities to match/exceed the 
workload demand 
 

!Continuously assess their performance  
competence 
 

!Provide all corrective feedback/rewards and 
recognition as appropriate 

They supply all of the people, the human  
resources, needed in all of the T&D organization’s 
processes and projects. Then they manage them, 
develop them, assess their performance, develop 
them further, compensate them, and provide 
other rewards and recognition. This involves the 

managers, with support and guidance from HR and 
its departments. 
 
The T&D Staff Recruiting and Selection/
Succession Process seeks applicants and screens 
candidates for defined jobs/positions within the 
organization. Organization management and  
perhaps team members (if appropriate) conduct 
final selection evaluation for overall personality and 
organizational fit. 
 
The T&D Staff Training and Development  
Process assesses incoming or current knowledge 
and skill, and develops an Individual Training & 
Development Plan from an organized, documented, 
and resourced curriculum of traditional and non-
traditional information, education, training, and 
other developmental interventions events to ensure 
competence and continued development consistent 
with the projected, overall staffing needs of the en-
terprise. 
 
The T&D Staff Assessment and Evaluation  
Process provides routine and continuous assess-
ment of performance, and positive/constructive 
feedback, negative/constructive feedback,  
additional development and progression monitor-
ing, progressive discipline, etc. This is a key  
component of many “performance management” 
systems. 
 
The T&D Staff Compensation and Benefits  
Process provides all of the compensation and  
benefits for all of the employees of the T&D  
System. 
 
The T&D Staff Employee Rewards and  
Recognition Administration Process provides small 
monetary and other nonmonetary rewards and rec-
ognition to the T&D staff and other, non-T&D 
staff, various contributors to the overall T&D  
effort (e.g., pilot-test participants, SMEs and their 
organization, etc.). 
 
In summary, the Human Asset Management  
Processes of the T&D Systems provide all of the 
humans required by the processes of the T&D  
System. These processes acquire them, train and 
develop them, assess and counsel them, compensate 
them, and administrate their benefits. It’s the care 
and feeding of the humans in the processes! See the 
related article on page 27. 
 
Next, we’ll view the Environmental Asset Manage-
ment processes. 

(Continued on page 21) 
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Without a 
constant eye on 
the future, T&D 
will fail to keep 
pace with the 
changing 
dimensions of the 
business and the 
opportunities that 
new technology 
and methods 
present. 

(Continued from page 20) 

The Environmental Asset Management 
Processes 

The Environmental Asset Management Processes 
include the following: 
 
!T&D Organization Structural Design Processes 
!T&D Facilities Development and Deployment 

Process 
!T&D Equipment and Tools Development and 

Deployment Process 
!T&D Information Systems Development and 

Deployment Process 
!T&D Methods Deployment Process 
 
Note: The T&D Financial Asset Management Systems 
(9 O’clock) provide all those required financial resources for 
the development, operations, and maintenance of all of the 
T&D systems and processes, and for the conduct of all 
T&D projects. 
 
The Environmental Asset Management Processes 
provide all of the infrastructure and resources 
needed by the humans involved in the T&D  
Systems. Those infrastructure and resources are 
portrayed in the diagram below. 

The T&D Organization Structural Design  
Processes design the organization (form) based on 
the leadership, core, and support process and 
methods required to render the T&D services and 
provide the T&D products that have high payback 
in terms of ROI or EVA. 
 
The T&D Facilities Development and  
Deployment Process builds or acquires all of the 
facilities (buildings and grounds) needed by T&D. 
This process may be owned by another corporate 
group, but this T&D process ensures that T&D-
specific input is provided to the owning  
organization to ensure that form follows function 
(both current-state function and future-state  
function). 

The T&D Equipment and Tools Development and 
Deployment Process builds or acquires those T&D 
tools and equipment required and proven in (pilot 
tested) by the R&D effort (11 O’clock). This  
process ensures a successful implementation. 
 
The T&D Information Systems Development and 
Deployment Process builds or acquires those T&D 
information system (IS) methods and systems that 
are deemed required and have been proven in 
(pilot tested) by T&D’s R&D effort. This process 
ensures a successful IS implementation. 
 
The T&D Methods Deployment Process builds or 
acquires those T&D or ISD methods that have 
been tested and proven by the R&D effort. This 
process ensures an overall successful implementa-
tion of any new approaches to ISD or other T&D 
methods. 

10 O’clock Summary 
In summary, the Human and Environmental Asset 
Management Processes of the T&D Systems  
provide all of the process environment infrastruc-
ture assets needed by the human assets involved in 
the T&D systems/processes. 
  
Next, we’ll view the processes within the system at 
11 O’clock . . . the T&D Research & Development 
System. 

11 O’clock: T&D Research &  
Development System 

This system is composed of the following three 
processes: 
 
!T&D Methodology and Technology Surveillance 

Process 
!T&D Internal and External Benchmarking  

Processes 
!T&D Methodology and Technology Pilot-

testing Processes 
 
Again, you can adapt this view to your own later, if 
necessary. Our rule: adapt if you can’t adopt. 
 
This system includes the processes that look into 
the future and keep the T&D organization on the 
cutting edge. They also serve as the “testing”  
processes that ensure T&D is delivering on its con-
tinuous promise of continuous improved perform-
ance and a continuous high return on investment. 
 
Principle 
Without a constant eye on the future, T&D will fail 
to keep pace with the changing dimensions of the 

(Continued on page 22) 
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(Continued from page 21) 
business and the opportunities that new  
technology and methods present. 
 
The T&D Research & Development System or-
ganizes all deliberate/planned T&D research and 
development efforts, conducts internal and exter-
nal benchmarking, and conducts pilot tests of new 
processes/products/tools/techniques for poten-
tial incorporation into the standard T&D methods 
and processes throughout the T&D  
System. 

1. The T&D Methodology and Technology 
Surveillance Process 
The T&D Methodology and Technology  
Surveillance Process keeps track of what’s going 
on in the worlds of ISD technology and ISD 
methodology. 
 
T&D organizations should be conducting  
targeted, by design and not random, research into 
the leading-edge ISD processes, tools/techniques, 
and T&D products of various content/nature. 
They should then compare both new and old 
T&D systems, techniques, tools, and “what results 
achieved at what costs analyses,” for potential 
consumption by all of the various T&D systems 
and processes on the T&D Systems View clock-
face. 

2. The T&D Internal and External  
Benchmarking Processes 
The T&D Internal and External Benchmarking 
Processes compare all of the internal T&D  
organizations’ processes to a series of bench-
marks, comparing internal operations against each 
other as well as to external organizations in both 
similar and dissimilar situations. 
 
In summary, the T&D Internal and External 
Benchmarking Processes of the T&D System help 
with continuous improvement efforts of both 
ISD and other T&D processes (e.g., registration 
systems) and products (LCD projectors, authoring 
tools, etc.) used by internal and external T&D  
organizations. 

3. The T&D Methodology and Technology 
Pilot-testing Processes 
The T&D Methodology and Technology Pilot-
testing Processes bring in the new-fangled stuff 
found in the other two processes of the T&D  
Systems Research & Development System, to de-
liberately play with it and test it. All by design. 
 

Pilot tests are conducted in a precise manner, as a 
controlled experiment, to test process or product, 
with the technology and/or methodology being 
tested for many “ilities,” such as 
 
!Manufacturability 
!Use-ability 
!Maintain-ability 
!Storage-ability 
!Retrieval-ability 
!Etc.-ability 

11 O’clock Summary 
In summary, the T&D Methodology and  
Technology Pilot-testing Processes of the T&D 
Systems “test T&D stuff,” prior to widespread 
deployment, to better learn not only if it will work 
to “requirements specifications,” but what a  
successful, efficient deployment will really take. 
 
Then, future T&D system process improvements/
changes can be more effective and efficient when 
all is said and done, as well as better planned and 
implemented. 
 
Given nothing but continuous and accelerating 
change for our futures, it behooves us to be  
prepared and cautious while still being deliberate 
about improvements. But, they still need to make 
business sense. A little continuous R&D is  
necessary to stay abreast, slightly behind, or ahead 
of the curve. Doing nothing guarantees nothing 
but being way behind. 
 
With so many opportunities and paths to explore 
in this opportunity-rich field, this money-pit is  
indeed a dangerous and expensive pitfall. The best 
defense is a good offense. Plan it or roll with it. 
Those are business decisions, too. 

Article Summary 
The 12 systems of a T&D System are complex and 
convoluted. Like it or lump it. It’s complex  
because it is. Wishing it weren’t won’t make it so. 
Getting a handle on them is key to achieving the 
strategic intent of T&D, of HR, and of the  
enterprise. It’s about the successful command and 
control of resources, empowerment of the human 
genius and spirit, and peace on earth. Well . . . 
maybe most of those noble goals. 
 
In the next issue . . . a wrap-up of the article 
series.!!!!! 
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PERFORMANCE-BASED KNOWLEDGE MANAGEMENT SYSTEMS VIA CAD AND MCD  
PROJECTS 

Part 1—The “Push and Pull”  
Knowledge Management System 
by Guy W. Wallace 

This series started because of a series of e-articles 
in one of Lakewood’s e-zines, or e-mailers, which 
I receive weekly, that regurgitated (can you sense 
my mood?) the recurring question and opinions 
regarding whether or not learners should finish 
their modules. 
 
My opinion: As always, it depends. Back to that in 
a moment. 
 
My intent for being a recipient of such an e-device 
was to stay abreast of issues emerging in this  
important area of “e.” Certainly e-learning and all 
things-e are important enablers of the dissemina-
tion of “instructional” information and 
“instructional” demonstration and certain types of 
“instructional” applications, as we classify our 
PACTSM Process instructional objects/chunks 
within modules and lessons. 
 

As we evolved PACT over the years, we have 
been waiting for the technology enablers to cross 
our paths that would bring our view of  
performance-based ISD and other T&D systems 
into a feasibility realm. It was doable before IT 
enabled, but it was clumsy. It was worth the ROI, 
but it was painful in places. Crunching and mov-
ing and integrating data is tricky. 
 

What does this have to do with whether or not 
learners should be members of the “clean desktop 
club” where they are in good standing if they have 
finished all of their modules? 
 
Because the PACT Processes enable a push-pull 
Knowledge Management system focused on  
pushing performance competencies of key and 
critical (as opposed to all) target audiences within 
the enterprise, they assure an ROI on the primary 
use of such a system. The “pull” utility by other 
audiences is gravy and can be accomplished at 
small incremental costs. PACT accomplishes that 
via our chunking rules and guidelines and tools 
and templates. 
 
The chunking of content needs to be done in a 
manner that also facilitates initial development 
and life-cycle maintenance in an efficient manner 
(otherwise why bother?). It needs to facilitate re-

use of content chunks where  
appropriate and unique chunks 
where needed, or generic fluff-
stuff will dominate. It needs to 
target information, knowledge, 
and skill development specifics 
and not appeal to all audiences 
with “one size fits all” deliver-
ables. Teaching generic project 
management skills to ISD types 
responsible for a T&D project 
and to the company project  
manager responsible for getting a 
five billion dollar facility up and 
running in a foreign land won’t 
work. Not all “project  
management” is the same. 

