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QUICK UPDATES 

CADDI Happenings 
by Deb Smits 

! Happy Holidays to all of our lean-ISD readers! ! 

We’ve enclosed a few “goodies” for you to enjoy not only this holiday season, but the whole year through. 
Our 2001 calendar lays out the new year in a monthly view and describes CADDI’s Enterprise Process 
Performance ImprovementSM methodology—one step each month! Our 2001 calendar showing the year 
view (inside the enclosed tube) reviews our T&D Systems ViewSM methodology as described in our 2000 
calendar. 
 
Also included in this mailing is a conference registration booklet for the 36th Annual International  
Performance Improvement Conference & Expo sponsored by the International Society for Performance 
Improvement (ISPI). Consider attending what we believe to be the premier performance  
improvement event of each year. You can also see page 8 for CADDI’s list of presentations at the 2001 
conference. 
 
This past quarter has kept our crew very busy with some exciting client work and preparing for upcoming 
activities. 
!Last year, Lexpert, Ltd. from Helsinki, Finland requested the use of Pete Hybert’s article “Using Quality 

Principles to Improve the Contracting Process” as part of their ASQ course materials. They requested 
use for it again for a pilot held December 11–12 for their Safe Sales course for the Association of  
Finnish Lawyers. 

!In the summer, Guy Wallace offered to all the local ISPI chapters an opportunity to use some of 
CADDI’s articles in their chapter newsletter or equivalent publication. We are happy to announce that 
two articles were used by the ISPI Montreal chapter for their eBulletin—“Performance Modeling for 
lean-ISD” by Guy, Pete, and Kelly Smith and “It Only Counts if You Can Do the Job” by Pete and 
Kelly. 

!In February 2001, Guy and Brian Blecke will present at the Golden Circle chapter of ISPI in  
Des Moines, IA They will conduct a 90-minute presentation and a one-day workshop (see below for 
more information). 

We hope everyone has a safe and relaxing holiday season! See you in 2001!!!!!! 

The ISPI Golden Circle Chapter 
Presents 

A One-Day Workshop – February 16, 2001 
8:30 a.m. to 5:00 p.m. in Des Moines, Iowa 

 
“Performance Modeling – lean-ISD” 

 
Costs 

$160 per person—ISPI members 
$180 per person—non-ISPI members 

$200 per person—registration + membership 
 

Seating is limited, so register early! 
Enroll by February 2, 2001 

 
For more information, contact 
Dan Topf at (515) 233-4052 

dantopf@aol.com, or 
Penny Thompson at (515) 221-5293 

penny.thompson@mortgage.wellsfargo.com. 

CADDI Office Shut Down 
 
CADDI’s offices will be closed for the holidays 
beginning Wednesday, December 20, 2000 and 
reopening them on Wednesday, January 3, 2001 at 
8:00 a.m. CST. We close our offices during this time 
to better coordinate the vacation schedules of our 
small staff and to minimize disruptions to our project 
work. Voice mail messages left on our general voice 
mail will be returned as soon as possible. 
 
Calls regarding project work should be directed to the 
appropriate consultant by cellular phone. 
            Guy Wallace                (630) 240-6055 
            Pete Hybert                 (630) 240-6051 
            Kelly Smith                 (630) 240-6053 
            Brian Blecke                (630) 650-3972 
            Dottie Soelke               (630) 240-6054 
            Alaina Dyer                 (630) 640-8004 
 
Administrative concerns should be directed to our 
business manager by cellular phone. 
            Deb Smits                   (630) 240-6052 
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The KMS 
question is how 

to protect and  
improve the  
business by  
storing the  

appropriate 
knowledge, on the 

most important 
topics, in the 

most accessible 
manner. 

For the last several months, I have been reviewing 
literature describing the avalanche of learning 
management systems (LMS) and knowledge  
management systems (KMS) arriving in the  
market. It was not hard to find the articles. Every  
publication I regularly read, including Fortune,  
FastCompany, and Newsweek, has given significant 
space to the issues. So I’m left with one  
question . . . and I don’t mean to be flippant here. 
 

Who’s manning the e-thing rudder? 
 
The answer in most cases is IT people. They, like 
Kevin Costner in Field of Dreams, appear to  
subscribe to the “build it and they will come”  
approach to learning management and knowledge 
management. 
 
The answer is a little unsettling. In my completely 
biased opinion, this isn’t the right way to go. The 
promise from the IT perspective is structural in 
nature. Build the right infrastructure, with the 
right access points or vehicles, and the content 
will take care of itself. People will begin putting 
good information onto the knowledge manage-
ment system, and training developers will load 
good training content into the LMS. Hogwash. I 
still don’t understand the business model leaders 
are buying into. 
 
In response to a glowing article regarding a  
prominent e-company’s e-learning, I engaged in a 
brief correspondence with a member of the  
magazine’s editorial staff. In summary, I  
commented that focusing on the e-infrastructure 
first is a little like deciding the type, size, color, 
and location of shelving units for a plain old paper 
library—before understanding the size, shape, 
amount, and organization of the materials to be 
placed there. The response was polite but  
dismissive. I said the correspondence was brief. 
Despite the dismissal, my position is unchanged. 
 
Kevin Costner may have built it, but the rules and 
structure of the game were decided long before. 
 
Consider the knowledge management sector. 
Does the prospect of every employee putting his 
or her paper files into a central filing system—
each coming from different filing  
methodologies—seem like a good idea?  

Think of it for just a moment and the pain  
becomes immediate and intense. Apply the same 
logic to the electronic infrastructure of KMS and, 
well, I get a headache when I think of the  
repercussions.  
 
The question at hand isn’t how to store every 
piece of knowledge. The question isn’t how to 
make the knowledge available to everyone. The 
question is instead how to protect and improve 
the business by storing the appropriate knowl-
edge, on the most important topics, in the most 
accessible manner. If a company’s leadership 
wants to improve its project management by  
sharing project best practices, every shred of  
information doesn’t belong in the knowledge 
management system. Choices must be made, the 
decisions executed, and the business protected.  
 
For the much vaunted and big-money e-learning/
learning management systems sector, the IT  
approach is similar. Guy Wallace, Kelly Smith, and 
I attended a half-day workshop presented by a 
leading learning management system provider. 
They can turn around a system in as little as one 
week. However, the content covers generic,  
enabling knowledge and skills. They can provide a 
beginning Microsoft® Excel course—many of 
them—by turning a metaphorical switch. The 
problem is that the Excel content is generic and 
perhaps does not apply to the performers’ require-
ments to do something specific with Excel, not 
something generic. 
 
As an LMS provider, they can rent infrastructure 
and source generic content—up to 1,500  
individual off-the-shelf courses. In their current 
business model, they will be able to tap only 25 
percent of the market. They claim that the  
remaining 75 percent of the market is about  
company-specific, performance-improving  
training content—which that e-learning provider 
doesn’t do. 
 
How mundane the content populating the KMS 
or LMS system must appear to the IT professional 
focusing on the “gee-whiz, that’s a wicked-cool  
feature.” They shouldn’t be expected to think  
otherwise.  

(Continued on page 5) 

A CADDI CREWMATE’S PERSPECTIVE 

On Watch from the Bridge 
by Brian D. Blecke 
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The outputs of a 
CAD or an 
MCD project, 
which are  
performance 
based and  
performance  
improving by  
design, fit neatly 
into the design 
requirements of 
an e-learning  
system. 

(Continued from page 4) 
CADDI, however, does think otherwise. The  
content matters. In fact, it is the driver. Properly 
collected, defined, and designed performance-
based content will improve company performance 
and protect its future. The outputs of a CAD or 
an MCD project, which are performance based 
and performance improving by design, fit neatly 
into the design requirements of an e-learning  
system. The PACT rules of modularity make sure 
the packages of content are the right size and 
shape—perfect for an “e” environment depending 
on good product engineering.  
 
Guy did the first CAD almost 20 years ago. The 
result was a sequence of self-paced training  
modules for oil exploration geologists and  
geophysicists and was delivered on paper. How 
archaic the technology, but how the method still 
applies. Had the technology existed, the design of 
the products in that CAD could have been easily 
deployed over an e-learning or a knowledge  
management system. Today, the content would be 
deployed electronically, through whatever  
e-learning or knowledge management architecture 
the IT people designed. Instead, the company  
employing Guy’s service paid for binders, paper, 
updates, shipping, and storage of materials. The 
deployment was slower and not as glamorous by 
today’s standard, but no less effective.  
 
CAD and MCD outputs are inputs to the  
e-learning and knowledge management system  
precisely because the PACT methods “systems 
engineer” the product line, enabling database  
storage that is the back office of the e-learning 

and knowledge management systems. In fact, 
CADDI currently uses database technology to 
store  
Performance Models, Knowledge/Skill Matrices, 
T&D Event Specifications, T&D Module  
Specifications, T&D Paths, and Individual T&D 
Planning Guides. Bolting a Web-enabled front-
end to the database is not difficult. 
 
While vice president at Old Kent Bank, and after 
completing my first CAD there, I approached a 
firm to put a Web-enabled front-end on all the 
data. After running through the design that I 
based on the types and utility of the different 
kinds of data, the CEO of the Web company was 
impressed. He told me, and I am paraphrasing, 
that this is the most complete e-learning design he 
had received from a client. He said that the  
infrastructure would be simple with the data  
organized in the manner it was (mind you, he was 
seeing typical CAD outputs). Unfortunately, we 
never went any further. Old Kent needed to  
employ their money elsewhere and stopped the 
project. Even in the e-learning knowledge  
management space, business people make  
business decisions. 
 
CADDI has had a methodology (in practice since 
1982)—and outputs—impatiently awaiting the 
arrival of the technology train. The train has  
arrived. CAD and MCD practitioners must get on 
the train, engage the IT professionals, and show 
them a better way exists.!!!!! 
 
Microsoft is a registered trademark of Microsoft  
Corporation. 

Curriculum Architecture Design 
 
 
 

One CAD project 
leads to many 

MCD/IAD 
projects 

 
 
 
 
 
 

Modular Curriculum Development 
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I will tell you 
that ISPI is the 
organization that 
has influenced my 
career and shaped 

my performance 
during the past 

three decades. 

Readers: 
I am a “soon-to-be-outgoing” member of ISPI’s Board of 
Directors, drawing closer to the end of my two-year stint. 
I’ve asked the current ISPI president for an article that 
might answer for you, “Why ISPI?” I’ve found that John 
Swinney has a love for the professional organization that 
has helped me in too many ways to count. Here is what 
John has to say about ISPI.  

– Guy W. Wallace 
 
I started out in this field (training and human  
performance technology) by accident. Over the 
years, I’ve encountered many colleagues who have 
had similar experiences. In fact, I would have to 
say that, of all the people I’ve met who are doing 
similar work, those who intentionally chose this 
career are a definite minority. 
 
Part of it is timing. When I was in college, there 
was no program or curriculum built around  
instructional systems design, much less human 
performance technology. My plan in those days 
was to evaluate those courses in which I was  
doing the best work and declare a major just  
before the deadline—sometime around the begin-
ning of my junior year. As it happened, English 
education seemed to be the ticket. 
 
I won’t retrace the long, and probably boring, 
journey from a major in English education to a 
corporate trainer. The short version is that the 
military thought someone with an education  
degree would probably make a good trainer. They 
may have been partially correct . . . .  
 
This is supposed to be an article about ISPI, the 
International Society for Performance  
Improvement. I believe the above preamble is 
appropriate for setting the stage. 
 
When I first joined the Society at my boss’s  
suggestion way back in 1972, I had this vision of a 
bunch of serious, starry-eyed professors and  
researchers, Skinner boxes, teaching machines, 
rats in a maze, and so forth. Well, that picture is 
part of our history—but I would suggest that 
there are more folks within the ranks of ISPI with 
backgrounds not too different from mine. To be 
sure, we are research grounded, and we do have 
our serious students of the field. But the  
difference is that they can all relate to people like 

me—and possibly you—who are in this field to 
help change human and organizational  
performance. 
 
I will tell you that ISPI is the organization that has 
influenced my career and shaped my performance 
during the past three decades. 
 
Let me share a few examples. 
 
During that first conference in 1972, I attended 
the annual cracker-barrel event (worth the price of 
admission all by itself!). I found myself somewhat 
in awe of the incredible work some of these folks 
were discussing. I spent a few minutes off-line in a 
conversation with a gentleman talking about the 
event and the work we were doing. In response to 
his question asking me about my job, I replied 
that I was just a novice. His comment back to me 
was, “We all are.” 
 
It was only later that I found out I had been talk-
ing with Joe Harless, one of the Society’s (and the 
field’s) premier thinkers! If you don’t know Joe, 
you should. He is a past president and has been 
awarded Honorary Member for Life in ISPI, the 
Society’s highest honor. He has influenced count-
less practitioners in this field with his work and 
consulting. If you’ve heard of the phrase “front-
end analysis,” you now know from whom it  
originated. I still have my well-worn copy of his 
very readable publication from the seventies 
where he introduced this concept to the rest of us. 
(I believe it’s one of the last copies in  
captivity . . . . ) 
 
Joe is semiretired now, but he has consented to 
come back to the 2001 ISPI Conference in San 
Francisco and speak at the Master’s Series. He will 
both entertain and teach. 
 
Then there was another conference event a few 
years later. I had convinced my boss to attend—
primarily because the event was in San Francisco 
that year. We happened into a presentation by two 
gentlemen titled something like “How to Turn 
Your Training Factory into a Performance  
Improvement Organization.” I was somewhat 
familiar with the work of one of the presenters, 
Geary Rummler. He had already been challenging 

(Continued on page 7) 

WHY ISPI? 

A Professional Home 
by John M. Swinney, ISPI President 2000–2001 
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I am a member 
of several  
organizations, 
but my  
professional home 
is, and most 
likely will  
continue to be, 
with the  
International  
Society for  
Performance  
Improvement. 

(Continued from page 6) 
those of us who were developing good training, 
which didn’t change much performance in the real 
world. Perhaps, I thought, this session would give 
us some of his secrets. 
 
I became a bit nervous as my boss became very 
quiet during the first part of the presentation as 
Geary presented his model of a performance  
improvement organization. He became even  
quieter when the second presenter, Bob Powers, 
presented a case study showing how this model 
had been applied to his large national  
organization—and the results it had produced. 
 
I wasn’t quite sure what his reaction to this event 
was until later in the day when we deluged 
Rummler with questions as he was attempting to 
conduct a cracker-barrel session on the same 
topic. That conversation resulted in our skipping 
the last afternoon of the conference, locking  
ourselves in our hotel room, and completely  
redesigning the mission and function of what was 
then a three-person training department. 
 
A career-changing event? You bet. That marked 
the first time in my career where I actually had a 
mandate to look at improved performance as the result 
of our efforts, rather than just “bodies trained.” 
 
I could go on and on citing examples of how ISPI 
has contributed to my personal career  
development. 
 
Today, we have many avenues and opportunities 
for continued learning and development. Many 
universities offer curricula in instructional  
systems design and human performance  
technology. In addition to ISPI, there are many 
fine professional organizations. American Society 
for Training & Development (ASTD), Society for 
Human Resource Management (SHRM),  
Association for Quality and Participation (AQP), 
the OD Network, and others all can have signifi-
cant value for their members. I am a member of 
several of these organizations, but my profes-
sional home is, and most likely will continue to be, 
with the International Society for Performance  
Improvement. 
 
ISPI is not a large organization like some of those 
I’ve mentioned. In fact, our operating budget is 
less than some of them are able to spend on their 
Web sites. However, from my perspective, that’s 
one of our advantages. ISPI is a very “personal” 
experience. You’ll find a lot of networking, but 
not a lot of selling. You can meet and link up with 

some very dedicated, down-to-earth professionals 
who are as eager to share their learning experiences 
with you as you are with them. You can talk to a 
“guru” or two who can take you back to some of 
the seminal research in this field that has helped 
training and performance improvement move out 
of the show-and-tell, dog-and-pony show venue 
into a true performance improvement process. 
And you can share a dialogue about the continuing 
work that’s happening in our field. You can  
continue to learn. 
 
I can honestly tell you that there is not one major 
career-related learning event that has taken place in 
my life in the past 28 years that has not had some 
connection to this organization. I look back with 
admiration and respect for the people who have 
taught me the most and have influenced my 
thinking. I look forward to the next event where I 
can again meet them, share war stories, and  
continue to learn. Or, if I can’t wait that long, I’ll 
delve into the latest publication list or call a few 
colleagues listed in the ISPI directory—anything to 
continue the dialogue. 
 
No withdrawal for me. 
 
John Swinney 
2000–2001 President 
The International Society for Performance  
Improvement 
 
John may be reached at Bandag, Inc. where he is employed 
as a performance consultant, walking the talk. Reach him 
via E-mail at Jswinney@bandag.com 
 
And please check out what’s happening at ISPI at 
www.ISPI.org.!!!!! 
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ISPI moved this 
past fall! Their 
new address is 
 

ISPI 
1400 Spring Street, 

Suite 260 
Silver Spring, MD  

20910 
Phone: 

(301) 587-8570 
Fax: 

(301) 587-8573 
E-mail: 

info@ispi.org 

As of January 1, 2001, CADDI has “upped” our affiliation with ISPI from a Patron member to an  
Advocate. Senior consultant Brian D. Blecke will act as CADDI’s representative and will join 
representatives from ISPI Advocates at Arthur Andersen Performance and Learning, AT&T Education 
and Training, Georgia-Pacific Corp. Corporate Human Resources, Hewlett-Packard Company, IBM 
Learning Services, Maritz, Microsoft Corporation, Sun Microsystems, Inc., and Wells Fargo Bank. 

CADDI will be in strong attendance at ISPI’s 39th Annual International Conference & Exposition  
April 8–12, 2000 in San Francisco, CA. Our presence at the conference includes the following  
presentations—stop by and see us! 
 

Monday, April 9, 2001                                                                      5:30 – 6:30 p.m. 
Opening Session: 99 Seconds Presentations 
“Performance Modeling” 
Presented by Guy W. Wallace 

“Performance-based Qualification—It Only Counts if You Can Do the Job!” 
Presented by Peter R. Hybert 
 
Tuesday, April 10, 2001                                                         11:00 a.m. – 12:30 p.m. 
“Push-Pull Knowledge Management Systems” 
Presented by Guy W. Wallace 
 
Tuesday, April 10, 2001                                                                    6:00 – 7:30 p.m. 
Cracker-barrel — “Performance Modeling” 
Presented by Guy W. Wallace 
 
Wednesday, April 11, 2001                                                               8:30 – 9:30 a.m. 
The Masters Series — “lean-ISD” 
Presented by Guy W. Wallace 
 
Wednesday, April 11, 2001                                                            10:00 – 11:30 a.m. 
“Build the Business Case Before Building the Project” 
Presented by Peter R. Hybert 
 
Wednesday, April 11, 2001                                                               1:30 – 3:00 p.m. 
“Managing Your T&D Portfolio” 
Presented by Dottie A. Soelke 
 
Thursday, April 12, 2001                                                       11:00 a.m. – 12:30 p.m. 
“Web-based Call Center Simulation” 
Presented by Peter R. Hybert (lead presenter), Jeff Carpenter (InterKinetic), 
and Rob Koehler (Ameritech) 
 

We hope to see you at the conference! Stop by our Expo “table” – Table #A7 (no booths in 2001!) 
located in the Grand Assembly. 

The 2001 Conference: Raising the Bar 

April 8–12, 2001 
San Francisco, CA 

For more information, visit ISPI’s Web site 
www.ISPI.org 

SEE YOU IN SAN FRANCISCO! 

CADDI at ISPI 2001 

CADDICADDICADDICADDI    
is proud to be an 

ISPI 
Advocate 

ISPI 
 

International 
Society 

for 
Performance  
Improvement 

 
www.ISPI.org 
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In the CADDI 
model of T&D, 
there are three 
types or sets of 
both systems and 
processes.  
Systems, in our 
view, are merely 
collections of 
processes. These 
three types are: 
leadership, core, 
and support  
systems and  
processes. 

This article ends the series we started in the spring 
1999 issue of lean-ISD on CADDI’s model of 
T&D as a set of processes within a set of systems. 
 
The T&D systems’ processes of the Systems View 
model are always at work in any T&D operation, 
whether formally or informally operated, whether 
in control or not, and whether or not they need 
formality and control in the first place. 
 
As always, it depends. 
 
Our goal was to begin to share with you one of 
my books in progress as well as to force me to keep 
writing it. I hope you have found it useful. Please 
advise me at guy.wallace@caddi.com one way or 
the other. Thank you in advance. 

The T&D Systems View Model 
The Systems View uses a clock face image (from 
the analog era and not the digital era) to present 
T&D as a set of interrelated and, therefore, de-
pendent systems and processes. In its static view, 
it is presented as follows. 

In a more dynamic manner, it can portray the 
interfaces between distinct processes. Those  
interface points are defined by the handoff of the 
output as input as shown below. 

In the CADDI model of T&D, there are three 
types or sets of both systems and processes.  
Systems, in our view, are merely collections of 
processes. These three types are: leadership, core, 
and support systems and processes. 

Roots of CADDI’s T&D Systems View 
Model 
CADDI’s model has many roots. The first is  
Skinner’s Stimulus-Response model. It suggests 
that for every stimulus, there is a response.  
Psychology 101. 
 
 
 
Taking that further, there are complex chains of 
stimuli responses as one set of “dominoes of 
stimuli” creates a wave of responses in endless 
chain reactions. 
 
 
 
 
 
 

(Continued on page 10) 

NEXT COMES THE BOOK 

T&D Systems View Article Series 
Summary 
by Guy W. Wallace 

O/IO/IProcess XProcess X Process YProcess Y O/IO/IO/IO/IProcess YProcess Y Process XProcess X

Leadership 
Systems and 

Processes of T&D 

Core 
Systems and 

Processes of T&D 

Support 
Systems and 

Processes of T&D 

12  Governance 
and Advisory 

5   Product and 
Service Line 
Design 

8 Marketing and 
Communications 

1    Strategic 
Planning 

6   Product and 
Service Line 
Development 

9   Financial Asset 
Management 

2    Operations 
Planning and 
Management 

7 Product and 
Service Line 
Deployment 

10 Human and 
Environmental 
Asset  
Management 

3    Cost/Benefits 
Measurement 

 11 Research and 
Development 

4    Process 
Improvement 
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Most enterprise 
processes were not 

designed, they 
evolved. There 
was no clean 

sheet approach in 
deciding the best 

way to get this  
complicated work 
stuff done. It too 

often evolved as a 
series of rapid-fire 

responses to 
important 

stimuli. 

(Continued from page 9) 
Another key model is the process model, because 
after all, as the worldwide quality movement of 
the late ’80s and ’90s taught us, “Everything is a 
process.” 

But the process model and concepts have been 
around much longer than the more recent quality 
movement. Another model is the General System 
Model by Dale Brethower and Geary Rummler 
from the 1960s. This model extends the process 
model and adds a feedback loop and  
consequences (a special sort of feedback) loop. 

Now let’s look at one model for organizing  
processes. Geary Rummler and Alan Brache  
presented a model in their 1990 book Improving 
Performance. They classified processes into four 
categories. 
 
 1. Generic Primary Processes 
 2. Industry-specific Primary Processes 
 3. Generic Support Processes 
 4. Generic Management Processes 
 
Enterprise processes need this kind of  
organization and structure, especially if the  
enterprise is medium to large in size. Individual 
contributors and managers alike need to see how 
the processes they all work together in are  
working together or at cross purposes, to better 
operate and improve them in order to better align 
themselves and do their part in meeting the  
ultimate needs and goals of their enterprise.   
 
Otherwise, we often ask the impossible. We  
empower but underinform. We don’t provide the 
clarity of purpose and the clarity of process to 
achieve that purpose, at least not well enough 
most of the time. 
 
And without the insight of the nature of this 
beast—all things as processes, but not all as 
equals—no one can make decisions for  

optimization without understanding the  
consequences elsewhere in the systems to make 
the final decisions as to “who might have to take 
the hits” and operate at less than optimal for the 
benefits of some other organization/department, 
system, and process. 
 
These systems and processes sets exist within  
enterprise tiers that match the real hierarchy of the 
current state of the enterprise or the intended  
hierarchy of any future state envisioned as written 
by former colleagues at SWI (Svenson, Kennedy, 
and Wallace). The book we three wrote, The  
Quality Road Map, presents the following view of 
an enterprise. This book extends the Rummler-
Brache model by reducing the four sets of  
processes into three and then adding the  
hierarchical layers of the organization. 

That model organized processes into three sets to 
better identify, clarify, and differentiate them. 
With everything as a process, it can easily become 
a muddled, befuddling mess.   
 
That’s because most enterprise processes were not 
designed, they evolved. There was no clean sheet 
approach in deciding the best way to get this  
complicated work stuff done. It too often evolved 
as a series of rapid-fire responses to important 
stimuli. 
 
And, it was almost always a one-off response 
rather than an engineered and/or re-engineered 
response. This was not always optimal from the 
process perspective, although sometimes it is 
optimal. And it was not always optimal from the 
overall enterprise perspective, just sometimes. It 
was more often by chance than by design. 
 
The diagram below presents CADDI’s view of 
processes as a part of larger systems and part of 
the hierarchy of the enterprise. 

(Continued on page 11) 
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The CADDI 
view is intended 
to “commonize” 
the leadership 
and support  
systems and  
processes of an 
enterprise to  
ensure a clearer 
“wiring  
diagram” of the 
enterprise. 