 
Building a Knowledge Management system with 
generic content to meet everybody’s needs won’t 
work either. 

PACT 
The PACT Processes for T&D have always been 
conducive to any and all types of self-paced (SP) 
learning, in combination with group-paced (GP) 

(Continued on page 24) 
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(Continued from page 23) 
learning. It requires a mix. The e-learning and 
Knowledge Management crowds have recently 
stumbled upon that insight. 
 
For more on PACT, see prior issues of this news-
letter and articles on the CADDI Web site. 
 
Knowledge Management systems are analogous to 
T&D product warehousing and retrieval systems. 
And with access via the Internet, they are the  
perfect storage/warehouse of any/all SP learning 
objects that can allow all sorts of audiences to  
retrieve or “pull” content from within. Even GP 
learning materials can be deployed via the Inter-
net. But these systems are just that, warehouses. 
 
The value is in having the right stuff in there and 
accessible (and protected, too). 
 
The power of the Internet is certain. The ability to 
lower costs is significant. The enabling of 
“commonization” of process/language/measures 
is much more practical with lower costs. 
 
In the PACT Processes for T&D we store  
instructional activities, the PACT version of this 
“object” concept, in modules and deploy them 
within lessons. It’s all part of our Modular  
Curriculum DevelopmentSM (MCD) and  
Instructional Activity DevelopmentSM (IAD) 
methodologies within the PACT Processes for 
T&D. PACT’s T&D Events contain modules’ 
lessons’ instructional activities. 

We could now digress into “developmental  
activities” as apposed to “instructional activities,” 
but that’s for the next series. Back to the question 
at hand regarding whether or not learners should 
finish their modules. 

To Finish or Not . . . Is that the  
Question? 
This is a problem. Both the question posed and 
the answer provided by most everyone belie a 

troublesome thought—troublesome for the share-
holders of the enterprises the performers perform 
within. Narrow-mindedness. As if only one  
answer would be right. As if . . . . 
 
Rather than providing the situational conditions 
warranting different/other appropriate responses, 
the answer was solicited as either yes or no. 
 
“Yes or no” is not correct; “yes and no” is a better 
answer. Here’s why from a PACT perspective. 
 
If our clients warrant the investment in a Curriculum 
Architecture DesignSM (CAD) because they believe 
there is sufficient return, then so be it. CAD away! 
They would never go into the CAD project  
process without a belief that the returns far out-
weigh the investments required. That’s the beauty 
of the potential of the PACT Project Steering 
Team. They clear the decks of the low-hanging 
fruit projects and focus on worthy business areas 
where the business opportunity or risk levels  
dictate instructional/performance improvement 
attention and resolution. 
 
In those cases, CAD away. Conduct the analysis 
and design a modular curriculum from the blue-
sky perspective (in terms of content inclusion, not 
impossible deployment star-wars technologies), and 
then implement only the critical pieces. That’s the 
full CAD process. 
 
But implement the critical pieces in such a way as 
to chunk content for others’ utility, and then store 
the chunk to enable better access to it. 
 
And remember, the goal is not to fill the  
knowledge warehouse to the brim with anything 
for everybody at any cost. It’s to enable the  
humans in critical enterprise processes to perform 
at mastery. Nothing less, nothing more. 
 
It’s still a business decision, even for a learning 
organization. 

Push-Pull Knowledge Management 
We believe that Knowledge Management systems 
need to be designed to facilitate both a push and 
pull marketing strategy. 
 
Push certain content out to certain audiences; 
have them learn it, no kidding! 
 
Measure it and improve it because it’s critical in 
the first place. Do it via a series of CAD projects 

(Continued on page 25) 
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Stakeholder Hierarchy Model . . . A CADDI Tool 
 

 
Balancing and trading off  
conflicting requirements is 
easier when you view who 
really calls the shots. 
 
Adapt or adopt as needed. 
 
From an article by Guy W. 
Wallace published in The 
Journal for Quality and 
Participation (May 1995). 
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1. Do learners 
need to finish 
their modules? 
2. Were those 
modules being 
pushed or pulled? 
 
The answer to 
the first question 
above depends on 
the answer to the 
second. 

(Continued from page 24) 
for these critical audiences in critical processes. 
Don’t do it because it was their turn. Do it be-
cause the cost of nonconformance (CONC) was 
too scary to ignore from a risk management  
perspective. 
 
The cost of nonconformance is where the costs 
for being screwed up (a technical term) or not  
being perfect (or merely 6 or 3 or 1 sigma) are too 
much, and something must be done to never let 
that worst-case nightmare ever come true. It’s  
being proactive because the alternative is too ugly. 
 
Place your strategic bets. The CAD portion of 
PACT frames the modules within events for selected 
target audiences, based on the CONC and ROI, 
and puts them on a “suggested sequenced menu” 
that we call the T&D Path. 
 
When MCD projects are done, they are done to 
implement the key, high-priority, high-payback 
gaps in the curriculum architecture, not just to 
close every gap that exists! Only those gaps with 
significant payback given the investment costs are 
addressed. It’s a math problem. Do the math. 
 
MCD takes the key gaps within the curriculum 
architecture for those critical target audiences and 
generates content in such a way to serve both the 
unique content/examples/application needs of the 
target audiences, as well as those shareable content/
examples/application needs that just might have 
benefit for others—not necessarily the high-
payback crowds/target audiences. 

 
The content, the instructional activities, are deployed 
in lessons. These are pushed to the key target  
audiences by enterprise leadership because it’s the 
right thing to do for the enterprise. It is proactive. 
It is deliberate. It is a business decision to do so. 
 
If chunked right, at levels below modules, the  
instructional activities can be stored within a 
knowledge warehouse and retrieved or “pulled” 
from, by other than the intended target audiences 
and/or the critical audiences that may need to  
refresh their internal knowledge banks for process 
performance purposes. Otherwise, why bother? 
 
1. Do learners need to finish their modules? 
2. Were those modules (their use of the term 
“module,” not CADDI’s) being pushed or pulled? 
 
Yes and No. As always, it depends. The answer to 
the first question above depends on the answer to 
the second. 

Summary 
Performance-based Knowledge Management systems 
need to address push target audiences only in terms 
of what content to house for retrieval purposes; 
retrieval by either the push or the pull audiences. 
Push will take care of pull. 
 
In the next issue of lean-ISDSM we will cover what 
we see as the four stages to get a “push-pull”  
performance-based Knowledge Management system 
up and running.!!!!! 
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IAD is the microlevel, performance-based lean-ISD methodology for the design and development of instructional activities 
found within each T&D Module’s lessons design. IAD outputs include 

 

 

 

Business Situation: 
Dramatic business growth driving rapid ramp-up of field personnel expected to 

engineer, install, and service highly technical systems customized for unique  

customer environments. Decentralized branch system struggling with a centralized 

T&D system. A staff nearly overwhelmed by the release of a number of significant 

new products. 

Response: 
CADDI used IAD to design and build performance tests so our client could certify/

qualify their business-critical performers in critical aspects of their jobs. 

Performance tests were administered to verify performance, thus allowing the  

employee to “pass out” of formal training and to measure performance 

“posttraining.” 

Results: 
The certification/qualification instruments shortened learning curve time, reduced 

employee turnover in the target audience, improved productivity and eliminated 

rework, and reduced formal training time and expense. 

CADDI does 

PERFORMANCE-BASED 

Instructional Activity Development SM 

!Performance/job aids 
!Performance tests 
!Case studies 

 

!Simulation exercises 
!Verbal or written content 
!Written tests 
!Etc. 
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 SUPER AoPs 

Human Asset Planning and  
Management 
by Guy W. Wallace 

In the CADDI model, the assets required to make 
enterprise “process performance” happen include 
both the human components and the nonhuman 
components. 

Our model views them as human assets and  
environmental assets. The terms (as always) are a 
bit arbitrary. But humans interact and deal with 
their environment to perform. They do so to 
gather food, provide shelter, make clothing, and 
on and on. They do so to self-actualize and every-
thing in between. 
 
The human’s skill and luck in interacting with 
both other humans and their collective environ-
ments dictates the success of their performance. 
Maybe they couldn’t forecast the flood and their 
crops were wiped out. Later maybe they did  
develop the ability to forecast floods and/or  
develop contingencies such as storing excess, or 
building dams and reservoirs, and bartering or 
stealing from their neighbors.  
 
Did you watch CBS’s “Survivor?” I didn’t, but I 
heard/read enough to draw the parallel. 
 
Given today’s global and more open world, all of 
the environmental assets are typically available to 
your competitors. Unless you have a “lock” on 
some critical environmental assets or have found 
some other way to horde them, your competitors 
have equal access to them. And if they don’t they 
just might die as an enterprise. But other competi-
tors might spring up in such a way as to elimi-
nate/minimize the last one’s critical disadvantage 
and become your best/worst adversary. 

The spoils of competitive advantage will only go 
to those that have an advantage. And if the  
environmental assets are equally accessible to you 
and your competitors, then your only source of 
competitive advantage lies within the humans on 
board the enterprise and their knowledge and skill 
competence as it relates to your business  
processes. 

Human Asset Requirements 
Given a set of business processes to operate/
perform within, the human asset requirements 
include many things that can be addressed by the 
enterprise. These are modeled in our earlier  
diagram. 
 
The enterprise systems/processes to ensure the 
right human assets, in the right quantity, with the 
right knowledge/skills and attributes/values  
include the following five human asset require-
ments systems and processes: 
 
!Staff Recruiting and Selection/Succession  

Process 
!Staff Training and Development Process 
!Staff Assessment and Evaluation Process 
!Staff Compensation and Benefits Process 
!Staff Employee Rewards and Recognition  

Administration Process 
 
Let’s take a closer look at each. 

1. Staff Recruiting and Selection/
Succession Process 

This set of processes sources potential enterprise 
employees (full-time/part-time/temp) to populate 
the organizations to perform in various systems 
and processes. It then selects the best candidates 
available against performance-enabling criteria for 
targeted knowledge/skills/attributes/values.  
 
This system could include internal succession 
processes, fast-track processes for high-potential 
employees, affirmative actions processes to adjust 
diversity balance issues, etc. 

(Continued on page 28) 
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(Continued from page 27) 

2. Staff Training and Development 
Process 

This set of processes takes the individuals from 
the recruiting and selection efforts and orients/
trains/certifies and develops their performance 
competence to meet the current and future-state 
performance capability needs of their  
organizations. 

3. Staff Assessment and Evaluation 
Process 

This set of processes continually assesses and  
provides feedback to the individuals within the 
enterprise. At proscribed times/cycles, peers are 
reviewed against criteria and each other to  
determine compensation and rewards and their 
potential to fulfill enterprise management’s needs 
for internal candidates for internal jobs elsewhere 
in the enterprise. Results are fed back into the first 
two systems and the next two systems as needed/
designed. 