(Continued from page 10) 
Some processes are dogs that wag tails, and some 
are tails to be wagged by the dogs. When push 
comes to shove, it needs to be clear as to whose 
needs win out at the expense of others’ needs in 
the inevitable competition for constrained  
resources to get pieces of the Rube Goldberg-type 
system working in sync and in alignment. It’s a 
tough job, especially without a map. The clock 
face of the T&D Systems View is intended to  
provide that map. 
 
The CADDI view is intended to “commonize” 
the leadership and support systems and processes 
of an enterprise to ensure a clearer “wiring  
diagram” of the enterprise (wires being the  
representation of the interconnections between 
discrete processes . . . showing a chain of  
processes or an interconnected series of wires). 
 
CADDI’s model leaves the “core” processes  
unnamed for the unique business of the systems’ 
processes. All systems and processes are  
composed of organizations of humans and non-
human environmental stuff (e.g., capital,  
information, consequences, etc.) that work  
together to produce “worthy outputs” that are 
judged as to their worthiness as they meet the 
needs of processes as an input elsewhere. 
 
The flat model becomes a circular clock face to 
better show interplay between the various  
processes. Here is the T&D view. 

The clock face model can also be stacked in a 
number appropriate to the enterprise. CADDI 
would have one level only. Giant corporations 

would have as 
many as needed 
to describe and 
link all of their 
business units 
and the hierarchy 
inherent in their 
organizational 
structures. 

The Utilities of the T&D Systems View 
The intended utilities of our model include the 
following: 
!Mapping both the “as is” and “could be” T&D 

system’s processes (what is the current state and 
what should the future state be?) 

!Linking the processes to process owners and 
process participants for the purposes of role 
and responsibility clarity (who owns this and 
who is responsible for doing what?) 

!Assessing the T&D system for improvement 
and/or control status and requirements (where 
are our problems/opportunities and where do 
we require better process control?) 

 
We hope you get as much as you can from  
applying our model to your situational realities. 

The T&D Systems View's 45 Processes 
The following 45 processes are always operating 
somewhere, somehow within the T&D world, 
whether or not you see them overtly. 
 
They are formal or they are not. They are strategic 
or operationally critical or they are not. They are 
in control or they are not. They need tight process 
control or they do not.   
 
As always, it depends. It depends on your situation. 
You need to decide. You need to gather the data, 
do the math, decide what’s broken and what’s not, 
and where to strategically place your bets for 
greater returns in the short, medium, or long term. 

The T&D Systems View is intended to help you 
do this. 
 
The 45 processes exist within the 12 systems of 
T&D as follows: 
 

12 O’clock – Governance and Advisory 
System 

  1. T&D Governance Process 
  2. T&D Advisory Process 

 

(Continued on page 12) 
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As always, it  
depends. It  

depends on your 
situation. You 
need to decide. 

You need to 
gather the data, 

do the math,  
decide what’s 
broken and 

what’s not, and 
where to  

strategically place 
your bets for 

greater returns in 
the short,  

medium, or long 
term.  

(Continued from page 11) 

Definition 
The central, driving force behind the strategies for 
business-based T&D. These systems organize key 
stakeholders of the enterprise and formalize the 
channels of communication. They provide the 
forum for T&D’s internal marketplace customers 
to provide advice, and give the organization’s  
executive-level leadership governing power over 
T&D strategies, tactics, and resource allocations. 

Principle 
T&D systems must be driven and governed by the 
voice of customers and stakeholders as they  
formalize their plans and manage their activities. 

1 O’clock – T&D Strategic Planning  
System 

 1. Strategic Plans Surveillance Process 
 2. T&D Strategic Planning Process 

Definition 
This system is effective only if it addresses both 
today’s and tomorrow’s business needs—the show-
stoppers and make-or-break opportunities of the 
business. The system uncovers exactly where key 
stake- and shareholders want their strategic bets 
placed. It also determines resource requirements 
and assesses the T&D organization’s ability to 
carry out plans. 

Principle 
T&D strategic plans are driven by the strategic 
and tactical plans of their customers. From a  
performance standpoint, they must guide, enable, 
and support the business units in achieving their 
targeted goals. 

2 O’clock – T&D Operations Planning 
and Management System 

 1. Annual Operations Planning and Budgeting 
Process 

 2. Quarterly Operations Planning and Budgeting 
Updates Process 

 3. Actual to Plan Deviation Forecasting and Ac-
counting Process 

Definition 
This is the way in which day-to-day operations 
and management of the various T&D functions 
are organized and guided. This includes annual, 
quarterly, and monthly planning, budgeting, and 
accounting processes. 

Principle 
Limited T&D resources must be allocated  
consistent with the strategic needs of the business 

and the T&D system. The T&D organization 
must be ready to reallocate as the business’  
strategic drivers change. 

3 O’clock – T&D Cost/Benefits  
Measurement System 

  1. Cost/Benefits Measurement Systems Design 
and Deployment Process  

  2. Ongoing Cost/Benefits Measurement and 
Feedback Receiving Process 

  3. T&D Project Processes Data and Lessons 
Learned/Communications Process 

  4. Results Reporting and Archiving Process 

Definition 
This system measures and reports on the metrics 
of the T&D system. It turns data into information 
and interprets and reports this to the T&D leader-
ship, staff, and its key customers and stakeholders. 

Principle    
For a T&D system to remain healthy, it must  
report both costs and benefits to its customers 
and stakeholders: what gets measured gets  
attention. 

4 O’clock – T&D Systems and  
Processes Improvement Program and 

Project Management System 
  1. T&D Issues (Problems/Opportunities)  

Generation and EVA/ROI Assessment  
Process 

  2. T&D Improvement Project Planning and  
Management Process 

Definition 
The responsibility to respond to issues and trends 
from the metrics of the measurement system is 
found here. This system also provides order to the 
quality and process improvement efforts for both 
incremental-continuous improvement and radical-
discontinuous improvement to T&D processes. 

Principle    
In order to better use the shareholders’ equity, 
process improvement must focus on high-payback 
areas consistent with T&D objectives and the  
direction from the advisory and governance  
structure. 

5 O’clock – T&D Product and Service 
Line Definition and Design System 

  1. Program Management Product/Service Line 
Definition and Design Process 

  2. T&D Product Line Design Process 
  3. T&D Service Line Design Process 

(Continued on page 13) 
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CAD is at 5 
O’clock and 
MCD/IAD are 
at 6 O’clock. 

(Continued from page 12) 

Definition 
This system defines the high-priority, critical T&D 
products and services that must be developed or 
acquired to support key customer strategies and 
tactics. Curriculum Architecture Design (CAD) is 
the PACT Process that accomplishes the product 
definition and prioritization. 

Principle    
T&D products and services have value to the  
organization when they focus on achieving high 
performance; learning is one of the many means to 
that end. 

6 O’clock – T&D Product and Service 
Line Development/Acquisition  

System 
  1. Product/Service Line Development and  

Acquisition Program Management Process 
  2. T&D Custom Development Process 
  3. T&D Purchased Product Acquisition Process 
  4. T&D Purchased Product Modification Process 
  5. Existing T&D Maintenance Process 

Definition 
It is within this system that specifications are 
turned into actual T&D by building new and/or 
buying or modifying existing products and  
services. Modular Curriculum Development 
(MCD) and Instructional Activity Development 
(IAD) are two PACT Processes that accomplish 
this. 

Principle    
Properly designed performance-based T&D meets 
current needs, and is more robust to future 
changes, to better minimize total life-cycle costs. 

7 O’clock – T&D Product and Service 
Line Deployment System 

  1. T&D Master Materials Storage and Retrieval 
Process 

  2. T&D Master Materials Change Management 
Process 

  3. T&D Scheduling Process 
  4. T&D Facilitator and Coach Development and 

Certification Process 
  5. Facilitator-led T&D Deployment Process 
  6. Self-paced T&D Deployment Process 
  7. Coached/Mentored T&D Deployment  

Process 

Definition 
The deployment system organizes and distributes 
products and services through traditional (and 
nontraditional) instructor-led, group-paced  

classroom delivery; self-paced delivery; structured, 
coached/mentored delivery; and computer-based/
electronic delivery. 

Principle 
Audiences, customers, shareholders, and  
stakeholders shape the way T&D is deployed. One 
method and one size do not fit all situational 
needs. 

8 O’clock – T&D Marketing and  
Communications System 

  1. T&D Stakeholder Communications Process 
  2. Individual T&D Planning Process 
  3. T&D Ordering and Registration Process 

Definition 
This system organizes and distributes information 
throughout the T&D marketplace to meet a  
variety of needs. Communication and marketing 
are not about selling all T&D to everyone (a 
“learning by chance approach”), but are designed 
to help customers make informed choices—
“learning by design.” 

Principle    
If stakeholders don’t know about your offerings 
and how to select and participate in them, it’s as if 
you have nothing to offer. 

9 O’clock – T&D Financial Asset  
Management System 

  1. Organizational T&D Plans and Budget Rollup 
and Adjustment Process 

Definition 
This system tracks and monitors the fiscal  
obligations of the T&D enterprise and keeps them 
within predetermined budget levels. 

Principle 
The T&D organization has a fiduciary  
responsibility to make the right use of T&D assets 
and to track them against plans and goals. 

10 O’clock – T&D Human and  
Environmental Asset Management  

Systems 
  1. T&D Staff Recruiting and Selection/

Succession Process 
  2. T&D Staff Training and Development Process 
  3. T&D Staff Assessment and Evaluation  

Process 
  4. T&D Staff Compensation and Benefits  

Process 
(Continued on page 14) 

“e” and “t”  
deployment are at 
7 O’clock. 
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We believe in 
balancing the 

needs of the  
overall system to 

optimize the  
subcomponents 

(the parts) in  
order to optimize 
the whole, even at 

the potential  
expense of other 

parts of the  
system. 

(Continued from page 13) 
 5. T&D Staff Rewards and Recognition Process 
 6. T&D Organization Structural Design Process 
 7. T&D Facilities Development and Deployment 

Process 
 8. T&D Equipment and Tools Development and 

Deployment Process 
 9. T&D Information Systems Development and 

Deployment Process 
10. T&D Methods Deployment Process 

Definition 
The asset management system organizes and  
manages the acquisition, development,  
assessment, and retention of the T&D staff. This 
also includes management of the supporting  
infrastructure (facilities, equipment, materials, and 
information) needed to deploy T&D. 

Principle 
For optimal results, both the human and  
environmental sides of the business processes 
must be in balance and in control. 

11 O’clock – T&D Research and  
Development System 

 1. T&D Methodology and Technology  
Surveillance Process 

 2. T&D Internal and External Benchmarking 
Processes 

 3. T&D Methodology and Technology Pilot-
testing Processes 

Definition 
The capability to look into the near- and long-
term future and to keep the T&D organization on 
the cutting edge is found within this system. It 
also “tests” emerging processes, methods, and 
technology to ensure that T&D is delivering  
increasingly improved performance at decreasing 
costs, with an ever higher return on investment. 

Principle    
Without a constant eye on the future, T&D will 
fail to keep pace with the changing dimensions of 
business and the opportunities that new  
technology and methods present. 
 
So many processes. So much potential confusion. 

The T&D Systems View Assessment 
Tool 
The T&D Systems View is supported by an  
assessment tool available on our Web site at  
www.CADDI.com. 
 

Our assessment tool is intended to allow you to 
assess what you’ve got given our model and  
structure. We suggest that you adopt the model’s 
framework and structure (to start at least) and 
adapt/customize the names of the processes to 
match what you’ve been calling them all along. 
 
For those that have been as of yet unnamed, give 
them logical names from the perspective of your 
customers. If you exist in an engineering  
environment, use engineering-type words. If you 
are in merchandising, use language that  
communicates within. 

Using CADDI's T&D Systems View 
Stuff 
As always, you may need to adapt rather than 
merely adopt. 
 
Please credit and acknowledge CADDI as the 
originator and owner of all derivative works. If 
you would like our written authorization to use 
our model or a derivative, please E-mail us (or 
write us). 
 
Contact our business manager, Deb Smits, at  
(630) 355-9800, or at deb.smits@caddi.com, or 
write to us at 
 

175 Jackson Ave., Suite 215 
Naperville, IL 60540 USA 

 
Thank you. 

The T&D Systems View Article Series 
Close 
This article ends the series we started in the spring 
1999 issue of lean-ISD on CADDI’s model of 
T&D as a system. We hope it helps you work the 
systems and processes more efficiently as a  
system, and not as independent on-off processes 
requiring local optimization at the potential  
expense of whatever/wherever else. That’s not 
what we believe. 
 
We believe in balancing the needs of the overall 
system to optimize the subcomponents (the parts) 
in order to optimize the whole, even at the  
potential expense of other parts of the system. 
 
It’s all about performance. Performance of both 
the individual contributors and managers, and the 
performance of the environments within which 
the humans work. 
 

(Continued on page 15) 
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Together the  
humans and their 
environment exist 
to perform within 
larger systems to 
conduct the  
leadership, core, 
and support  
processes of the 
enterprise.  