4. Staff Compensation and Benefits 
Process 

This set of processes provides fair/necessary  
compensation and benefits (relative to others and 
the needs of the local marketplace) to the  
employees, based on both the appraised ability 
and demonstrated results of the individual. This 
system complies with all of the appropriate  
regulatory requirements, as well as deals with any 
compensation inequities/imbalances of various 
local markets, to minimize negative impacts to 
recruiting efforts and turnover from any  
compensation issues. 

5. Staff Employee Rewards and 
Recognition Administration Process 

This set of processes provides the “non” (or 
small) monetary reward and recognition systems. 
This system can include positive rewards/
consequences, as well as negative rewards/
consequences. It deliberately rewards/reinforces 
certain behavior and results, and deliberately at-
tempts to extinguish others. It might include  
progressive discipline systems as well as employee 
of the month recognition systems. 
 
If it’s good for the goose, is it good for the  
gander? If you wish to espouse this approach/
view, should you first “walk the talk?” 
 

These five systems and processes “sets” can be 
applied to the T&D organization. The criteria for 
the humans within the T&D system can be 
framed much the same as for other organizations 
of the enterprise; just some of the criteria specifics 
will vary. This works if you are a small T&D  
organization in a small enterprise or in a large 
T&D organization within a giant enterprise. It’s all 
about first understanding the “specifics” and not 
the “generics” of process performance and the 
enabling knowledge and skills. 
 
And if form follows function, the form that the 
humans need to take depends on the function of 
the processes and the environmental assets  
provided. If your T&D processes produce  
computer-based training (CBT), then authoring 
tool knowledge and skills criterion items are  
necessary. But if you do not build/acquire and 
deploy CBT, then those criterion are not part of 
your system.  
 
If you go to market in a horse-and-buggy setup, 
automobile driving skills are unnecessary. But 
knowledge of autos might be required by someone 
strategizing on a targeted future state. 
 
The rest of the T&D Systems View clockface is 
then used to define all of the T&D systems and 
processes the human must adapt to (or adopt), in 
order to perform. 
 
It’s all about human performance within the  
enterprise processes and within its environment. 
It’s not about competencies. It’s not about  
learning. It’s not about technology, “e” or  
otherwise. It’s about enterprise performance. 
 
And it’s still a business decision, even for a  
learning organization.!!!!! 
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Brian Blecke joined CADDI on August 7, 2000 as a 
senior consultant. He was certified to conduct PACTSM 
Process analysis, Curriculum Architecture DesignSM 
(CAD) design, and Modular Curriculum DevelopmentSM 

(MCD) design efforts in the late ’90s while working for a 
subcontractor to General Motors University. Newsletter 
readers may remember reading two letters from Brian to 
Guy that were published over the years.  
 
Brian Blecke says that one significant moment in 
his life came with his exposure to the PACTSM 
Processes in 1997 when he realized that “all of the 
pieces of the puzzle came together”—the puzzle 
being his “career direction” up until that point in 
time. 
 
Brian unknowingly created the first puzzle-piece 
in the 1980s at Michigan State University. He was 
part of an innovative, multiple-perspective teacher 
education program, going to class in the morning 
and teaching in the afternoon. Some of his  
instructors, says Brian, were well-known in adult 
learning circles (experts such as Steve Yelon,  
Ph.D.) although Brian says he did not realize at 
the time how valuable his MSU experience would 
be later in his career. What he did realize later, 
after a year of teaching 9th graders in a Virginia 
school, was that he would prefer not to teach 
those he calls “hormonally imbalanced,” e.g., high 
school students.  
 
Brian turned to the business world. A prospective 
corporate employer needed a salesperson. So for 
two years, Brian sold off-the-shelf and custom 
training products as a national account representa-
tive for Chicago-based Films Incorporated. He 
later was involved in marketing, market research, 
product development, and advertising for the 
company. It was here that he also designed and 
developed training curriculum materials in the  
total quality management (TQM) area. For exam-
ple, he designed and developed learner guides for 
several volumes of The Deming Library, a video-
based chronicle of the philosophy and teachings 
of the late Dr. W. Edwards Deming. 
 
The career puzzle-piece changed and grew over 
the next several years. Brian’s next employer, 
EDS, was looking for someone with a background 
in training and quality management to fill a hole in 
the human performance services (HPS)  
organization. Brian’s Films Incorporated  

experience made a good match. At 
EDS, Brian co-designed curricula 
for five key jobs in General Motors’ 
Power Train Division. He also did 
work in job model design, work 
process training, and organization 
redesign training. Brian also co-
designed The Learning Network, a 
predecessor and framework for what 
would later become General Motors 
University’s (GMU) on-line  
university. 
 
The next employer to shape Brian’s career was 
Joiner Associates, Inc. (later called Oriel  
Incorporated). Joiner Associates was a consulting 
firm that helped clients continuously improve 
through the application of Dr. Deming’s and Dr. 
Brian Joiner’s approaches.  
 
“I was looking for a way to learn more about the 
business side of managing training and develop-
ment (T&D) products,” Brian says, “when Joiner 
Associates contacted me.” Brian’s history with Dr. 
Deming’s teachings made the fit a good one. 
Joiner Associates solved complicated business 
problems by combining high-intensity leadership, 
statistical, and problem-solving consulting services 
with custom training and product solutions. All of 
these develop expertise within the client for  
ongoing improvements.  
 
At Joiner, Brian managed all product life-cycle 
phases for 13 T&D products. He developed  
product line strategy; conducted individual  
product and product line research; established 
marketing and promotional efforts; led product 
design and product development efforts;  
established sales plans, budgets, and goals; and, 
most importantly, managed the product line profit 
and loss. “Managing the Team and Leadership 
product lines for Joiner taught me to stop looking 
for training solutions and start looking for  
business solutions,” says Brian. 
 
The career puzzle-piece was now assuming a 
rather unique shape. Brian joined MIKA Systems, 
Inc., where he again supported General Motors 
University. This was his first exposure to the 
PACT Processes and, as he says, was a defining 
moment. “At the time,” says Brian, “I was trying 

(Continued on page 30) 
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(Continued from page 29) 
to integrate my previous experience and skills. I 
realized that PACT integrated them.” He says that 
he took to PACT easily and that it made  
fundamental sense to him.  
 
Through MIKA Systems he was trained, mastered, 
and certified in the PACT Processes for T&D. In 
his first project, Brian managed the development 
phase of an ongoing Modular Curriculum  
DevelopmentSM (MCD) project that created more 
than 20 performance-based events for GMU’s 
Manufacturing College.  
 
Brian was the project manager, analyst, and de-
signer for a number of projects for GMU. Brian 
also co-facilitated with CADDI partner Guy W. 
Wallace a performance analysis and Curriculum 
Architecture DesignSM (CAD) for GMU’s Brand 
Management College. Of their collaboration for 
the Brand Management College, Guy says, “Brian 
had the methodologies down cold; my role was to 
assist. He really didn’t need me.” 
 
The bigger the challenge, the larger the puzzle-
piece required to complete the puzzle. Brian’s next 
employer, Old Kent Bank of Grand Rapids, 
Michigan, needed someone to accept a challenge 
in the area of T&D. Bank leadership had a vision 
for the bank and, significantly, realized that 
achieving the vision required a system of  
employee development. Furthermore, the T&D 
system was to be comprehensive and  
performance-based. The puzzle-piece required to 
meet this challenge would definitely have a PACT 
Processes lobe on it. 
 

To meet Old Kent’s challenge, Brian, 
hired as vice president of training and 
development, began with a CAD that 
identified 97 T&D Events for four 
key roles within the corporate  
banking group. The Project Steering 
Team (PST) chose the highest-
priority events to implement, and, as 
Brian says, “we cranked” as the bank 
initiated MCD projects to build the 
chosen events. 
 
Brian also performed another CAD 
for 17 jobs in the business banking 
and retail staff groups. Brian  
continues to support Old Kent  
during the Implementation Phase of 
that CAD. 

For the projects, Brian established Project Steer-
ing Teams composed of senior vice presidents. 
These leaders were not training professionals and 
had a low opinion of training because they had 
not seen T&D systems engineered in the way 
PACT  
engineers T&D. Most of the PST’s experience 
with T&D, says Brian, was with training products 
that were not well engineered or performance-
based—in their words, a waste of time.  
 
Brian calls the PST the key to implementing 
PACT. He says that the PST mechanism lets T&D 
professionals attain access to the leaders of the 
business, make sure they understand what’s at risk, 
and make sure they have the information they 
need to make the right business choices. “Many 
executives have never thought about training as a 
business decision,” says Brian. “I’ve had good 
steering teams. If you choose the right steering 
team, the rest of the project will roll a lot easier.” 
 
The puzzle-piece is bigger now and has many  
facets: adult learning theory; sales and marketing; 
total quality management experience; training  
development and project management; experience 
in the healthcare, manufacturing, and financial 
industries; and extensive expertise with the PACT 
methodologies. Into what kind of organization 
does such a piece fit easily? Of Brian’s hiring by 
CADDI, Guy Wallace says, “Brian likes the chal-
lenges of being performance-based regardless of 
the ‘intervention,’ and that’s where CADDI is at!” 
 
Brian asserts that he has the right skill set to help 
CADDI clients and that he wants to learn how to 
do PACT as well as he can, influencing  
organizations while he learns. He admits that he’s 
“awfully curious” about how businesses and entire 
industries work, and he asks, “What better way to 
learn about them than with PACT?” He says that 
he especially enjoys working with the brightest 
people within organizations—master  
performers—and finding out how they do their 
jobs. 
 
No one is defined by jobs alone. Invisible on the 
puzzle-piece is what Brian calls “the most defining 
moment in my life—the day I asked Karen [his 
wife] to marry me.” Those who see Brian as ar-
ticulate and well-spoken may be surprised by the 
story he tells on himself, a story that has him  
impulsively sitting Karen down on a park bench 
after a restaurant dinner, getting down on one 
knee, and proposing. Brian claims not to  

(Continued on page 31) 
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(Continued from page 30) 
remember his own words, only that Karen first 
responded “Excuse me?” at the surprise of the 
proposal—and then accepted. Brian and Karen 
now have three children: Madeleine Nicole, 4;  
Aidan Hendrick, 2; and Griffin Alexander, born 
this summer on August 2. Brian calls his wife a 
strong advocate for him, a person who likes 
CADDI and feels that it will allow Brian to do 
what he loves.  

Sidebar 2 
 
Dr. Brian L. Joiner, founder of Joiner Associates, 
Inc., called Dr. Deming his mentor. Joiner fast 
became one of a chosen few trusted by Deming 
to publicly discuss his philosophy. Joiner had a 
unique ability to make Deming’s philosophical 
approach meaningful to every manager.  
 
He populated Joiner Associates with some of the 
top statisticians and management consultants in 
the country. Together, they worked with Fortune 
50 clients to help them transform business  
practices and improve performance.  
 
From the great minds at Joiner Associates came a 
slew of products meant to help the do-it-
yourselfer improve his or her organization. The 
most well-known product was The Team®  
Handbook, which sold more than 750,000 copies in 
less than ten years. 
 