(Continued from page 14) 
Together the humans and their environment exist 
to perform within larger systems to conduct the 
leadership, core, and support processes of the  
enterprise. The performance of the enterprise is 

driven to meet the needs of the larger societal  
systems that the enterprise exists within. 
 
We hope you believe likewise.!!!!! 

From the Series . . . 
Another of CADDI’s Favorite Concepts/Models 

Managing Organizations as Systems 
© Geary Rummler & Dale Brethower 

 
What has to be managed? 
 
When an organization is viewed as a system, there are five areas 
that must be managed for organization effectiveness. 
 
The General Systems Model 
 
 
 
 
 
 
 
 
 
 
 

1. The Receiving System 

2. The Output 

3. The Processing System 

4. The Inputs 

5. The Feedback 
Reprinted with permission 

Receiving 
Systems

Processing System

Input Output

Feedback

!

"
#

$

%

Geary Rummler and Dale Brethower can be reached at the following E-mail  
addresses: 
 

Geary Rummler:          gearyarummler@compuserve.com 

Dale Brethower:           dalebrethower@earthlink.net 
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Since opening 
our doors in 

January 1998, 
we have  

conducted 109 
projects. 

 
!33 CADs 

 
!24 MCDs 

 
!17 IADs 

 
!35 other ISD-

related 
projects 
- PACT Process 

workshops 
- General 

consulting 
- Administrative 

systems/
processes 

- Planning 
sessions 

- Process 
mapping 

- Documentation 
 
 
 
 
 
 
 

All with an 
eye on 

performance! 

CADDI Thanks 
Our Y2K Clients . . . 

 

!Ameritech 
!Eli Lilly & Company 
!ExxonMobil Fuels Marketing 
!General Motors University 
!GTE Service Corporation 
!Hewlett-Packard 
!Interactive Media Corporation 
!Key Bank Corporation 
!Motorola University 
!Old Kent Bank 
!Siemens Building Technologies, Inc. – Landis Division 
!Verizon Communications 
 

Thank you for your trust and support! 
 
 
Also, thank you to our clients from 1998–1999. 
 
 
 
 
 
 
 
 
 
 
 

CADDI Appreciates Your Business! 

!Amoco 
!AT&T 
!Bandag, Inc. 
!BankAmerica 
!Eli Lilly & Company 
!General Motors University 
!H&R Block 

!Imperial Oil 
!Motorola University 
!Nova 
!Rockwell Collins 
!Siemens Building 

Technologies, Inc. – 
Landis Division 
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For T&D  
interventions to 
pay off, it is  
important that 
they are targeted 
at high-leverage 
needs and  
opportunities and 
that they are  
designed to be 
cost-effective. 

This is the third in a series of articles on applying SPIN  
to determine the ROI of T&D in various business situa-
tions. 

Where Were We? 
Training and development (T&D) investments are 
ultimately business decisions—they commit 
budget dollars and peoples’ time/energy which are 
two key resources managers have available to use 
to get the business to its goals. Any decision to 
invest those resources should be expected to  
generate a positive return. So expecting ROI from 
a T&D investment should not be much of a  
conceptual stretch. 
 
T&D interventions can generate return in a  
number of ways. They may result in reduced costs 
within the training system. An example of this 
would be moving a group-paced training course to 
the Web to eliminate the cost of printed materials, 
classroom space, travel, etc. But, typically, a T&D 
intervention offers the greatest opportunity for  
return when it targets improvement of a critical 
performance. By training people to perform their 
jobs more effectively, T&D can result in immense 
positive returns once trainees get back to the job 
to apply what they’ve learned. 
 
For T&D interventions to pay off, it is important 
that they are targeted at high-leverage needs and 
opportunities and that they are designed to be 
cost-effective. Cost-effective means using the 
overall least costly approach for the initial  
development, delivery, and ongoing maintenance 
of the T&D. 
 
The premise of this series of articles is that using 
the logic behind the SPIN selling methodology is 
a way to “back in” to the potential return on  
investment in various training situations. The 
SPIN model, created by Huthwaite, Inc., is based 
on the definitions in Table 1. 
 

Table 1: SPIN Definition 

The Situation 
Training and development is needed to enable 
people to negotiate a learning curve. Learning 
curves occur when there is some kind of change. 
New employees are coming into (for them) a 
changed environment and, as a result, need to 
come up a learning curve. Existing employees will 
have to climb a learning curve to deal with new or 
changed products, processes, or tools. Other 
sources of change can come from outside the 
company—for example, a competitor or regulator 
might make a change that causes a need for  
learning. 
 
Companies today create and exist within an  
environment of continuous, rapid change. New 
products, processes, and tools come fast and  
furious as companies work to reduce “time to 
market” for competitive advantage. And, as more 
work is dependent on information systems, the 
impact is greater due to the fluid nature of  
software, which allows almost continuous  
development and revision of products, processes, 
and tools. 

(Continued on page 18) 

SPIN®-ING THE PACT PROCESSES 

The Return on Your T&D Investment 
for Organizations with Dynamic 
Business Environments 
by Peter R. Hybert 

SPIN is a registered 
trademark of 
Huthwaite, Inc.  

Acronym Definition 

S: Situation Key characteristics of your  
customer’s environment. 

P: Problems Things that aren’t working as 
desired (I sometimes think of the 
“P” as standing for “pain”—
what your customer doesn’t like 
about the situation). But, these 
can be “opportunities,” painful 
if missed as well. 

I: Implications The business impact of the 
problems/opportunities—try to 
get to dollars here or an overall 
business impact such as loss of 
marketshare. 

N: Needs Payoff The potential value of a solution 
that addresses the above. 
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Every new 
change means 

that some set of  
knowledge, skills, 

and/or  
information has 
to be delivered to 
a range of target 

audience segments 
in time for the 

implementation 
of the change. 

(Continued from page 17) 
From the perspective of the T&D provider,  
today’s business environment presents a real  
challenge—how to focus their efforts on the high-
leverage needs and how to deliver “capability to 
perform” across a global organization quickly 
enough to keep up with the rapid pace of change.  
 
Ask yourself, where do we have change in our 
organization? Are we introducing new products at 
a rapid pace? Are we changing or standardizing 
(which is a change if you are used to doing things 
your own way) our business processes to reduce 
cycle time or variability? Are we developing  
systems or tools using information technology 
(such as Web-based reference tools for customer 
service representatives or pricing spreadsheets for 
salespeople or configuration tools to help  
engineers, etc.) to support performance? If the 
answer to any of the above is “yes,” you are 
probably in a situation with rapid change.  

The Problem 
From the business’ perspective, this rapid change 
could be a serious problem. It means that sales-
people may have difficulty positioning products 
correctly, technicians may have difficulty servicing 
them, and internal work processes might fail. 
Every new change means that some set of  
knowledge, skills, and/or information has to be 
delivered to a range of target audience segments in 
time for the implementation of the change.  
Otherwise, people have to learn as they go, which 
often means mistakes—and mistakes may be  
painful for the employees, the customer(s), and 
eventually the bottom line. 
 
Rapid change presents a significant problem for 
T&D providers as well. It means that your  
inventory of T&D becomes obsolete at a faster 
rate and then requires replacement/updating. One 
of the reasons that keeping up with change might 
be difficult is that content may be dispersed across 
a number of separate training programs. Just  
finding the content to change can be a challenge! 
Rapid change might also mean that you will have 
increasing complaints about content errors from 
your audience. On top of all that, you probably 
won’t be allowed to grow your staff at a rate  
proportional to the rate of change so, instead, you 
will be pressed to continue doing more with less 
and you’ll risk staff burnout.  
 
The bottom line is that while rapid change may 
create stress on the business, not addressing the 
rapid-change risks the organization ultimately  

falling victim to a more adaptable competitor. 
Now, does any of this rapid-change stress really 
cost the company anything, or does it just mean 
that T&D people will have to work smarter and 
faster to keep up? 

The Implications 
Actually, rapid change does mean everybody has 
to work faster and smarter, and it also means there 
are business financial risks—a few are listed  
below. 
 
From the business’ perspective, if T&D providers 
fail to keep pace it could mean 
 
!Lost sales as new products are slower to enter 

the market. This could be due to delayed  
product rollouts, or it could be a more subtle 
result of salespeople not having enough  
confidence in their ability to sell the product (or 
not having confidence in the company’s ability 
to support the product). 

!Lost marketshare as competitors innovate more 
rapidly and effectively. 

!Excess costs as the advantages of new processes 
and tools are realized more slowly than  
estimated (or not at all). 

 
From the T&D perspective, failing to set up a 
T&D system capable of keeping up with rapid 
change could mean 
 
!Excess T&D costs as content is reworked  

inefficiently (because it is not “designed for 
shareability” where appropriate). 

!Lower T&D quality and/or slow response to 
projects—staff becomes overburdened trying to 
keep up and either quality slips or they are  
unable to put in enough time to keep pace (and 
sometimes both). 

!Low T&D staff productivity on new product/process/
tool development teams due to placing people on 
teams too early in the (product) development 
process and/or due to delays or slow start-up of 
the product team. (Often product/process/tool 
development teams spend much unproductive 
time up-front figuring out how they are going 
to work). 

!T&D staff turnover due to burnout. This creates 
even more workload for remaining staff (and 
the added costs and downtime to recruit and 
“spin up” new personnel). 

 
Ultimately, evaluating the financial returns of  
producing training/support for new products, 
processes, or tools is almost an absurd question. 
Without T&D support, these projects are highly 

(Continued on page 19) 
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Using  
“meta-tags” to 
simply label 
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suggest) is 
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store with no  
departments. 
Sure, everything 
may be labeled, 
but without some 
kind of  
organization 
scheme it is 
unlikely that you 
will find what 
you are looking 
for. 

(Continued from page 18) 
likely to fail to deliver on their own value  
propositions. Calculating the cost of not training is 
like determining the value of a six-foot computer 
power cord. Without it, the computer won’t work. 
But that doesn’t really mean that the power cord is 
worth $2,000! So, companies typically do attempt 
to provide the necessary training. The real ROI 
opportunity for the enterprise is in running the 
T&D function efficiently to keep up with the  
volume of work while maintaining quality outputs. 

The Needs Payoff 
All of the above implications have serious  
potential impacts on the bottom line. To address 
each of them, we recommend our PACT  
Processes for T&D. There are a number of PACT 
Process features that address the issues above—
four are detailed below. 

Modular Content Inventory 
Using the PACT Process T&D Module Inventory 
Framework allows an organization to store key 
content in a central location. That way, it can be 
located more quickly/easily and updated at one 
time. This reduces the resource time/cost needed 
to revise existing materials to accommodate a 
change. It allows existing T&D staff to better 
manage the changes (and reduce T&D staff stress 
and burnout in the process). 
 
Using a centralized module inventory will also 
contribute to improved quality as it will ensure 
consistent content is delivered to all audience  
segments. And, “content owners” can be assigned 
to specific modules to ensure content is always 
current. 
 
One cautionary note—there are a number of  
companies talking about “chunking” and use of 
“granules” of content to, in part, address these 
opportunities. CADDI consultants have been  
using our T&D Module Inventory Framework 
since 1982—we have developed and refined an 
approach that will work across an entire company. 
Using “meta-tags” to simply label granules (as 
some approaches suggest) is equivalent to having 
a grocery store with no departments. Sure, every-
thing may be labeled, but without some kind of 
organization scheme it is unlikely that you will 
find what you are looking for. (If you have ever 
done a search on the Web, you know that the  
results can be disappointing.) 
 
Ask yourself, would an inventory structure that 
allows you to quickly and consistently find content 

to make updates be helpful and reduce cycle times 
and costs? If that inventory structure allows you 
to develop content once and then share it across 
multiple audiences, would it enable you to support 
more projects (e.g., change) in less time? Would it 
help reduce your T&D costs and cycle times per 
development project? 

Standard Delivery Methods/Platforms 
Within PACT’s Curriculum Architecture Design 
(CAD) process, one of the key steps is defining 
the available deployment platforms; that is, those 
deployment platforms that can be used effectively 
across the audience segments and locations. Once 
you know the capacity that can be addressed 
through group-paced delivery, the network, and/
or information system infrastructure (i.e., the 
bandwidth of the overall training delivery system), 
you can plan and manage deployment of new  
content to fit product/process/tool deployment 
schedules (and vice versa). 

Rapid Development 
If more changes are happening faster than ever 
before, it is important to get through the T&D 
development cycle as fast as possible. CADDI’s 
Modular Curriculum Development (MCD)  
process is a sound ISD process that provides the 
efficiencies of an engineered approach while still 
dramatically reducing project cycle time. 
 
Some T&D practitioners advocate truncating, or 
just eliminating, steps in the ISD process to  
reduce project cycle times sufficiently to meet the 
requirements of “Internet speed.” For example, 
some approaches omit analysis and design and go 
straight to development. In this approach, you 
would create a quick prototype and get user input 
and revise immediately. Repeat this until time or 
budget runs out. There are benefits that accrue 
from more rapid iterations in the development 
cycle; however, there are downsides as well. The 
most significant is that skipping analysis and  
design can result in focusing on a couple of trees 
and missing a big piece of the forest in the  
process.  
 