Joiner put his stamp on the quality revolution 
with his book Fourth Generation Management: The 
New Business Consciousness.  
 
In late 1997, Joiner sold the company to the 
CEO, Patricia Zander, who runs the company 
today under the name Oriel Incorporated. Oriel is 
dedicated to helping organizations improve busi-
ness performance.  
 
Says Brian of the experience, “I learned two  
valuable lessons while working with Joiner/Oriel. 
First, I learned that training is a nonessential  
business function for most companies; therefore, 
training must prove its value every day. Second, I 
learned that it is more important to solve business 
performance problems than provide a training 
product.” 
 
Team is a registered trademark of Films Incorporated, Inc. 

Sidebar 1 
 
Many attribute some or all of the quality  
movement to Dr. W. Edwards Deming.  
Instrumental in the industrial rebirth of Japan  
after the devastation of World War II, Dr.  
Deming applied his considerable understanding of 
statistics to the discipline of production.  
 
Deming was still relatively unknown in American 
business circles until 1984 when Clare Crawford-
Mason put him front and center, challenging  
business leaders to do better in her white paper 
for NBC called “If Japan Can…Why Can’t We?”. 
 
Deming’s fame grew rapidly and so did his  
influence. Asked to present to and consult with 
prominent business leaders around the U.S., he 
told a simple story: quality would improve when 
management accepted, learned, and followed his 
14 points of management.  
 
Later, as Deming refined his thinking, a more  
fundamental perspective evolved: his theory of 
Profound Knowledge. This theory establishes a 
view of a system that is continually modified by 
integrating knowledge of variation, systems  
thinking, a theory of knowledge, and psychology. 
 
Says Brian, “I was fortunate to have seen Dr. 
Deming present his four-day seminar 11 times. I 
watched him challenge leaders—even berate 
them—to improve. I learned many things that 
guide my work today.”   
 
For more on Dr. Deming, check out these Web 
sites: www.managementwisdom.com or  
www.deming.edu/demingcoop.html 

 
“I’ve worked hard and been lucky in my life,” says 
Brian. Guy Wallace says, “We feel lucky to have 
Brian, and we look forward to his impact on our 
team, our methodology, and our business.” 
 
View Brian Blecke’s complete professional biography  
on-line at www.CADDI.com.!!!!! 
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The Business Goal 
It began as a simple challenge. Continue and, if 
possible, accelerate the transformation of a mature 
sales staff from one that focuses on individual 
sales transactions with a client to one driven to 
create and maintain rewarding client relationships.  
 
One tactic among many was the launch of a new 
financial services product. The goal of the product 
launch was to capture $150 million in additional 
revenue in the first year of release. The challenge 
boiled down to a number, and the message was 
clear: hit it. The goal of $150 million was a ten-
fold increase in sales volume from the previous 
year’s sales of a similar product.  
 
Why the leap? The existing product line had  
narrowing margins, and the competition was  
increasingly aggressive in pricing. Moreover,  
competitors were rapidly filling their own product 
line with similar new products. There was a 
choice: ignore the market or provide the product. 
The decision was clear—put the new product in 
place. The long and the short of it was that the 
company was about to be late to market with an 
expensive product.  
 
To pull this off, so many things had to go right—
right away. The new product required a shift in 
work processes, updated policies and procedures, 
new legal documentation and client forms,  
revamped standards, and above all else, a renewed 
knowledge/skill base. Some days, it appeared as if 
everything was in play. 

The T&D Challenge(s) 
The training endeavor quickly became the least 
complicated issue on the table for leadership. That 
was good for us. We had their support and when 
necessary, their collective will. 
 
While some project leads were uncertain what to 
do and how to start, we were able to get the 
PACTSM Process for Modular Curriculum  
DevelopmentSM (MCD) underway immediately. 
We had a complete Curriculum Architecture  
DesignSM (CAD) to reference. In fact, the CAD 

carried preliminary product specifications for this 
new financial services training & development 
(T&D) product. 
 
Often, T&D measures can be hard to come by. 
Not in this project. The Project Steering Team 
decided on five key statements to guide the  
project.  
 
!Get rapid results and rapid performance. 

 
!Craft a unique approach to the client to  

improve the chances of a product that is  
arriving late to market.  
 

!Overcome the resistance of a skeptical sales 
staff.  
 

!Don’t re-create sales training.  
 

!Don’t take people away from the job for long 
periods of time. 

 
For the salespeople, measures were divided into 
two tiers. The first tier was a performance  
expectation: “A salesperson will identify, qualify, 
and refer appropriate sales opportunities to a 
product specialist.” Because the salesperson would 
not be required to have all of the product  
knowledge required to be an expert, this would be 
a smaller, more precise target to hit.  
 
The second tier consisted of base sales measures. 
The salesperson will  
 
!Meet individual monthly sales goals for the 

product. (Sales goals were set based on  
experience, portfolio size and makeup, and 
competitive landscape. This measure was  
enforced only after training was complete.) 
 

!Make ten qualified product sales calls per 
month. 
 

!Conduct two portfolio reviews per year with the 
sales manager and the product specialist. 

(Continued on page 33) 
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(Continued from page 32) 
 

The T&D Budget 
The out-of-pocket expense budget for T&D  
design, development, and deployment was 
$50,000. At first glance, that doesn’t seem like 
enough money, does it? It was plenty. To make 
sure it was enough money, the Project Steering 
Team was careful not to pile the training product 
up with a bunch of extras.  

The T&D Development Schedule 
It always seems that the biggest strategies have 
only a little time to complete. This project was no 
different. We had six weeks from project launch 
to product release. Because we had no resident 
master performers, we went to the external  
marketplace to locate a master performer/subject 
matter expert. We were fortunate that such a  
person existed and that he was willing to play 
along. We happily paid for the service. 

The ROI Expectations for T&D 
So many factors were about to affect our efforts. 
The goal was meaningful to 
the company, and it was  
obvious that T&D wasn’t 
about to meet that need all 
on its own. So how much 
of the eventual, forecasted 
return could we tie back to 
the T&D? We used a  
predictive ROI model to 
describe and confine the 
ROI expectations. To get a 
real expectation, we met 
with the senior managers. The meeting was a brief 
but action-packed three hours.  
 
First we hammered out the performance  
expectations (noted above).  
 
We discussed the ROI from two perspectives:  
total return and how quickly we could get “right 
side up” on the investment. 
 
Total return expectation was fairly straight-
forward. We identified the other variables  
affecting our ability to meet or exceed the goal. A 
few examples include middle management  
support, work processes and work handoffs,  
company policies, incentive compensation, and 
approval requirements. We were, in effect, using 
the right side of the Performance Model to  
identify the environmental support deficiencies 

that would/could negatively impact the effort. 
The performance expectation provided the means 
to understand the relationship between the  
individuals’ performance and the other, non-
human variables in play within this business  
process.  
 
We then attached an impact percentage to each 
variable. In the end, training was to result in 40 
percent of the total goal – that’s $60 million for 
those of you working your calculators. The  
predicted ROI was a boggling 1200/1.  
 
And management wanted us to get “right side up” 
on the investment within six months.    

The T&D Product 
The T&D product is nonstandard in the com-
pany’s history. In many ways, the design of this 
product was meant to compress several years of 
unstructured, on-the-job training (U-OJT) into 
only moderately intrusive training. Classroom 
training combined with organized, structured,  
on-the-job training (S-OJT) made the difference. 
Here is a brief picture of the training product. 

The Result of Performance-based 
T&D 
The total cost of the T&D project, including the 
rollout, was just a little shy of $49,000. In the first 
six months of the rollout, we had eclipsed $55 
million in new originations. Applying the 40  
percent rule to six-month totals, the training 
brought in $22 million or a return of 449/1. When 
I checked last, there was more than $50 million 
still in the sales pipeline. That is a good day’s 
work.!!!!! 

Three Weeks Over Next Ten Months

Eight Hours 
Classroom 
Instruction

Eight Product Sales 
Calls over Three 
Week’s Time
• Three Made 

Jointly with 
Product Specialist

• Five Solo Calls

Five Hours Classroom 
Coaching (One-on-
Many)
• Review of Joint and 

Solo Calls
• Observed Role-

play
• Written Product 

Knowledge Exam

Four Hours One-on-
Many Coaching at 

Four Months

One-on-One 
Coaching as 

Required

Four Hours One-on-
Many Coaching at 

Ten Months

Three Weeks Over Next Ten Months

Eight Hours 
Classroom 
Instruction

Eight Product Sales 
Calls over Three 
Week’s Time
• Three Made 

Jointly with 
Product Specialist

• Five Solo Calls

Five Hours Classroom 
Coaching (One-on-
Many)
• Review of Joint and 

Solo Calls
• Observed Role-

play
• Written Product 

Knowledge Exam

Four Hours One-on-
Many Coaching at 

Four Months

One-on-One 
Coaching as 

Required

Four Hours One-on-
Many Coaching at 

Ten Months

In the first six 
months of the 
rollout, we had 
eclipsed $55 
million in new 
originations. The 
training brought 
in $22 million or 
a return of 
449/1.  
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IT’S ALL ABOUT THE PERFORMANCE 

What Is Performance-based ISD? 
by Peter R. Hybert 

What Is ISD? 
Without resorting to a textbook, ISD is 
“instructional systems design.” If you break the 
label apart, you get three components. 
 
!Instructional: Conveying new/changed  

information, knowledge, skills, and/or behav-
iors to others 
 

!Systems: The interrelated set of processes for 
accomplishing instruction 
 

!Design: The use of an analytical methodology 
to engineer a reliable solution 

 
So, the bottom line is that ISD is “writing  
training” on steroids—it is engineering a set of 
learning-related processes to ensure that the  
necessary changes happen in the learner on a  
predictable basis. 
 
The necessities that came with World War II were 
the mother of the invention of ISD. Founders of 
the field needed to train a lot of people (soldiers) 
to perform a lot of complex tasks (like shooting 
and maintaining weapons) quickly and reliably. 
They developed a methodology that was later  
expanded to fit school and corporate settings. 
Sometimes it was adapted appropriately and 
sometimes not. Some practitioners were skilled at 
using the gist of the approach, and others got lost 
in nonessential points (just like any other  
discipline). 
 
Today, in general, ISD isn’t popular in the world 
of training. The cover story in the April 2000 issue 
of Training magazine was titled “Is ISD Dead?” 
The article cited a number of problems, such as 
ISD being an old paradigm, too linear, not  
customer focused, etc. 
 
As Guy W. Wallace noted in our spring 2000 issue 
of lean-ISDSM, CADDI has designed and evolved 
a lean-ISD methodology specifically to address a 
number of the problems brought out in the  
Training article. He described how one of the 
problems with ISD is that some practitioners left 
the methodology stagnant—they didn’t  
incorporate improvements from similar disciplines 
(such as product management, finance, or  
engineering).  

I think there are also a number of misconceptions 
about what ISD is, should be, and could be that 
interfere with attempts to discuss and improve the 
discipline. 

Common Misconceptions 
Some of the common misconceptions are listed 
below. 
 
!Traditional ISD produces performance-based 

instruction. 
 

!Learner activity = performance. 
 

!Every objective has to be tested. 
 

!More detail and documentation result in a 
tighter instructional design. 
 

!Every project is a “one-off.” 
 

!ISD is only applicable to developing traditional 
training. 

Traditional ISD Does Not Produce 
Performance-based Instruction 
Traditional ISD, as it is often practiced, does not 
necessarily result in performance-based training! 
The problem isn’t really ISD, it is peoples’ mental 
models about the process. Based on observation, 
it seems to start with the objectives.  
 
The first mistake is starting with objectives before 
analyzing the job. But even with a job or  
performance analysis, people can wander off the 
path. This has caused some argument that  
objectives are no longer relevant—that they are 
archaic. I disagree. Without a destination, you get 
nowhere. Creating lots of hierarchies of objectives 
can be a trap that not only uses up much time but 
also leads you away from the performance you are 
trying to achieve.  
 
Below is a partial illustration of the above point. 
First is a “traditional ISD” series of objectives and 
the logical instructional product. Second is a 
“performance-based” example. Imagine these two 
processes taking place in parallel projects, and 
compare the conclusion from the perspectives of 
the learner and the client.  

(Continued on page 35) 
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(Continued from page 34) 
 
(Please note that the example is a little exaggerated to 
highlight the differences . . . but it is not total fiction!) 

GOAL: Teach a salesperson to recommend the 
appropriate product solution set based on the  
customers’ needs. Refer to the “traditional ISD 
step” table below and the “lean-ISD step” table on 
the next page. 

At left, Figure 1: Example Completed Lesson Map 
of Activities 
 
One of the main differences is that in lean-ISD, 
the design process begins with “chunking”  
content (information, knowledge, skills, and  
performance) that needs to be addressed (as  
defined through the analysis process). The chunks 
allow the designer to share or reuse content and 
to modularize any new content to make it easier 
to keep up with downstream changes. 
 
Another key difference is that lean-ISD uses the 
performance as the basis and looks for the  
shortest path to performance. The goal is not  
necessarily to touch every learning base. For  
example, salespeople need to know (have in  
memory) the product features and benefits. But, 
that doesn’t mean you have to have a specific 
training activity to memorize them—memorizing 

(Continued on page 36) 

Information: Demonstration: Application:

Lesson #: Lesson Title: Est. Length:

Lesson Map
of Activities

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

LESSON ACTIVITIES SEQUENCE

©1999 CADDI, Inc. 4/99    Page 1
REPRODUCTION WITHOUT WRITTEN AUTHORIZATION IS STRICTLY PROHIBITED

TMC Stores

4 Interviewing Basics 85 Min.

•Apply basic interviewing principles to conduct an interview

1. Lesson open

2. Laws/regulations/codes 
pertaining to interviewing

3. TMC policies relating to 
interviewing

4. Interviewing steps 5. Interviewing do’s and 
don'ts

6. Practice interviewing 
techniques

7. Lesson close

30 min.

Simulation

2 min.

15 min.

15 min.

10 min. 10 min.

3 min.

Traditional ISD 
Step 

Output Analysis/Commentary 

Terminal  
Objective 

Given the product catalog 
and customer situation, select 
the mix of products that best 
fits their budget and functional 
requirements per market offer 
and engineering standards. 

So far, so good. 

Enabling  
Objectives 

Given functionality require-
ments, select appropriate 
product(s). 

!For product X, list its five key 
features. 

!Summarize the benefits of 
each feature. 

!Identify key components of 
Product X. 

!List the five most common ap-
plications for Product X. 

These objectives fit Gagne and Brigg’s model for objec-
tives (see Principles of Instructional Design, Robert 
Gagne and Leslie Briggs, 1974, Holt, Rinehart, and 
Winston). The problems are listed below. 

!It is all words — Not easy for master performers, subject 
matter experts, or project sponsors to review quickly. 

!Very hierarchical — It tends to influence the developer 
to focus on product information versus the application 
and integration of that information. 

Develop  
Training 

Product knowledge CBT that 
includes some pages of text 
and graphics showing the 
product and a quiz consisting 
of  

!Matching features with bene-
fits 

!Labeling the components on 
a diagram 

!Multiple choice questions 
about where the product 
should be used 

Too different from the end performance to be effective. 
Salespeople are not paid to complete matching tests—
they have to talk to customers and analyze their needs, 
evaluate potential ROI, and recommend/modify solu-
tions all at once. This solution would be too simplistic. 

Creating lots of 
hierarchies of 
objectives can be 
a trap that not 
only uses up 
much time but 
also leads you 
away from the 
performance you 
are trying to 
achieve.  
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(Continued from page 35) 
features can be a secondary focus. A  
performance-based approach may teach  
participants to refer to the catalog, which enables 
the participant to learn to rely on the reference 
tool (which is preferable, since product features 
usually change). Eventually they will memorize the 
information from using it in context rather than in 
abstracted separate activities. 
 
Taking the shortest path to performance also has 
the learner attempting the integrated performance 
earlier in the learning process. For instance,  
application exercises in which they interview a 
(role-played) customer and go off-line to review 
the catalog to pick the right products is closer to 
the real performance. Doing this earlier (instead of 
teaching lots of product information first) allows 
learners to get a feel for how close they are to  
being ready for the job and provides a more  
motivating learning challenge. 
 

All of the above helps developers build the  
training more quickly. Though there are fewer  
objectives, there is actually more definition of what 
needs to be built. Two different developers  
creating materials to enable a learner to “list the 
five key features of product X” may arrive at very 
different training activities. One may have an  
instructor list the features and then quiz the class, 
while another may start with product X and ask 
participants to come up with key features and 
their rationale. Both may work, but the time will 
vary.  
 
With CADDI’s Modular Curriculum  
DevelopmentSM (MCD) methodology, the design 
is more focused. If “product features” is the  
information needed, developers know the amount 
of time (or the number of screens) allocated for 
that purpose and, more importantly, they know 
the demonstration and application activities that 
follow. The follow-on demonstration and,  

(Continued on page 37) 

“lean-ISD” 
Step 

Output Analysis/Commentary 

Define the 
“Chunk”  

Product Knowledge Lesson—
Product X 

Assume that a performance analysis and Curriculum  
Architecture DesignSM (CAD) have been completed  
already. 

Lesson 
Objectives 

Describe the primary  
functionality of Product X. 

Demonstrate the key features/
functions of Product X. 

Assume that an earlier lesson addressed how to find key 
product information using reference materials and tools. 

Assume that a later lesson addresses customer situations 
and product application exercises. 

Define 
Lesson Ac-
tivities 

The designer would “backward 
chain” starting from the end 
performance and diagram the 
flow of either information pres-
entation, demonstration, or  
application activities. Activities 
here could include 

!Reference to where to find key 
product information in the  
product catalog 

!“Slow motion” demonstration of 
the product (to both identify key 
features and model how to 
demonstrate them) 

!Example customer situations 
and discussion of competitive 
strengths/weaknesses 

The actual design output would be a diagram (see Figure 
1) which 

!Is easy for master performers/subject matter experts to 
grasp and review. 

!Gives the developer a clearer picture of what to build. 

Develop 
Training 

Clone or create templates for 
all product lessons and popu-
late key content. 

The total training cycle time will be shorter through the use 
of templates (because learners can “get the hang of it” 
and go faster, and because it refers to the references  
versus recovering the same information). And the learning 
will be more effective because the learning process is 
closer to the job performance. 

Taking the 
shortest path to 

performance also 
has the learner 
attempting the 

integrated 
performance 

earlier in the 
learning process. 
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(Continued from page 36) 
especially, application activities drive how much 
detail they need to build into the information  
activity. 

Activity Is Not the Same as  
Performance 
Just having a learner do an activity does not mean 
that you have performance-based training. Putting 
in a matching exercise, “Jeopardy!®-style” game, 
or even a role-play doesn’t mean that you have 
performance-based training. Participants  
occasionally need something to do to keep them 
engaged, no question. And, learning is more  
effective if the participant is forced to recall  
information, apply concepts, draw implications 
and conclusions, etc., than if the information is 
delivered all “one way”—from the instructor to 
the participant.  
 
But, ultimately, true performance-based training 
has to go further. It has to include performance 
that is as similar to the job as practical for a  
training setting. In fact, sometimes, the training 
process overlaps the job performance process, 
such as when a qualification instrument is used to 
evaluate actual work performed on the job against 
criteria based on what was learned in training. 
Giving participants a specification document, 
blueprints, and customer meeting notes and telling 
them to engineer a system to hit a cost target and 
giving them a limited time to do it is pretty close 
to the job of a field engineer. If the training  
process mimics the job, it is more likely that the 
learning will transfer. 

Every Objective Does Not Have to 
be Tested 
That heading was hard to write. But it is true.  
Specifically testing every enabling objective is  
unnecessary and is a waste of time.  
 
In traditional ISD, the header above is heresy. 
But, if you are focused on performance, that is the 
only thing that really needs to be verified. If the 
learners can do the performance, they must have 
somehow accumulated the right enabling  
knowledge and skills.  
 
For example, if you can interview a customer and 
figure out the right product solution for their 
needs, you must know enough about the features 
and benefits to figure out that answer. Maybe you 
could pass a written test on product features or 
maybe not. But, if you can do the job, it doesn’t 
matter. 

A related misconception is that you need to test 
everything within the lesson in which the  
objective appears. If you decide that participants 
(eventually) have to be able to overcome customer 
objections to buying, you may defer the testing of 
that objective until later in the training. Maybe you 
build some simulations of the entire sales process 
(including overcoming objections) and evaluate 
participants’ capability at that point.  
 
But, let’s say the lesson on overcoming objections 
was earlier. You may or may not decide to  
practice that skill, and you may or may not decide 
to actually test it (as in “require each individual to 
demonstrate it and record/track the results”). 
That is a design decision based on the audience, 
amount of time between learning it and the  
simulations, importance relative to other  
objectives, available training time, etc. lean-ISD’s 
use of “chunks” allows the designer more  
flexibility in placement of assessment (and other) 
activities. 
 
It may be a good idea to test key objectives, but it 
is not critical that every single objective be tested 
by itself—that results in consuming excess time. 
Even worse, it may not even lead to a valid result. 
Most of the time in a work performance situation, 
things are more integrated. An ability to address 
objectives in isolation may be meaningless in the 
same way as the ability to kick a football in  
isolation may not indicate the ability of the  
individual to kick the winning field goal in a game 
situation. 

More Detail and Documentation Do 
Not Lead to a Tighter Instructional 
Design 
Many of us in the ISD profession tend to be  
analytical. That means we like to break things 
down to increasingly smaller units. And the  
capability of word-processing software only helps 
us get mired in the weeds—it automatically as-
signs numbers and subnumbers so we can outline  
ourselves right into the ditch.  
 
The problem is that our clients really do not get 
much benefit from reviewing traditional design 
documents. To a client, it just seems like a bunch 
of words, an academic exercise. 
 