CADDI’s PACT methodology quickly takes the 
up-front time to identify high-leverage needs and 
align the right resources to ensure that the effort 
will be successful and then accelerates in the  
development process using teams and templates 
to reduce the cycle time.  
 

(Continued on page 20) 
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(Continued from page 19) 
Ask yourself, would it help reduce user complaints 
and quality problems if you had a methodology 
that used representatives of key content resources 
(including end users, engineers, policy/procedure 
authors) to define the T&D requirements and 
support the development of T&D materials? 
Would it benefit you to minimize the T&D “time 
to market?” 

Parallel T&D and Product/Process 
Development 

One of the challenges facing those that are  
developing new products, processes, or tools is 
that they often do not have a performance-based 
approach to product/process/tool development. 
A new tool (for example, an order entry system) 
might be developed without an initial analysis of 
the audience’s performance. As a result, it may 
come close but not quite all the way to meeting 
the need. As an example, it may work well for  
initial order entry but not allow salespeople to 
make changes to an order easily.  
 
It is in the interest of both the developer of the 
product/process/tool and the developer of the 
supporting T&D to understand the performance 
of the target audience. CADDI’s PACT Processes 
can be integrated with the development of a new 
product, process, or tool. The analysis process can 
benefit both the (product) development team and 
the T&D team. The CAD process can frame the 
various support deliverables (documentation,  
on-line support, T&D, etc.) as a single support  
system. Then, MCD design and development  
using subject matter experts (SMEs) from the 
(product/process/tool) development team gets 
the T&D built quickly and, at the same time, helps 
the SMEs find and clarify soft spots in the  
functionality of their product. 
  
Ask yourself, would it benefit the organization to 
have a single analysis and design for T&D and 

product support deliverables (e.g., technical  
documentation)? Would the resulting product,  
process, and/or tool be more user friendly due to 
team learnings and synergies?  

Conclusion 
“Change is good.” “Change is opportunity.” “If you 
aren’t changing, you aren’t living.” We often hear 
mantras intended to convince us that we should 
welcome change. The reason we hear them is that 
change doesn’t always feel good, and we need to be 
convinced not to resist it. But change isn’t only 
painful to individuals who have to work harder to 
adapt. It is also costly for corporations to undertake 
change efforts that affect work processes and  
support systems and even more costly when they do 
it poorly. 
 
Using CADDI’s PACT Processes can reduce the 
impact of change to the T&D organization’s  
processes and people, including the cost of  
reworking existing materials via the module  
inventory. It will reduce the likelihood of content 
errors, as affected content can be more easily  
located and updated. The PACT rapid development 
cycle improves the likelihood your organization will 
be able to keep up with change. And, the  
methodology can be a means of partnering with the 
internal organizations that are driving change 
through the development of new products,  
processes, and tools.  
 
Change is not going to slow down in our  
foreseeable future—we feel it is well worth  
investing in engineering a T&D system that will be 
capable in a dynamic business environment. 
CADDI’s PACT Processes make that happen. They 
deliver a return on your T&D investment. 
 
In the next issue, we’ll present the SPIN on how the PACT 
Processes can help align multiple, not necessarily integrated, 
human performance-related initiatives.!!!!! 

The SPIN® Model 
 
There is much more to the SPIN 
model than this simple acronym. 
 
For more information visit 

 
www.huthwaite.com 
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“I mean, it’s  
obvious that the 
data can do so 
much more than 
just training.”   

For the second time in a month, I was asked a 
question about a CAD analysis and its outputs. 
CAD analysis data is more macro than micro. Our 
MCD/IAD analysis efforts usually get more into 
the weeds than our CADs do. The second inquiry 
came during a CAD analysis meeting held  
recently. The woman asked, “So what kind of  
recommendations do you make to a client  
regarding the data?” I was caught a little off guard, 
and the somewhat dim look on my face must have 
revealed it. She was undaunted and continued, “I 
mean, it’s obvious that the data can do so much 
more than just training.”   
 
I asked her to elaborate. She listed a bunch of ar-
eas in which the data has utility. She said, 
“Performance management, recruiting, job design, 
work process improvement.” She listed a few  
others that went by me too fast. I think she had 
been sitting on this comment for some time. 
While I was facilitating, I had wondered why she 
appeared agitated during some of the meeting. 
 
She continued by telling me all of the recommen-
dations she would make based on the data she had 
just seen collected. I countered, “Who then owns 
the idea?” The answer wasn’t immediately clear to 
her. My point . . . the person making the  
recommendation owns the idea. In a situation 
where, as a consultant, I have an idea, I also have 
to prove it’s a good one with enough merit to 
warrant investment—AKA, ROI.   
 
She stuck to her guns asking, “Then what value do 
you provide?” Perhaps none is the way I should 
have answered, but instead I remained quiet for a 
moment. 
 
The real issue here, I started to explain, was the 
Project Steering Team. They are put in place in 
our PACT Processes for a number of reasons. 
Their utility is to link the project to company 
strategy, to monitor progress, to advise or redirect, 
or perhaps to shut down the project. The Project 
Steering Team selects the master performers and 
comments on the data generated by them. 
 
Project Steering Team members are chosen  
because they are stakeholders of the project and 

are also smart business people.  
 
When the analysis data is revealed and explained, 
there is little if any reason to make recommenda-
tions on other matters. They, as business people 
facing the day-to-day challenges of running the 
enterprise, are given an entirely new look at the 
company through the analysis data. Their wheels 
start spinning almost immediately. Any  
recommendation I might make is for my benefit, 
not theirs. They get it. Trust them to do their job 
as leaders and they’ll do it. And as they should, 
they’ll make decisions or suggestions that will  
protect and improve the company. And if they ask 
me for my opinion, I’ll give it to them. But, we’ve 
found that they seldom need it. 
 
I shared two of my experiences with Project  
Steering Teams with her to make my point. In one 
case, the Project Steering Team began to redesign 
the performance appraisal system right in the  
analysis gate review meeting of Phase 2. They saw 
the need and got started. 
 
In another, the Project Steering Team recognized 
that the data told a story that no amount of T&D 
was going to fix—they stopped the project in its 
tracks. They used the data to start up work  
redesign activities. T&D would come later . . .  
perhaps. 
 
It’s the Project Steering Team’s business, not 
mine, I explained. Their choices, not mine. The 
Project Steering Team owns the project and its 
outputs. The Project Steering Team will also own 
the bright ideas that are kindled by the analysis 
data. It is not our place to recommend, for we 
have only a snapshot (a really good one as she  
observed) of the company and its issues. Put  
business leaders in a position to have ideas and 
they will. And because they thought of the idea, 
there is a lot less to prove or sell or “push.” It  
becomes “pull.” 
 
She harrumphed and looked a little discouraged. I 
don’t think I convinced her. No matter I suppose, 
for the method works. And she’ll probably see 
that in the next gate review with the PST.!!!!! 

LEAD THEM TO WATER AND IF THEY’RE THIRSTY . . . 

Make Recommendations—Or—
Facilitate Insight? 
by Brian D. Blecke 
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Concepts are, as 
Webster’s states, 

“ideas; things 
conceived in the 

mind.”  
Concepts can be 

concrete, like  
triangle, table, 

and dog, or  
abstract, like 

business casual, 
sexual  

harassment, or 
physical  

aggression.  

Concept Analysis Introduction 
Concept analysis is a tool/technique helpful to 
many HPTers. It helps individuals and teams  
create clear statements, definitions, and examples 
about a “concept.” For example 
 
!Has your company been struggling with  

diversity issues?  
!Has it been able to develop a clear sexual 

harassment policy?  
!Have you ever wondered what was really meant 

by business casual?  
 
If you feel like these are fuzzy, hard-to-
operationalize issues, you’re treading in the water 
of concept analysis. Concepts are, as Webster’s 
states, “ideas; things conceived in the mind.”  
Concepts can be concrete, like triangle, table, and 
dog, or abstract, like business casual, sexual  
harassment, or physical aggression.  
 
Concepts are critical to analyze if the definition of 
the concept is required for the proper conduct of 
your company’s business. For example, is it  
critical that all of your customer service  
representatives are clear as to your company’s 
definition of “customer service”? Is it also critical 
that your manufacturing units know what your 
company’s definition of quality is? 
 
Concept analysis is also critical if the clear  
understanding of the concept is critical to the task 
that needs to be performed. 
 
We also do concept analysis if there is confusion 
or ambiguity about the concept or to clarify what 
may otherwise be taken for granted. 
 
Examples of concrete concepts are fairly easy to 
identify. We all know what a table or a square 
looks like, and we can discern the differences  
between a variety of examples of them. However, 
the distinctions become blurred when you start 
talking about issues of quality or diversity. 
 
Think of a diagram of a target, and let’s work with 
the concept of quality. If you are manufacturing 
widgets, it is probably easy to determine which 
widgets are right on target. If there are any  

defects, you need to determine if the widget will 
still be considered a quality widget. 
 
This is where you start to get to the outer reaches 
of the target, and the line separating a hit or a miss 
can get blurry. You need specified criteria for 
what constitutes an acceptable widget. The  
widgets and their customer applications may  
accept a high degree of variation and still meet 
performance criteria. If you are manufacturing the 
latest generation of computer chips, your criteria 
of acceptance may be beyond six-sigma territory. 
 
The idea is that your organization’s definition of 
what constitutes quality must be clearly defined to 
everyone in the organization. There can be no 
blurring of the lines, especially if it means that 
there is a possibility of negative consequences. 
 

Concept Analysis Process Steps 
How do you conduct a concept analysis? There is 
a process that you can use that involves the  
following five steps: 
 
  1. Draft a tentative definition of the concept. 
 
  2. Determine the critical attributes of the concept 

(all examples of the concept need to exhibit all 
of the critical attributes). 

 
  3. Determine the variable attributes of the  

concept. 
 
  4. Develop a set of examples that include clear 

examples, divergent examples, and close-in 
nonexamples. 

 
  5. Develop a test to determine if learners can 

identify, describe, and discern between  
examples and nonexamples of the concept. 

 
At the ISPI Board meeting held in September, the 
Board attempted to use this process of concept 
analysis to clarify the concept of “human  
performance technology (HPT).” 
 

(Continued on page 23) 

WHY WOULD I DO A CONCEPT ANALYSIS AND HOW DO I DO IT? 

Concept Analysis 
by Miki Lane, MVM Communications and ISPI Board Member 
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We also do  
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(Continued from page 22) 
The following is the Board’s first cut at the  
process. 

Concept Analysis Process Example 

Tentative Definition 
The reason we do a tentative definition is that this 
is the point where you ensure that your corporate-
specific information is included in the definition. 
You state your best guess for the definition, which 
will either be accepted or modified later in the 
process. 
 
Human performance technology (HPT) is a  
process for achieving desired organizational and 
individual results. The goal of HPT is to provide 
high-quality, sustainable products and services. 
Results are achieved through a process that 
 
!Considers the institutional context 
!Describes desired performance  
!Measures gaps between desired and actual  

performance 
!Identifies root causes 
!Selects interventions to close the gaps 
!Measures changes in performance 

Critical Attributes 
The critical attributes are those attributes of a  
concept that every single example of that concept 
must have/exhibit. If the concept is “square,” all 
examples of a square must have four sides, equal 
sides, four right angles, straight sides, and be a 
closed figure. It turns out that the list of critical 
attributes becomes the accepted definition of the 
concept. 
 
For HPT, the critical attributes are listed below. 
 
  1. Is a set of systematic, replicable processes that 

include: inputs (FEA), transformers/
manipulators/interpretations, outputs 
(recommended solutions), and outcomes/
consequences/results  

  2. Includes at least two levels of 
“focus” (individual, organizational, societal) 

  3. Targets results 

  4. Identifies and ensures requirements for  
performance are present 

  5. Treats organizations as living/open systems 

  6. Is based on proven principles (cognition,  
motivation, measurement/evaluation,  
communication, etc.) 

  7. Adapts to existing and potential organizational 
contexts and constraints 

Variable Attributes 
The variable attributes are those that help the 
concept display its greatest amount of variation. All 
of the critical attributes must still be evident. With 
our square example, the variable attributes are 
color, tilt, and size. A large magenta, dotted square, 
positioned on one corner (diamond shaped) is still 
an example of a square if it has all of the critical 
attributes. 
 
For HPT the variable attributes may address the 
following: 
 
  1. Societal impact 
  2. Nonhuman issues 
  3. Types of interventions/solutions 
  4. Specific processes/models 
  5. Principles of 

!OD 
!Ergonomics 
!Learning 
!Instruction 
!Economics 

  6. Contextual constraints 

Examples and Testing 
This is as far as we got during the Board meeting. 
The next step in the process is to create a set of 
clear examples; that is, those examples that can be 
easily identified as having all of the critical  
attributes and the variable attributes are minimal. 
 