There is good reason for specifying before  
building—it prevents substantial amounts of time 
from being spent creating the wrong output. But, 
for that to work, we have to be able to engage our 

(Continued on page 38) 
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(Continued from page 37) 
project sponsors and participants in the design—a 
distracted sign-off approval of a document that 
someone really didn’t understand won’t keep the 
client from making changes later when they see 
the actual product. 
 
CADDI’s MCD design documents clearly show 
the link to performance and the learning process 
planned to get participants there. Our project 
teams (non-ISD practitioners) can easily  
participate in our design and review meetings  
because the output is more intuitive to them.  

ISD Is Applicable to Much More than 
Developing Traditional Training 
Some may interpret much of the preceding as  
being anti-ISD. I actually believe that ISD  
practitioners have a high degree of expertise in 
areas that are widely needed in business. The trick 
will be to get the essence of ISD across while 
keeping focused on performance. 
 
ISD practitioners also have expertise that can be 
of benefit to corporations beyond T&D. 
 
!Understanding what people need to do and the  

knowledge/skills they need to do it. Too often those 
developing information systems, Web sites, 
Knowledge Management systems, and work 
processes do not have this expertise, and their 
outputs suffer as a result (especially at  

implementation). ISDers can add a great deal of 
value by focusing on the end user and the  
expected performance. 
 

!Principles of information display/layout. Whether you 
are creating a workbook, an overhead, a Web 
page, or a data-entry form, the same principles 
that make it intuitive for the user apply. ISDers 
should be able to contribute this type of  
expertise. 
 

!The ability to convert objectives to a training product is 
the same process used to convert user  
requirements into any product. An astute ISDer 
on a product team could apply this skill to help 
product teams move away from product  
technical features and capabilities and toward 
user functionality issues. 

 
So, I do not believe that ISD is dead—at least it 
shouldn’t be. In fact, if we practice performance-
based ISD, we can provide a vital contribution to 
our organizations as they build and implement  
e-learning and Knowledge Management systems, 
as well as more traditional training, documenta-
tion, and performance aids. CADDI’s MCD proc-
ess offers a way of streamlining the ISD process 
to ensure that it focuses on performance and that 
it fits practical business constraints. !!!!! 
 
Jeopardy! is a registered trademark of Sony Pictures  
Entertainment, Inc. 
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The original ISD model . . . 

ADDIE (also known as the “big 
block diagram”) 

. . . from the work of Robert 
Gagne, Leslie Briggs, Robert 
Morgan, and Robert Branson, 
while at Florida State University. 
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Okay class, for the next hour I need you to 
partner up with your neighbor and we are going to 
role-play the information that we have been 
covering over the last few days. The class bursts 
into a large cheer and a collective round of high-
fives circles the room. One of the students stands 
up, after the hooting and hollering dies down, and 
states, “You know we were all talking over the last 
break and wanted to know if we can stay later 
tonight to have more skills-building practice with 
role-plays.” 
 
Does this sound like an instructor’s dream? 
 
As I look back on my experiences both facilitating 
in and writing for the classroom, the role-play was 
a much-hated activity. I remember the collective 
groaning from students, as I would proudly 
announce that for the next hour we would pair up 
and role-play. During that hour, I would march 
around the room to make sure that everyone was 
participating, playing fairly, and getting the most 
out of the role-play experience—not just 
discussing where they were going to have lunch. I 
do agree that role-playing is a very powerful tool 
to use within the traditional classroom experience. 
It can be the best way to simulate the on-the-job 
experience while practicing new skills in a safe 
environment for both the student learning those 
new skills and the company who does not want to 
use their customer base as a test bed for practicing 
those new skills.  
 
I will argue that role-playing effectiveness is 
limited to the level of experience, knowledge, and 
willingness of each of the participants involved. 
There are usually two extremes of role-playing 
experiences: the “stump em’ group” and the 
“forgiveness group.” The stump em’ group will do 
everything in their power to try to make the 
learning experience so painful and filled with the 
potential for failure that no valuable learning is 
allowed to take place. Within the forgiveness 
group, each learner takes it easy on each other to 
make sure that they all succeed; again, no valuable 
learning is allowed to take place.  
 
In the event that the role-play is pulled off well 
and all the participants play their roles fairly well, 

how can you subjectively judge the learning 
experience and where improvement is needed and 
should be augmented?  
 
Do role-plays create learning? “You learn them 
because your environment is organized in such a 
way that it permits or encourages or insists that 
you learn them.” (Neil Postman & Charles 
Weingartner, Teaching as a Subversive Activity) 
 
Currently, Pete Hybert and I are working with a 
leading telecommunications company to push 
role-playing to another level of interactivity, 
performance measurement, and assessment. This 
new method combines the latest technology with 
the best that role-play has to offer.  

The User Experience 
A call center representative, the learner, will be 
assigned scenarios by his/her coach in a 
computer-managed instruction (CMI) system. 
This will allow trainers and managers to guide the 
learner’s learning through the selection of specific 
types of scenarios. Once the learner selects an 
assigned scenario, the emulator is launched that 
replicates all of their systems. These systems are 
prepopulated with information that is pertinent to 
the customer who is about to call. The learner will 
experience little to no difference in the way he/
she interacts with these emulated systems 
compared to the actual systems. 
 
A tone will be heard in the learner’s ear signifying 
the start of the contact, the same as when on the 
job. Once the learner completes his/her greeting, 
a virtual computer-simulated actor will play the 
part of the customer throughout the rest of the 
role-play. The virtual actor will ask questions and 
respond to the questions asked by the learner 
within the context of the predefined call. Should 
the learner not ask the correct question or 
respond in an inappropriate manner, the role-play 
will stop and hints will be provided for the first 
two times the learner fails to answer appropriately. 
Upon the third failure or whenever it is deemed 
necessary by the learner, the coach will take the 
learner to a predefined learning unit that will 
reinforce the correct behavior. 

(Continued on page 40) 

TECHNICALLY SPEAKING 

High-Tech Role-play Simulations 
via PACT 
by Jeff R. Carpenter 
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(Continued from page 39) 
During the role-play, performance data will be 
gathered to assist in the development of the 
learner after the completion of the experience. 
This data includes the score on each dialogue 
segment, time spent in help, captured audio files 
from the learner, time spent in the scenario, 
number of tries to pass a specific dialogue 
segment, coaching notes, and historical data. By 
collecting this data, it removes the subjectivity or 
the “I think” out of the future coaching 
interventions. Instead of using the shotgun 
method of training and development and 
coaching, trainers and managers will be able to 
hone in on specific areas of improvement and 
assign future scenarios to augment specific areas 
of learning. 
 
For example, they will be able to identify specific 
segments of the call flow that need additional 
work. And the learner will be able to complete 
targeted “learning units” or practice that segment 
until they master it. 

How It Works 
The system utilizes the most current voice 
recognition technology to listen for specific 
keywords that are identified as the most critical to 
ensure that the learner is using the approved 
wording and phrases with the customer. The 
system also recognizes and accepts synonyms of 
the keywords. This allows the system and the user 
the flexibility to use words that they are 
comfortable with but that are still within the 
approved scope. Should the voice recognition 
technology fail during the scenario, the learner is 
given the option to provide a text response to the 
questions asked by the virtual actor. 
 
The scenarios were created utilizing master 
performers from across the company to collect 
the performance that was to be emulated within 
the role-play. Wording was gathered from actual 
customer calls to create a level of realism that had 
not yet been captured in past role-plays. Providing 
the user with actual customer calls allows them to 
practice new skills with actual customer concerns 
and personalities they will face on the job. This 
will allow the learners to deal not only with the 
real complexity of the systems put in front of 
them but also with the real complexity of human 
interaction. 
 
The CMI system allows the trainers and managers 
to diagnose weaknesses subjectively within the 
learner’s performance based on system tracking 
and keyword data gathered from the simulation. 

The data is then captured, compiled, and displayed 
in reports that will assist both the learner and the 
trainer or manager to create a personalized action 
plan for the ongoing development of the learner.  
 
“Simulation is a great way to teach a complete  
performance,” said Pete Hybert. “In this case, the 
learner has to listen to a customer, think of what 
to say next, put together the right wording, cover 
the content required by the company and the 
regulators—all while also referencing and/or 
entering data into their workstation. It all  
happens at the same time, just like on the job, but 
with feedback and coaching available in-process! 
And, the basis for understanding the work and 
typical difficulties to build into the scenarios is the 
Performance Model.” 

CADDI’s Role 
CADDI was asked to capture master performer 
data to define the key call issues to be emphasized 
in the simulations and to develop the scenario 
dialogues, assist in the design of the performance 
measurements and reporting, and facilitate and 
document the user acceptance test sessions. 
 
The project began for CADDI when management 
decided, midway through the project, to augment 
their existing internal capacity to handle the rigors 
of this complex project from an ISD perspective. 
The project manager assigned regional managers 
to assist in the identification of master performers 
and the validation of the outputs from those 
master performers. 
 
Following our initial interviews with the project 
manager, it was decided that we would utilize the 
Instructional Activity DevelopmentSM (IAD) 
process for this project.  

Once the project planning was completed, the 
first key step was a performance analysis to define 
the learner performance in detail using a Perform-
ance Model. This analysis data was used to design 
the scenarios and to validate all measurements in 
the CMI system. In the development phase of the 

(Continued on page 41) 
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(Continued from page 40) 
IAD process, we listened to actual customer calls 
and captured specific words and phrases from 
both the customer and the call center representa-
tive to create a more realistic scenario for the 
learners. 
 
CADDI was later asked to take on additional  
responsibilities in creating the learning units 
within the scenarios. Going back to our  
Performance Models, we were able to drill down 
into what needed to be reinforced during each 
part of the call. This allowed us to create high-
impact, minilearning events for the learner at the 
point at which they were needed within the  
scenario. 

Conclusion 
With the implementation of this system, learning 
effectiveness will not be restricted to the level of 
experience, knowledge, and willingness of each of 

the role-play participants involved. Instead, the 
system will be consistent, rigorous, discriminating, 
attentive, thorough, and fair to all learners who 
take a scenario. You can now ensure the quality of 
the learning experience and have subjective data 
to base any future development of the learner. 
 
This project will continue until its release to a  
limited test market in the fall with a scaled rollout 
to follow. But upon completion of this project, 
the PACTSM Process for IAD will have again been 
fully tested to prove whether or not it is flexible 
enough to meet the rigors and rapid design  
models associated with Web-based interactive  
design. As I assess the PACT Process for IAD 
and multimedia development at this point in the 
project, it is exceeding the project team’s expecta-
tions in getting a clear view of performance  
mastery while allowing the voice of the end user 
to be heard loud and clear.!!!!! With the 

implementation 
of this system, 
learning 
effectiveness will 
not be restricted 
to the level of 
experience, 
knowledge, and 
willingness of 
each of the role-
play participants 
involved. 
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Over the course of the last eight years, I have 
worked on many Curriculum Architecture  
DesignSM (CAD) and Modular Curriculum  
DevelopmentSM (MCD) projects as an analyst, 
designer, developer, and project manager. Every 
role in these projects is critical, but the project 
manager is the thread that stitches together the 
roles, phases, tasks, and deliverables of the  
project. I have learned a number of techniques for 
managing large-scale MCD projects along the way, 
many of them during my most recently completed 
project. I believe that most lessons learned will 
benefit ISD project managers whether or not they 
are using CADDI’s PACT Process for MCD. 
 
The project we completed this past June was an 
MCD for a high-energy marketing organization in 
a very large manufacturing corporation. I played 
three roles on the project—designer, developer, 
and project manager. Those of you who have 
managed ISD projects no doubt have your own 
tips and tricks for keeping the project running 
smoothly, but the following are some techniques 
that have worked for me. 

Involve the Right People with the 
Right Stuff 
Although the project manager has limited input to 
the composition of the Project Steering Team 
(PST), if the members of this team are not  
significantly influential, politically savvy, strongly 
committed, and up-to-date on the project, the 
project will likely be a struggle from start to finish.  
 
Generally, the customer/project sponsor selects 
the PST, and the T&D project manager plans the 
gate review meetings, invites the PST members, 
and develops the meeting presentations. In  
addition, it is the project manager’s responsibility 
to keep the PST informed of issues not only via 
the gate review process, but also on an ongoing 
basis. 
 

One of the responsibilities of the PST is to  
identify individuals to work on the project as  
subject matter experts (SMEs) and master  
performers (MPs)—more of the “right people 
with the right stuff.” Throughout the project,  
garnering time with SMEs/MPs for all phases of 
the project is usually pretty difficult, and this is 
where the strength of the PST members is critical. 
They must be able not only to sanction SME/MP 
involvement in general, but also, approve and  
direct their time and attention away from the day 
job to work on the project. 
 
To illustrate the kinds of machinations we often 
go through when attempting to communicate with 
SMEs and MPs, I’ve included an actual E-mail I 
received from one of the developers who worked 
on my last project. (The names have been 
changed to protect the guilty.) In his “quest” for 
SME contact, the developer said, 

(Continued on page 43) 

PACTSM PRACTITIONER TIPS AND TRICKS 

Project Planning and Managing 
Large-scale MCD Projects 
by Dottie A. Soelke 

Tips and Tricks 
!Dates of all the PST gate review  

meetings should be agreed upon  
during the first project meeting in Phase 1:  
Project Planning & Kick-off. But at least three 
weeks before a gate review is to be held (you 
may need more lead time in your situation/
organization), you should send the PST  
members a formal written invitation to the gate 
review meeting. Disseminate the invitation via 
E-mail or “snail mail,” and voicemail.  
Participants need to have a document they 
can refer to for information about the meeting 
time, place, purpose, attendees, etc. Ask each 
PST member for commitment to attend. The 
goal is to have all members of the PST in  
attendance at every gate review meeting. If 
one or more members cannot attend, consider 
changing the date of the gate review,  
depending on their role on the team. 
 

!At least one week before a gate review is to be 
held, confirm the PST members’ attendance at 
the gate review meeting. Send this  
confirmation via E-mail or voicemail and  
include the meeting agenda. The objective of 
the confirmation is to remind the PST members 
of the date, time, place, and goals of the gate 
review meeting. Follow up with each until you 
know their intent. 

It is the project 
manager’s 

responsibility to 
keep the Project 
Steering Team   

(PST) informed 
of issues not only 

via the gate 
review process, 
but also on an 
ongoing basis. 
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(Continued from page 42) 
 
First of all, I E-mailed quite a few SMEs for interviews 
concerning all the XYZ content-related modules. Most of 
them never responded, so my next quest was to attempt the 
acquisition of existing materials. This was my adventure: 
 
!I contacted Fred Schmidt who referred me to Tim  

Gallay. 
!I contacted Tim Gallay who referred me to Michelle 

Larson. 
!I contacted Michelle Larson who referred me to Dave 

Schimp. 
!I contacted Dave Schimp who E-mailed me the wrong 

information, and then referred me to Fred Schmidt. 
 
(I believe we call this a circular reference.) 

Membership occasionally changes in the various 
PACT Process project teams (PST, Analysis,  
Design, Development, ISD) before the conduct of 
the project is complete. In fact, before we finished 
our work for my last project, the project  

sponsor—our primary client—took another  
position in the company. He remained engaged in 
the project for as long as he could, but eventually 
he left us to our own devices. We literally had no 
one to whom we could hand off the project and 
when the time came, we simply sent the  
deliverables to a person playing a support role. 
 
It’s not usually the project sponsor or primary  
client who leaves the project, but organizations 
change so often these days that it is not entirely 
out of the realm of possibility for the PST roster 
to change or for SMEs/MPs to be unable to stay 
on the project for its duration. 

Keep SMEs/MPs Engaged 
If the MCD project is large and its conduct covers 
a good deal of calendar time, you may find that 
your SMEs/MPs seem to lose interest. On  
occasion, you may lose confidence in the accuracy, 
currency, and/or completeness of the content 
they’re providing, especially during the develop-
ment phase. Additionally, you may have difficulty 
getting the SMEs/MPs to complete reviews of 
draft materials in a timely fashion. 

(Continued on page 44) 

Tips and Tricks 
!Before contacting SMEs/MPs to ask for 

their time, develop an E-mail message 
to be sent by the PST members to the SMEs’/
MPs’ managers. Be sure to include the 
- Nature of the project and its importance to 

business goals 
- Reasons for requesting SMEs’ and MPs’ time 

away from their jobs 
- Roles they’ll be playing as members of Analysis 

Teams, Design Teams, Development Teams, 
and possibly Pilot Teams 

- Approximate time frames 
!Ask for the managers’ approval. 
!Also develop an E-mail message the managers 

can send to the SMEs/MPs and their alternates 
that directs their involvement in the project and 
sanctions time away from the job to  
participate. 

!Work with the project sponsor and PST member 
to develop an escalation process for instances 
where you need the project sponsor or a PST 
member to go to bat for you when it comes to 
acquiring SME/MP time. At the very least,  
develop a plan for escalation yourself and ask 
the project sponsor and PST to review and  
approve it. 

!If you follow the escalation process as planned 
and you are still having difficulty communicat-
ing with SMEs/MPs, raise the issue early and  
often. Don’t wait for gate review meetings; 
don’t even wait for the monthly status reports. 
Get in touch with the project sponsor, the lead 
consultant, and the PST members as soon as 
you realize you cannot solve the problem 
through other channels. 

Tips and Tricks 
!Have a contingency plan. When the 

PST identifies SMEs and MPs, have them 
identify a minimum of one alternate for each 
primary SME/MP. Be sure to keep these  
alternate SMEs/MPs up-to-date on the project. 
That way, they’ll be ready to dive right into the 
project if and when they’re needed. 

!If a PST member finds it necessary to leave the 
team, ask him/her to appoint an appropriate 
replacement and ask for his/her help in bringing 
the new team member up to speed. 

!Remember to report changes in team member-
ship in the status reports, and note any issues 
that may result from this team roster change. 

Tips and Tricks 
!Acknowledge the SMEs’/MPs’  

contributions of time and effort on the 
project right in the materials you develop. Make 
sure this acknowledgment is very visible during 
SME/MP review of draft materials. Include the 
SMEs’/MPs’ names and contact information in 
the Project Acknowledgments and References 
and Resources sections of the instructional  
materials. Let the SMEs/MPs know (in a 
nonthreatening way) that their names will be 
permanently attached to the content they  
provide. SMEs/MPs will more likely be engaged 
if they know their names will appear in the  
instructional materials. 

(continued on page 44) 

Throughout the 
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Maintain Project Momentum 
When a project—any project—lasts more than a 
few months, some of the initial enthusiasm may 
wear off. When this happens, people back out of 
meetings, milestones and deadlines become less 
important, project members lose sight of the 
benefits that will be realized by the business when 
the project is completed, and future funding may 
be negatively affected. The project manager can 
prevent or at least ameliorate this unfortunate  
circumstance by keeping the project visible,  
especially in the client organization, but also in the 
project manager’s own T&D organization. 

Track, Measure, and Report  
Progress—Often! 
Keeping track of design and development status 
on very large MCD projects is challenging, to say 
the least. Nevertheless, as the project manager, 
you must know where each lesson is at all times 
and be able to compare project progress to the 
Project Plan. It is imperative that you be able to 
identify and contact SMEs and MPs at the drop of 
a hat. 

Ensure Product Quality 
In the Design and Development Phases of a large-
scale MCD project with multiple designers and 
multiple developers, ensuring consistent product 
quality can be extremely challenging. You need to 
convince your teams that using “templated”  
lesson structures, standard phrases, graphics  
standards, etc., is not “cheating.” These are simply 
techniques that allow the designers, developers, 
and learners to focus on content instead of  
spending precious time and effort decoding  
formats and semantics. 

(Continued on page 45) 

Tips and Tricks, continued 
!When you send instructional materials 

out for SME/MP review, include the 
following items in the review packet: 
- A set of instructions that tells the SMEs/MPs how 

they should approach this review, what their 
tasks are, and how soon they need to get their 
feedback to you. 

- Let the reviewer know who has worked on the 
materials thus far, what their credentials are 
with regard to the content, and how they can 
be contacted. 

- Identify the developer(s) and their contact 
information. 

- Include a sign-off sheet that requires the SME/
MP to indicate whether the materials need to 
be revised as she/he indicates or are good to 
go as is. Be sure to get a signature if the  
materials are approved as is. 

Tips and Tricks 
!Post large, colorful PERT or Gantt charts 

to illustrate graphically the project  
progress. 

!Use posters, E-mails, and even Web sites as  
marketing tools to publicly communicate the 
project purpose and the links to business goals, 
upcoming pilot sessions, and project release. 

!Also, send E-mails to target audience groups 
and their management as well as SMEs/MPs 
and their managers to report project status at 
an overview level. 

Tips and Tricks 
!Use a relational database to house all 

the tracking and logistical data about 
the instructional materials being designed and 
developed. For each lesson, record and  
update the following information: 
- Lesson number and title 
- Event(s) in which the lesson appears 
- Deployment platform to be used (group-

paced; self-paced; structured, on-the-job 
training; etc.) 

- Deployment/delivery method to be used 
(classroom, lab, Web-deployed readings,  
multimedia, coached one-on-one sessions, 
etc.) 

- Estimated length of delivery 
- Names and contact information for SMEs/MPs, 

designers, developers, etc. 
- Development status/progress 

!Document project status, compare progress to 
plan, note issues, summarize budget actuals to 
plan, etc., and report to your client on a 
monthly basis—more often if necessary. 

Keeping track of 
design and 

development 
status on very 
large MCD 

projects is 
challenging, to 
say the least. 

Phase 1                                 Phase 2                                        Phase 3 
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There are several measures you can take to hedge 
your bets when it comes to product quality. 
 
At the end of the day, even if you use every one 
of the tips and tricks I have listed in this article, 
you cannot prevent all problems with your  
project. But, you can minimize their impact by 
taking a proactive and communicative approach 
to project management.!!!!! 