For example, if we choose ISD and the classic ISD 
model, ADDIE (Analysis, Design, Development, 
Implementation, and Evaluation), does our con-
cept analysis work? Let’s look at each of the critical 
attributes and see if ADDIE fits. 

Critical Attributes 
  1. A set of systematic, replicable processes that 

include: inputs (FEA), transformers/
manipulators/interpretations, outputs 
(recommended solutions), and outcomes/
consequences/results 
ADDIE certainly meets this criterion! 
 

  2. At least two levels of “focus” (individual,  
organizational, societal) 
We could get some arguments here. Usually this process 
focuses on one level at a time, but two are possible. 

 

(Continued on page 24) 
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Chances are 
wherever people 
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confused, or  

acting  
inappropriately, 

you may be  
dealing with the 
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concept. 

(Continued from page 23) 
 3. Targets results 

It will evaluate whether or not the intervention was  
successful, but at what level and is it results oriented? 

 
 4. Identifies and ensures requirements for  

performance are present 
Hopefully the analysis phase will do that, although the 
model has and will be used without that focus. 

 
 5. Treats organizations as living/open systems 

The more enlightened practitioners of the ADDIE 
model will say that they are doing this, but it is usually  
implemented in fairly closed systems. 

 
 6. Based on proven principles (cognition,  

motivation, measurement/evaluation,  
communication, etc.) 
One would hope that would be the case. 

 
 7. Adapts to existing and potential organizational 

contexts and constraints 
Classical ADDIE is not very flexible. 

 
So with a couple of minor caveats, classic ISD, 
using the ADDIE model, seems to meet all of the 
criteria of the critical attributes. 
 
What about the variable attributes? 

Variable Attributes 
 1. Societal impact 

The ADDIE model could be used to develop,  
implement, and measure interventions designed to have 
a societal impact. 

 
 2. Nonhuman issues 

The ADDIE model could be used for nonhuman 
products and processes. 

 
 3. Types of interventions/solutions 

The ADDIE model is robust enough to be used with a 
variety of interventions/solutions. 

MVM The Communications Group is a team of highly-skilled professional performance improvement consultants and 
training development specialists. 
MVM provides performance consulting services, training programs, and nontraining solutions that meet our clients’ current 
and future business needs, including customized training programs, individual and group feedback systems, program  
evaluation, culture change strategies, and incentive programs.   
MVM’s clients, representing government, education, and industry, include such leading organizations as Air Canada,  
Canadian National, The Royal Bank of Canada, Montreal Trust, Northern Telecom, Merck Frosst, Pfizer Canada, and 
Avon Canada.  All our work is done in French and English. 
MVM is committed to ensuring that training is the true solution to a performance problem. 

  4. Specific processes/models 
We are looking at one process and model with  
ADDIE. 

 
  5. Principles of 

!OD 
!Ergonomics 
!Learning 
!Instruction 
!Economics 
The ADDIE model certainly uses training and  
development principles. 

 
  6. Contextual constraints 

Theoretically, the analysis phase of the model takes into 
account the context. 

 
It seems that ADDIE will fit with our definition 
and critical and variable attributes. What about the 
close-in nonexamples and other examples?  
Certainly if we leave out any of the parts of the  
ADDIE model, which happens in real life often 
enough, that would be a nonexample. 

Concept Analysis Summary 
Many more “tests” of a concept are needed to see 
if it really works and to modify it as necessary.  
 
ISPI welcomes your comments/contributions to 
this process as it applies to our desire to refine the 
current definition of HPT. 
 
Even if you don’t further explore the HPT  
concept analysis, look for other concepts that 
need clarification within your own organizations. 
Chances are wherever people are unclear,  
ambiguous, confused, or acting inappropriately, 
you may be dealing with the blurry edges of a  
concept. By conducting a concept analysis, you 
can bring clarity to the situation.!!!!!"

Miki Lane is a senior partner at MVM Communications 
and an ISPI Board member. You can reach Miki in 
Montreal Canada at (514) 932-0619 or via E-mail at 
mvm@ergonet.com. 
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T&D  
practitioners 
could often see 
that T&D  
wasn’t always 
going to be able 
to fix everything 
by itself. Within 
the 
“nontraining” 
world are things 
like performance 
measurement/
feedback systems, 
rewards systems, 
and general  
process  
improvement.  

Introduction 
Human performance technology (HPT) has been 
around for a long time, and it seems to finally be 
catching on in the training and development 
(T&D) field. It has even gotten to where the 
American Society for Training & Development 
(ASTD) has a six-course human performance  
improvement (HPI) certificate program. 
 
I remember attending the International Society for 
Performance Improvement (ISPI) conferences 
years ago that offered a specific track labeled 
something like “Nontraining Solutions.” I always 
thought it was a little strange to label something 
by what it was not—instead of calling this a news-
letter article I could call this a nonentertainment 
document. 
 
T&D practitioners have always seemed to want to 
get into nontraining solutions. They could often 
see that T&D wasn’t always going to be able to fix 
everything by itself. Within the “nontraining” 
world are things like performance measurement/
feedback systems, rewards systems, and general 
process improvement. Somewhere in that 
“nontraining” world there are also things that 
function as a performance support system,  
including reference documents, procedures,  
process documents, and knowledge management 
systems—things that are very close to T&D. 
 
The interesting thing is that many people seem to 
see a real gulf between the thinking behind the 
design of an instructional system and the design of 
a performance support system. I agree that there 
are some differences, but the line between training 
and performance support is not really a line at 
all—it is more like a continuum. In fact, I would 
argue that you should design both together  
because performance support decisions impact the 
degree of training needed (and vice versa). 

Definitions 
Instructional systems/solutions serve the purpose of 
taking someone up a learning curve—once they 
have climbed the learning curve, the need for the 
training is past. In a sense, training can be  
considered a “consumable” product. 

Performance support systems/solutions are used as a part 
of the performance. An everyday example is the 
telephone directory. You don’t learn all the  
numbers and then discard the directory. Instead, 
any time you need a number, you use the  
performance support tool. 
 
The differences between the instructional and 
support systems tend to reside in the explanatory 
material. Instructional systems explain concepts, 
procedures, etc.; they provide examples, practice, 
and assessment. They are designed to take a 
learner through a linear learning process using a 
“building block” or “simple to complex”  
sequence. Support tools just provide the necessary 
data as it would be needed while completing a 
task. 
 
In practice, the line between T&D and  
performance support is much less clear than these  
definitions imply. Support tools often contain  
examples or explanation, and T&D often includes 
job aids, which are intended for ongoing use. But, 
the extremes described above define the opposite 
ends of the continuum. 
 
“E-learning” solutions are still primarily T&D  
solutions, while knowledge management systems 
are primarily performance support systems. Both 
blur the line between T&D and performance  
support. 

Biases about ISD  
There are a number of assumptions about ISD 
that wrongly give people the idea that it doesn’t 
apply to the design of performance support  
deliverables such as help systems, reference  
manuals, job aids, or even knowledge manage-
ment systems. Three common misconceptions are 
shown in Table 1 (next page). 

Biases about Performance Support 
Systems 
With the explosion of information technology, 
there has been a lot of hyperbole about  
performance support systems, e-learning, and 
knowledge management. Three of the common 
misconceptions are shown in Table 2 (next page). 

(Continued on page 26) 

WHEN IT ISN’T A KNOWLEDGE/SKILL DEFECIT 

Training versus Nontraining  
Solutions 
by Peter R. Hybert 



26                                                                                                                                                 THE CADDI NEWSLETTER 

 

The ultimate aim 
is for the  

performers in a 
work process to 

have, at the point 
of performance, 
the knowledge, 

skills, and  
information they 

need to execute 
their work tasks. 

(Continued from page 25) 

Table 1: Biases about ISD 

Table 2: Biases about Performance Support Systems 

Myth Reality 

ISD overly  
complicates some-
thing that can be 
done using common 
sense. 

Designing any system efficiently requires a structured methodology. Software  
programmers and hardware engineers all have methodologies for transitioning 
from a set of user requirements to design specifications to actual product (including 
test plans).  

A system that delivers large amounts of information, knowledge, and skills to a  
varied target audience distributed across a global organization requires an  
equivalent approach. 

ISD is only for group-
paced training—it is 
not effective for on-
line media or  
knowledge manage-
ment system design. 

CADDI’s lean-ISD methodology focuses on the work performance and the learning 
process. Aside from the specific limits of individual deployment methods, most of 
the ISD decision-making is media independent. 

And, using a lean-ISD type methodology will help avoid being sidetracked by  
technology complications before addressing the real issues: learning as driven by 

ISD is all you need to 
know to do T&D. 

Some ISD practitioners try too hard to make ISD complicated and technical so that 
others stay out of their decisions (the “don’t try this at home” approach). ISD is an 
important discipline, but there are a number of related disciplines that are  
necessary for T&D and performance support system design: for example, process 
mapping and design, page layout and user interface principles, and systems  
thinking to name a few. 

But, while ISD and the other disciplines above provide the process and supporting 
techniques for all projects, the most important discipline is the body of knowledge 
contained in the training/performance support system—the content. ISD is just a 
means to collect and codify that knowledge and package it appropriately for  
deployment. 

Myth Reality 

Technology is the 
primary focus. 

Technology considerations are important. Even in large companies (or, maybe  
especially in large companies), the information infrastructure is often uneven. There 
are pockets of the organization with slower networks, older version operating  
systems, or almost obsolete hardware. Also, the data structure and programming 
need to allow for ease of future updates or expansion, minimum use of client  
system memory and processing power, and an engaging/intuitive user interface. 

But, as with ISD, the key issue is the content—the system needs to store and  
deliver the information to the point of performance in a timely manner and in the 
right form for the user. The first focus should be the performance and the necessary 
supporting knowledge, skills, and information. 

Performance support 
can replace T&D. 

Performance support can significantly reduce the amount of T&D needed by  
substituting for performer memory. An everyday example is the McDonald’s-style 
cash register that means the user won’t have to be trained on the prices of the  
various menu items. And we are seeing applications of systems like this in more 
technical areas—in a recent issue of Technology Training, a system in use at Boeing 
was highlighted. That system displayed a wiring circuit on a user’s goggles so they 
could match up the wires visually. 

Both of the above systems potentially reduce the amount of T&D needed by the 
performers. Yet, there are still a number of things T&D needs to address, including 
how and when to use these systems.  

Accurate content is 
the most important 
consideration in  
performance  
support. 

There is a lot of truth to this one—accurate content is a “must have,” or you will 
have performance problems. But, I would argue that “design for usability/
performance” is equally important. Too often technical reference manuals are  
organized in parallel to the product(s) they support. The content is usually accurate, 
but it can be difficult for the user to find what they need to perform their tasks,  
especially if it is an integration-type task where several products are used. 
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Designing an  
integrated  
performance  
system requires a 
different mindset 
than many  
ISDers  
practice—those 
of us in the 
T&D profession 
need to think in 
terms of building 
T&D systems 
versus “one-offs.” 

(Continued from page 26) 
The Line Between ISD and  
Performance Support System Design 
The ultimate aim is for the performers in a work 
process to have, at the point of performance, the 
knowledge, skills, and information they need to 
execute their work tasks. Performance support 
systems can support the performance by  
substituting for the performer’s memory or, in 
some cases, skill. 
 
Figure 1 illustrates this continuum for a network 
equipment salesperson. The performer has to 
learn the skill of overcoming customer objections, 
but it might be perfectly acceptable to look up 
prices. Deciding how to apply the product  
requires a combination of knowledge of the  
products, the customer, the budget, etc.—the 
T&D would teach the application of the  
performance to perform the task. 

Figure 1: The “Content Continuum” 

Instead of a line between these systems, it is  
important that they be designed together so that 
the knowledge, skills, and information can be  
allocated appropriately. And, the ISD practitioner 
can add value to the design process, as can the 
technical writer and the information systems types 
(e.g., programmers, database architects, CBT  
authoring specialists, etc.). 
 
But, designing an integrated performance system 
requires a different mindset than many ISDers 
practice—those of us in the T&D profession need 
to think in terms of building T&D systems versus 
“one-offs.” “One-off” training is training that is 
viewed as a single event. An implicit assumption is 
that once today’s target audience receives the 
training, you will never need it again. Minimal  
effort is placed on documentation, repeatability, 
demand forecasting, etc. “One-off” training is 
easy to bring to market quickly, but it can be very 
inefficient when it gets reinvented periodically as 
the target audience members change over time  

(e.g., when people leave the department or the  
department grows). 
 
You may still need to do “one-offs” occasionally, 
but they should be exceptions and should be kept 
as fairly “low budget.” In most cases, the audience 
size and/or the length of time the T&D would be 
supported probably warrant looking at the  
solution as a system that will need to be sustained 
over a period of time, rather than a one-time 
event. 

How and Why We Should Blur the 
Line  
One goal is to take the shortest route to  
performance. Learning is only valuable if it  
supports performance! But, creating a wonderful 
system that allows an unskilled performer to  
perform a complex job with no training is only 
worthwhile if it truly is the optimal path to  
performance. It might be, but then again, it might 
not be!! 

!The system might take too 
long to build/test/roll out. If 
you have a need that is  
immediate and/or is likely to 
change significantly or expire, 
it may not be worth the  
investment. 

!It might be too costly to  
maintain and support the  
system once it is built. 

!The job might become so  
unrewarding that you end up with constant  
turnover. (On the other hand, if you already have 
constant turnover, this type of approach might 
make more sense than continuous training!)  
 
Like any design discipline, there are a lot of  
considerations. Here are some of the basic  
decisions to be made when designing integrated 
T&D/performance support solutions. 
 
!Is the target content intended for one-time use 

(to climb the learning curve) versus ongoing 
use? 

!How much of the knowledge can/should be 
placed in the heads and hands of the  
performers via T&D versus information in a 
reference tool? 

!How much of the skill can/should be placed in 
the performers via T&D versus engineered into 
the capability of the support tools? 

!How much of the trip up the learning curve 
can/should be guided by a facilitator versus a 
learning support system? 

(Continued on page 28) 

Performance Support 
(Reference 
Information) 

System 

*  May also be provided to the performer through experience or management coaching/direction – the 
bottom line is that it is learned. 

T&D* 
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Pricing 
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Application 

Overcoming 
Objections 

Performer 
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We need to get 
our T&D/
performance  

support  
products done 

faster, and they 
need to “pack 
more punch.” 

(Continued from page 27) 

The Bottom Line  
The workplace is getting more complex as  
technology and regulation impact more work 
processes. The rate of change (new products, 
processes, and tools) is increasing as companies 
continue to focus on “time to market” and more 
of their products and tools are software-based 
(which makes them easy to revise). And  
organizations are getting larger, which means  
people may change roles more rapidly and  
companies sometimes work harder to standardize 
performance to drive down costs and cycle times 
and improve quality. 
 
The above also means the training and  
performance support job will only get bigger. We 
need to get our T&D/performance support  
products done faster, and they need to “pack 
more punch.” They need to rely less on human 

effort (instructors) to minimize overhead and  
variability, but they need to be managed more  
effectively (which often requires human coach-
ing). They need to be easily revisable and expand-
able. 
 
Ultimately, we need to expand our vision beyond 
an “either-or” regarding “training and  
nontraining” solutions and consider designing  
integrated systems that develop and support  
performance. CADDI’s lean-ISD approach, the 
PACT Processes for T&D, is a methodology that 
has been used numerous times in projects and 
enabled the design of these integrated systems 
within a project structure that ensures accurate 
content, rapid cycle time, and user acceptance. 
 
PACT is a set of structured ISD-type methods applicable 
to T&D and integratable with non-T&D solution design 
methods.!!!!! 

Happy Holidays from CADDI 

2000/2001 
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What, then, is 
knowledge  
management? It 
is the collection, 
storage, and  
distribution of 
knowledge  
artifacts that will 
protect the  
business and  
improve its  
ability to compete 
and earn a return 
on investment. 

Let’s start with the premise that business leaders 
want to protect and improve a business with the 
intent of maximizing their return on investment. 
That premise is evident in the everyday choices 
made by business leaders around the country. As 
far as I know, no business school in the country 
teaches otherwise. With that premise in mind 
when considering the recent knowledge  
management frenzy, I wonder if we’ve seen some 
of this before.  
 
Think back to 1984 when the U.S. economy was 
showing few signs of vitality—or life, for that 
matter. Certain sectors were sinking fast and  
dragging the country down. The markets were flat; 
the Dow hadn’t moved upward much in years. In 
the midst of all this, Claire Crawford-Mason and 
Lloyd Dobbins, on behalf of NBC, put together a 
historic white paper. “If Japan Can . . . Why Can’t 
We?” has proven to be historically significant for a 
number of reasons, but perhaps the most  
important is that it introduced the country to a 
statistician named Dr. W. Edwards Deming. The 
quality movement, already underway, was given a 
name, a face, and a purpose. 
 
Fundamentally, quality management, later known 
as Total Quality Management (TQM) and all its 
pieces such as Statistical Process Control (SPC) 
and Quality Function Deployment (QFD), was a  
mechanism that management could use to gain 
control over the processes used to produce just 
about everything. Improving the quality of the 
product produced or service provided could gain 
back competitive advantage. 

Evolution of TQM 
The quality movement evolved over time. In the 
early years, the industry used unique definitions 
and unique language and promised to change the 
world. (I went back to a bunch of literature I  
collected and sure enough, “change the world” 
was in there.) 
 
In its broadest appeal, Deming instructed, pleaded 
with, berated, and often belittled managers to  
understand leadership’s role, to understand  
organizations as systems of processes, and to stop 

using the methods that were driving the economy 
in the wrong direction. 
 
Coupled with the broad approach of Deming,  
specific tools and methods focused on work  
processes, tasks, and procedures. SPC offered a 
mechanism to understand variation in production 
errors, cycle time, sales, and a bunch of other 
things. QFD gave engineers a way to translate  
customer requirements into specific engineering 
specifications. International Organization for 
Standardization (ISO) standards rewarded a  
company’s focus on quality management with  
access to overseas markets. 
 
Camps began to appear in the market. Many  
subscribed to Deming’s teaching. He found an 
audience rooted in the disenchantment of then-
current management practices. His advocates 
sought a groundswell approach to changing 
American companies. Brian L. Joiner, one of 
Deming’s most sought after “disciples” (no  
kidding, that was the word used to describe him), 
advocated teaching every employee in a company 
the basics of quality improvement. The logic was 
simple enough. Give those doing the work the 
knowledge and means to make improvements and 
they will do just that. In some companies it 
worked. In many companies it worked for a  
period of time, but the momentum became  
unsustainable.  
 
Simple logic, foreseeable results. Unfortunately, 
some of the grass-roots improvements were  
undoing the benefits of other grass-roots im-
provements. Management was unprepared for the 
real requirements necessary to manage “total” 
quality and the impact to current management 
models, thinking, and processes.  
 
Many moved to another camp to follow Dr.  
Joseph Juran. Juran, a businessman, subscribed to 
the notion that not all American management 
practices were bad and that quality improvement 
was another tool to be exploited for the improved 
profitability of the company. In short, Juran  
advocated a method of selecting the most  
appropriate enterprise-level improvements based 

(Continued on page 30) 

DÉJÀ VU ALL OVER AGAIN 

Knowledge Management—Have 
We Seen this Before? 
by Brian D. Blecke 
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We are early in 
the knowledge 

management 
game, yet we  
appear on a  
similar path 
taken by the  

quality  
movement. 

(Continued from page 29) 
on the return the effort would bring to the  
company. Controlling the quality improvement of 
a company made for good business and a  
sustainable business model. 
 
Juran’s model was less emotionally appealing, but 
perhaps had a more solid business footing. 
 
Quality as a practice hasn’t disappeared. In a  
recent Fortune magazine, Pella (the window  
company) was highlighted as relentlessly using 
kaizen to improve the business. Kaizen is quality 
talk (from Japan) for continuous improvement. 
They applied quality in a way that combined the 
grass-roots appeal with clear-headed business  
decision-making. 
 
The companies that had the best success with 
quality management found a balance between the 
strategies of the two camps.  
 
In the end, the aforementioned premise was  
exactly the case. Business leaders sought to  
protect the enterprise and maximize return on 
investment, and quality management provided a 
new methodology and tools to gain that  
advantage. 
 
Today, the economy is vital—although the stock 
market is a little bumpy. That is a very different 
set of circumstances than in 1984. Like in 1984, 
the economy is driving a need to control and  
improve the return on a facet of business  
untouched until recently: knowledge management. 
 
Business leaders still seek to protect the company 
and improve the company’s bottom-line position. 
Quality management, while not entirely a thing of 
the past, has seen its heyday in helping American 
enterprises. It has become part of the  
management landscape. 
 
What is knowledge management? Well, I imagine 
there are plenty of definitions to choose from. For 
me, it’s pretty simple. Perhaps an example will 
illustrate. Several years ago, while I was supporting 
a large manufacturing client, a new product was 
on the drawing board. The new product was  
supposed to draw from past products—adding a 
nostalgic feel to a current design. The most  
prominent feature on display was to be eye-
catching and inspire the customer to pull out the 
checkbook. When the product specifications 
made their way to product design, the design 
process stopped. Why? The person who held all 

the knowledge regarding designing that kind of  
feature had retired a year earlier. No one else in the 
company possessed the knowledge to design it. 
The company hired the retired resource back as a 
consultant, under significant pressure and a  
carefully written contract to do the work.  
Recognizing the problem, the company made sure 
others observed the work and understood the logic 
involved. 
 
What, then, is knowledge management? It is the 
collection, storage, and distribution of knowledge 
artifacts that will protect the business and improve 
its ability to compete and earn a return on  
investment. Controlling the knowledge inherent in 
the company is a means to gain competitive  
advantage through the utility of ideas. 
 
We are early in the knowledge management game, 
yet we appear on a similar path taken by the  
quality movement. Vendors, consultants, and  
others in the know are using unique definitions and 
unique language and are promising to change the 
world (just read some of the literature being 
pumped out today), just like 15 years ago. 
 
Camps of knowledge management are already 
forming. Harvard Business Review chronicled two  
major knowledge management circles: codification 
and personalization. Though less distinct than the 
Deming and Juran approaches, the camps are 
unique. Please note, Harvard chronicled two huge 
buckets and, like the quality management  
comments above, an infinite number of  
combinations can exist peacefully. 
 
The first method identified by Harvard, 
“codification,” uses database-driven inventories of 
content and information. They make available for 
review and reuse the information and materials 
generated by other employees. Rules exist and are 
applied for data storage, maintenance, and  
retrieval. There is a heavy investment in IT.  
 
The scale of data storage can cover the gamut, 
from a little data to a lot of data. As the scale 
grows, the amount of data becomes a challenge to 
maintain, search, retrieve, and sort. At question 
here are the rules to be applied. What goes in? For 
whom? What is the naming convention? Who  
approves the information as appropriate or best in 
class? How long does the data stay? How do we 
make sure we don’t have contradictory  
information in the database? 
 

(Continued on page 31) 
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The legacy of 
quality  
management is 
still with us, the 
lessons still  
linger. Blindly 
choosing one 
camp over  
another is risky 
business. Apply 
the same restraint 
to knowledge 
management. 

(Continued from page 30) 
When those questions are left unanswered, one 
should wonder how the company is protected and 
the profit maximized when there is too much or 
the wrong data in the system. Time and money are 
eaten up by all facets of downstream work  
affected by poorly established rules at the front. 
This is similar to the impact experienced by those 
companies that dove head first into a “teach  
everyone something about quality management” 
approach. Too little control exerted causes  
significant problems.  
 
“Personalization,” the other category defined by 
Harvard, channels personal expertise and rigorous 
advice to strategic problems. Less dependent on 
the IT world for data storage, personalization  
utilizes an infrastructure that facilitates  
communication. It’s a different kind of “corporate 
directory.” Find the right expert, collect  
appropriate information/suggestions, and go solve 
the problem. Many questions are left to be  
answered here, too. Who are the experts? In what? 
What kind of track record does the expert have? 
 
Choosing to use either kind of knowledge  
management in isolation is a bad choice. Blending 
them to an appropriate degree is the challenge. 
But how? How do we blend them? How do we 
start with the premise that we want to blend the 
approaches, like we saw in the quality  
management field?   
 
Apply judgment. Apply a CAD. A Curriculum 
Architecture Design project drives both a  
performance orientation to all content and  
ensures a business approach to it all. 

A CAD project is a good stepping stone step to 
managing the challenges presented by knowledge 
management. Why? Because a CAD wires in  
judgment and decision-making. Here are a few 
examples of how. A CAD  
 
!Will identify, categorize, and package  

knowledge for a mission-critical target  
population 

!Utilizes master performers to provide their 
knowledge (master performers are probably a 
better choice than the less-than-master  
performers, don’t you agree?) 

!Creates a steering team to oversee the collection 
and packaging of the data 

!Modularizes the content into packages that fit 
neatly into the codification strategy 

!Brings to light the places where the codification 
strategy and the personalization strategy should 
be applied 

!Identifies the life cycle of content in the  
knowledge management system (think of  
volatility) 

 
The legacy of quality management is still with us, 
the lessons still linger. Blindly choosing one camp 
over another is risky business. Apply the same 
restraint to knowledge management.  
 
Business leaders must collect, share, and maintain 
appropriate enterprise knowledge to protect the 
business and maximize profitability. As you travel 
the road ahead and again watch a growing big deal 
with all the potential to truly “change the world,” 
consider how you will blend your knowledge  
management approach to protect the business and 
maximize profitability.!!!!! 