Tips and Tricks 
!Work with the client to build a set of 

standards and guidelines for physical 
formats, color schemes, animation, sound,  
lesson structures, etc., and communicate these 
standards and guidelines to all project team 
members as early as possible. 

!Mandate the use of functional templates for 
designing and developing instructional  
materials. 

!Use a single-point of quality control. The lead 
consultant, an editor, or the project manager 
could fulfill this role. 

!Establish and communicate the development 
process for your particular project. 

!Be prepared to dismiss developers who are 
regularly missing deadlines and not adhering to 
design specifications. 

MODULAR CURRICULUM DEVELOPMENT . . . QUICKLY 

Rapidly Meeting the Needs of the 
Organization 
by Jeff R. Carpenter 
I recently had the opportunity to speak to a  
company about their need to be able to react 
more quickly, efficiently, and effectively to the 
rapidly changing business needs of their  
organization. The current ISD model was hinder-
ing their ability to be seen as a business partner. 
Instead, the T&D group was seen as just an  
obstacle to jump over to get their products and 
processes deployed to the field. During our initial 
conversations prior to the meeting, it became  
apparent that they needed a way to make their 
processes more predictable and timely, while still 
allowing for the rigors of solid ISD. 
 
Many of you are probably not new to the idea of 
lean-ISDSM being viewed as a way to rapidly  
design and deploy training, but for others it is 
probably seen as a misnomer. How can ISD be 
rapid? Developers spend months gathering and 
analyzing the data. Then once you have all the 
data analyzed, you begin the long and seemingly 
endless process of design, pilot, revise, and repeat 
if necessary. That is the old model of ISD. lean-
ISD is different. 
 
Modular Curriculum DevelopmentSM (MCD), the 
midlevel analysis and design PACTSM Process, 

allows the training organization to rapidly meet 
the needs of the organization by creating/using a 
 
!Common process 
!Project Steering Team 
!Gated process 
!Master performers 
!Group analysis and design methods 
!Templates 

How a Common Process Reduces 
Cycle Time 
A common ISD process allows the training  
organization to have a set of common outputs, 
approval steps, tools, and templates. Having these 
predictable steps removes the mystery of the  
development process. It takes the process out of 
the hands of the developer and puts it back into 
the hands of the customer in a language that they 
can easily understand—business. This common 
process allows you to determine how to connect 
to and communicate with work processes and  
organizations within and outside of the training & 
development (T&D) organization. By doing this, 
you will be able to create and share a common set 
of tools and techniques across all projects. 

(Continued on page 46) 

You cannot 
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development 
process. 
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(Continued from page 45) 
How a Project Steering Team and a 
Gated Process Reduce Cycle Time 
The role of the Project Steering Team (PST) is to 
own the project and make key decisions at various 
project gates. Utilizing these gates allows the PST 
to assess progress and approve key outputs before 
proceeding to the next step. At each gate, the PST 
members have the ability to make any changes to 
the data or design of the project. This review 
serves as a way to ensure that the process stays on 
track with the overall goals of the organization, 
thus reducing any rework. Also, at these mile-
stones, the PST is responsible for resolving any 
escalated decisions or issues and allocating  
resources needed for the next phase of the proc-
ess. The PST provides the political cover needed 
to allow the developers to do what they do best: 
develop training without getting bogged down in 
the quagmire of heated political battles that can 
cause unnecessary delays. 

How Master Performers Reduce  
Cycle Time 
What is a master performer? It’s someone who 
does the job day in and day out and does it better 
than anyone else within the entire organization. If 
you had a hundred of them, you would never need 
training or worry about the bottom line. The role 
of a master performer in a lean-ISD project is  
simple: explain how they do their job better than 
anyone else does. Can an analysis session become 
a brag session of one-upmanship? Hope that it 
does. That is when the real master performer  
secrets come out; the stuff that can only be 
learned by doing the job within the real  
constraints they face day in and day out and find-
ing ways around those constraints. There’s no 
fluffy corporate stuff or “nice to haves,” just the 
bottom line of what someone needs to know and 
do to be successful at the job. During these ses-
sions, the master performers will react to and  
influence the design of the training, letting you 
know what will work and what won’t when target 
audiences are learning how to do the job. 

How Using Group Analysis and  
Design Methods Reduces Cycle 
Time 
Ever try to herd kittens? You may laugh, but if 
you have ever tried to get the same answer from 
subject matter experts (SMEs) it can be a lot like 
herding kittens. First you get the information from 
one of them, and then set an appointment to see 
another. Once you see the second one, you are 

told the first SME was wrong and the correct way 
is different. You then make an appointment to see 
the first SME, and he tells you the second person 
never read the memo that went out explaining the 
new procedure from last month. The process  
continues until you don’t have any more time and 
have to go with one of them and pray you choose 
correctly. 
 
The group meetings strive for consensus in face-
to-face situations and achieve it in a much reduced 
time frame. 

How Using Templates Reduces  
Cycle Time 
Standard formats/templates for key deliverables 
(project outputs as well as final materials) reduces 
time spent by designers on low value-added  
activities. This allows the developer to focus on 
what is really important to the end user: the  
content. The templates also create a level of  
familiarity for the participants; they will no longer 
be distracted or frustrated by trying to figure out 
where the information is creatively placed within 
the lesson. Instead, the templates allow them to 
always know where to scan and where to focus to 
get the information they need, when they need it. 

Conclusion 
After the presentation was over, we further  
discussed the issues they were facing as an  
organization. Will implementing the PACT  
Processes be able to help them solve all of their 
T&D problems? At this point, I would say that it 
would solve most of them. The rest of what needs 
to be addressed is more of a culture shift from the 
old way of doing business to the new. Culture 
shifts and changes to things that are familiar are 
never easy, and not everyone will make or want to 
make the transition. But those that do will reap 
the benefits.!!!!! 

What is a master 
performer? It’s 

someone who does 
the job day in 

and day out and 
does it better 

than anyone else 
within the entire 

organization. 

Mark Your Calendars . . . 

2001 ISPI 
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for more 
information, 
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www.ISPI.org 
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Guy W. Wallace presented “Curriculum  
Architecture DesignSM (CAD)” at ISPI’s Heart-
land Chapter in Columbus, Ohio on November 
16, 1999. Quite a few members and nonmembers 
attended the event, and Guy recently received 
comprehensive feedback on the session. We 
wanted to share some of the feedback with our 
readers. Some attendees shared some good news 
about the presentation. 
 
!“The presentation materials were excellent.” 
!“High-level and quality of presenter! HO  

excellent!! OH’s distraction with blurring!  
Resource-rich meeting.” 

!“Guy made an excellent presentation. Good 
speaker.” 

!“Great presentation and handouts.” 
!“Great booklet, examples. Your expertise was 

very evident. Nice job!” 
!“A lot of content and at a fairly advanced level 

moving at a fast pace. That was great; however, 
it may have been a half-day program.” 

!“Too much content in a short time, but I  
understand why.” 

!“More instructional design material like Guy’s, 
please!” 
 

However, one size does not fit all. 
 
!“Much of the material I had a hard time under-

standing since I am relatively new in the field.” 
!“Pretty high level—not readily applicable for 

the uninitiated.” 
 

Yes, CAD is a more sophisticated ISD  
methodology. It is not intended for ISD-newbies, 
but it is intended for the experienced ISDer. 
 
Earlier this year, CADDI sent an offer to the  
leadership of each of ISPI’s local U.S. chapters 
and selected international chapters. This offer  
included CADDI articles to publish in their local 
chapter’s newsletter publication as well as  
potential topics for CADDI to present at their 
local chapter meetings. The chapters had three 
articles to choose from. 
 
!“Performance Modeling for lean-

ISD” (previously published in the Michigan 
chapter’s newsletter in January 1998) 

!“Cost of Nonconformance and ROI  
Calculations for Training Projects” (previously 
published in ASTD Technical & Skills Journal) 

!“It Only Counts if You Can Do the 
Job” (previously published in our quarterly 
newsletter, lean-ISD, spring 1999) 

 
The presentation topics we offered were 
 
!Performance Modeling – which can be delivered 

in a 90-minute session or up to a full day 
!T&D Systems View – a 90+-minute  

presentation 
!Curriculum Architecture Design – can be deliv-

ered in a 90-minute session or up to a full day  
!Just Do It—Performance-based Certification – 

a 90+-minute presentation 
 
We heard from a few of the chapters, and they 
took us up on this offer. 
 
Guy presented “Curriculum Architecture Design” 
to the ISPI Carolinas chapter in Durham, North 
Carolina on August 16, 2000. Approximately 20 
chapter members and a couple of guests attended 
the meeting held at the TBM Consulting Group’s  
offices in Durham. The Carolinas chapter covers 
both of the Carolinas and holds their meetings in 
various cities closer to where the members live and 
work. One participant wrote Guy after the session 
to thank him and exclaim that it “was the most 
interesting and valuable meeting this year.” Of 
course, that makes us happy, too. 

ISPI Board of Directors 
The July ISPI Board of Directors meeting was held 
in Kansas City, Missouri. The board was able to 
present to the local KC chapter in a “cracker-
barrel” style at a lunch meeting. After the typical 
deliberations, the board members and some family 
took a break and visited the local Steamboat  
Arabia exhibit and learned about the salvage  
operations that brought a sunken steamboat and 
all of its treasures up from the mud flats, now off 
the river, after 100 years. The exhibit hall is in the 
KC downtown area.!!!!! 

CADDI and ISPI 
by Deb Smits 

Pictured below: The ISPI Board of Directors and some family members pose in front of a stretch-Hummer. Pictured 
(left-right): Margaret Wallace, Danny Armitage, Guy Wallace, Tom Omri, Rick Battaglia, Lynn Kearny, John 
Swinney, Ginny Swinney, Brenda Sugrue, Jim Hill, and Miki Lane. 

The Steamboat Arabia exhibit 
in downtown Kansas City, MO. 

CADDI 
is proud to 

be a 
patron 

member of 
ISPI. 
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lean-ISD 
via the PACT Processes for T&D 

lean-ISD 

 
 
“This book is not an easy read, it is something 
much better. It is a book written for people 
who share Guy Wallace’s passion for  
developing training that adds value, for people 
who are so committed to competence for 
themselves and for the people they serve that 
they are willing to do what it takes to  
develop training that adds value. The best way 
to use the book is as a guide in doing  
projects . . . It describes the why and the what 
and offers many wise and useful suggestions 
about how.” 
 

Dale M. Brethower, Ph.D. 
Professor of Psychology, Western Michigan 

University and former president of ISPI 

Call (630) 355-9800 or visit our Web site at CADDI.com  
to order your copy of lean-ISD—the book, priced at $125.00,  

plus shipping and handling. 

“Gopher” more 
at CADDI.com 

...for more information on  
lean-ISD projects, PACT Processes,  
Technology Transfer, and PACT Workshops 

Curriculum Architecture
Design & Development Institute, Inc.

CADDI

Curriculum Architecture
Design & Development Institute, Inc.

CADDI