CADDI consultants have used the PACT analysis  
processes/methodologies in the past to assist our clients 

in their TQM efforts.  
 

While we would have called it HPT, as with a “rose,”  
improvement smells sweet to the shareholder no matter 

what its name. 
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This article continues the series begun in the last 
issue of lean-ISD on CADDI’s perspective  
regarding knowledge management systems (KMS). 
Eventually this series will get to what “e” has to 
do/can do/will do with enterprise-enabling, per-
formance-based, push-pull KMS. (KMS is  
defined previously in this newsletter.) 
 
Information technology (IT), as promised, has 
begun to cross our paths with huge opportunities, 
challenges, and pitfalls, as well as tremendous  
rewards for the (eventually) successful. CADDI 
is/has been of the “blended camp” regarding this 
“e” thing. In our mind, “e” deployment  
mechanisms should augment “t” (traditional)  
deployment mechanisms. To us, KMS is simply an 
extension and combination of instruction and 
noninstruction using electronic delivery means. 
 
But as the saying goes, first things first. 
 
This article series will provide some background 
on our inspiration, thoughts, and real-world  
experiences that shape our perspective. This  
article will overview four stages to get to a push-
pull KMS using both CADDI’s PACT Processes 
and the Governance and Advisory System  
articulated in our T&D Systems View model and 
article series. Succeeding articles will dive deeper 
into the four stages. 
 
Our goal is to share with our fellow PACT  
practitioners some of our thoughts and insights. 
We hope you find it useful. Please advise me at 
guy.wallace@caddi.com one way or the other. 
Thank you in advance. 

Some Key Inspirations 
Key to our thinking is concepts, models,  
examples, and experiences—numerous  
experiences. 
 
I have been involved in 70 Curriculum  
Architecture Design  (CAD) projects since 1982. I 
have been developing T&D since 1979 and still do 
today. One of my last courses developed was 
“Material Flow,” where we took the concepts and 
mechanics of Synchronous Flow (from the book 

The Goal by Eli Goldratt) and applied them to our 
client’s specific reality (with approval from the 
process copyright owners). I’ve developed more 
than 150 days of T&D and more than 5,000 pages 
of self-paced T&D. Just because I’m a partner at 
CADDI doesn’t let me escape the real-world work 
in the trenches—no one here does. 
 
Key inspirations that have formed our thinking 
have come from many sources. At the top of the 
list is the work of Dr. Geary A. Rummler, now of 
the Performance Design Lab. 
 
Additionally, Dr. Dale Brethower, Tom F. Gilbert 
(deceased), Bob Mager, Joe Harless, Donald  
Bullock (deceased), Neil Rackham, Tom Gibson, 
W. Edwards Deming (deceased), and Donald  
Dewar have been my greatest influences.  
 
I have an ISD-HPT-QC-TQM-Product  
Management perspective born from readings,  
conference presentations attended, and my own 
T&D work in the trenches on these topics and 
techniques. 

Some Key Concepts 
First some key concepts and background. 
 
Push-pull is used here as borrowed from the  
marketing world. Some products are “pulled” by 
the marketplace from the supplier, and others are 
“pushed” to the marketplace by the supplier. And 
in today’s world, some E-mail is pushed to you so 
that you might click and then pull more, if you are 
interested. 
 
“You may already be a millionaire” mailings are 
pushed. Credit card mailings that you didn’t really 
want are pushed. Free trial-sized items in the  
mailbox are pushed. Pesky car salesmen hounding 
you as you walk in the door, and every two  
minutes thereafter, are push/pushing/pushy. 
 
Web site ordering systems enable pull. Self-service 
stores are pull. Ordering your next car via the 
Web (no salesman will call) is pull. 

(Continued on page 33) 

“E” FOR EFFICACY 

Push-Pull Knowledge Management 
Systems 
by Guy W. Wallace 

To us, KMS is 
simply an  

extension and 
combination of 
instruction and 
noninstruction 
using electronic 
delivery means. 

Some products 
are “pulled” by 
the marketplace 

from the supplier, 
and others are 

“pushed” to the 
marketplace by 

the supplier.  
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In our view,  
performance-
based T&D is 
just another  
engineered  
product that  
either meets the 
needs of its  
customers and 
their stakeholders  
satisfactorily, or 
it just won’t sell. 

(Continued from page 32) 
In running T&D as a business within the business 
(or enterprise), many other functions in a typical 
corporation might be mimicked. Benchmarking 
them and adapting their systems and processes is 
pull. In our view, performance-based T&D is just  
another engineered product that either meets the 
needs of its customers and their stakeholders  
satisfactorily, or it just won’t sell. 
 
And if it doesn’t sell, the T&D product will die or 
be reworked, replaced, or outsourced until that 
very real enterprise need is met satisfactorily. It is 
not necessarily always met perfectly, just  
satisfactorily, which may vary tremendously from 
one enterprise process to another. Customer order 
fulfillment beats paper clip replenishment each and 
every day on everyone’s priority radar screens. 
Order fulfillment T&D beats out generic time  
management, or at least it should. 
 
Exceptionally well-engineered products/services that 
really meet the needs were highly and successfully 
informed. Their development teams and efforts 
must hear the voice of the customer loud and 
clear, and whatever isn’t spoken out loud is  
figured out nonetheless. And the T&D product 
must have the right stuff, at the right price, at the 
right place, and with the right promotion going 
for it. 
 
Those four Ps (product, price, place, and  
promotion) were informed by a typically deliberate 
process—by design and not by chance. Our  
favorite way. 
 
Known by many names, including the most  
popular label – marketing, it is the deliberate  
process of figuring out what is needed by the  
marketplace that provides something of value 
back to the enterprise.  
 
Marketing informs, but not in a one-way street  
fashion. Other labels for this marketing concept 
include brand management, product management, 
product development, etc. 
 
In our minds, marketing has two fairly distinct 
halves. The front half of marketing precedes prod-
uct development and informs engineering/
development/manufacturing of the market needs 
and conditions. The second half supports and  
informs all involved from there on out, including 
internal and external customers involved in the 
sales processes and in any of the after-the-sale 
process needs.  

The first half informs internally to all involved in 
the product development, and the second half 
informs externally to the enterprise’s development 
team—this includes internal departments as well 
as customer chain external audiences. 
 
What’s all this got to do with KMS? While KMS is 
more like a combination of T&D and non-T&D 
(examples, forms/templates, job aids of various 
types), it is a set of “products” that either meets 
the needs of its stakeholders, or it doesn’t. Our 
mental model has always included non-
instructional items in the performance-based T&D 
product mix.  
 
Development, beyond training, is learning how to 
perform, which includes using the tools and data/
information and everything else in the perform-
ance environment to get a job performance done. 

Push-KMS 
Push means pushing the product/service out to 
customers. It might be demand driven. It is as true 
for T&D and other noninstructional product  
offerings as for your enterprise’s core products/
services.  
 
Some training is mandated by law/regulation,  
industry standard, or internal policy. Sometimes it 
is available mainly to recruit and retain staff and 
reduce turnover headaches and costs. 
 
Some T&D is driven by either formal policy or  
informal tradition because the cost-of-
nonconformance (CONC) is assumed to be, or 
really is, just too great to take the risk. Risk  
managers in the enterprise may have pointed out 
the serious/costly consequences, and then  
proactive steps were taken to avoid the  
nonconforming results. 
 
When the enterprise deliberately desires to have 
certain target audiences be competent and able, it 
needs to push the content/data/tools out to these 
audiences (or bring them in) and have them learn 
them—no kidding!  
 
Push-T&D is deliberate and has a business-
minded purpose. It is one way the leadership  
protects and/or perfects the enterprise. It is seen 
as an investment and not just an expense. And it 
has an expected return of additional revenues 
and/or costs reduced. 
 
Performance-based T&D can help with the  
human asset performance and productivity  

(Continued on page 34) 
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(Continued from page 33) 
regarding the human’s job-relevant awareness, 
knowledge, and skills. As a performer, I may need 
to be aware of, knowledgeable about, or skilled in 
the use of policy, procedures, tools, equipment, 
materials, as well as with job aids or examples or 
templates. 
 
What does KMS really claim to be or to do that 
isn’t T&D? To me, KMS is just new words on 
some old T&D concepts that have been put on 
steroids due to the computer and the Internet and 
that are currently limited by bandwidth issues. I will 
agree that KMS as typically espoused is a much 
more complete concept than most traditional T&D 
professionals’ paradigms of T&D. Too often 
T&D professionals have had a narrow view of 
what T&D is/could be.   
 
T&D deployed via “e” mechanisms that is  
deliberately pushed to target audiences for  
business reasons is push-KMS content, in its 
broadest sense. What then is pull-KMS content? 

Pull-KMS 
Pull means letting the customers get your  
products/services by pulling. This is true as well 
for T&D content.  
 
Think of self-paced videos, audiotapes, books, 
booklets, job aids, CBT, and CD-ROMs. Whether 
deployed via “e” (electronic with appropriate  
enabling broadband) or not, these are pulled by 
target audiences, and perhaps disabled for certain  
audiences. 
 
But what I worry about here is by whom and how 
will the gate keeping be accomplished (gate keeping 
as in who will direct or allow others to partake of 
the content)? Does every business owner or  
manager need to pay attention as to where the 
time and attention of their staff is focused? You 
bet. 
 
And even more so, who will be the gatekeeper for 
purchasing or building the content that we will 
allow others to partake of? 

KMS for an ROI and EVA 
Filling up a KMS electronic warehouse with 
“tons” of content, data, tools, etc. might make the 
executives happy—maybe at first. But later they’ll 
discover the quagmire of uncontrolled content 
that they allowed to be built and that must be  
administered or managed, and they will soon  
extract themselves and go on to something else to 

positively affect the enterprises’ bottom lines. And 
an opportunity for better knowledge management 
on behalf of the enterprise will have been  
squandered.  
 
Will the KMS content be in enterprise  
management control? Should it be? We adamantly 
think so! 
 
Costs incurred to generate new KMS content 
chunks should indicate a willingness to either keep 
it up to date or to delete it when stale, or why 
bother in the first place?  
 
If KMS postdevelopment content maintenance is 
not done (at an additional cost beyond first costs 
to create/acquire), who will count up the damages 
done to the enterprise due to misinformed  
performers inadvertently learning or drawing  
insights from outdated or just plain wrong KMS 
chunks? 
 
Uncontrolled development of pull-KMS content 
chunks, just because you can, leads to all sorts of 
uncontrolled costs, both for new development 
(first costs), as well as for maintenance (life-cycle 
costs).  
 
From an investor standpoint, is this a good thing? 
It is if there is a return. And if that were the case, 
then a push approach would have been in order. 
And if there is no return, why are we bothering?  
 
What is the enterprise-relevant point of all of this 
KMS stuff?  
 
In our minds, it should be to enable humans in 
critical enterprise processes where the returns far  
exceed the costs—even at a learning organization! 
It’s still all about performance and ROI. It’s still a 
business decision. 
 
Charging full-steam ahead with KMS and charging 
the shareholders at the bottom line must serve the 
shareholders’ purpose. Hoping for “knowledge 
accidents” where we serendipitously provide 
(capture and deploy/make available) KMS chunks 
that foster creativity is by chance. Too much  
content in the KMS could be a bad thing, because 
it may be too costly to administrate and maintain. 
 
Would you rather be good or lucky? Can you be 
lucky every day at every opportunity? Or can you 
be good more consistently than lucky? 
 

(Continued on page 35) 
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(Continued from page 34) 
If you wish to be good more often than not, the 
next section presents an overview of four stages 
to get you to a performance-based, push-pull 
KMS with a focus on enterprise ROI and EVA. 

Four Stages to a Performance-
based/Push-Pull KMS  
The four stages to getting a performance-based/
push-pull KMS into place, operating it, and  
maintaining it are listed below. 
 
1.   KMS Business Case Development. A case is 

made or is not made for the investment in  
respect to the forecasted returns. This stage  
requires KMS needs definition, sizing, and 
costing; establishing a KMS vision; establishing 
the KMS goal; planning and conducting  
benchmarking efforts; and specifying the plans 
for developing an internal business (much like 
any other subsidiary) to meet the internal  
customer’s needs for KMS content chunks 
(which CADDI’s PACT Processes for T&D 
calls instructional activities or developmental 
activities). 

2.   KMS Analysis and Design. The content  
analysis and design/development processes, as 
well as all deployment processes, are  
determined, designed, and implemented,  
including the environmental assets required in 
the infrastructure and the human asset  
requirements to work the provided  
environment and make the processes go. 

3.   KMS Initial Development and Implementa-
tion. The initial KMS content is created, 
stored, deployed (push), or retrieved (pull). 
This is costly. And, according to our model, 
only push-audience needs are addressed, but 
addressed in such a manner as to facilitate  
related pull-audience needs. By definition, the 
needs of pull audiences never warrant meeting 
those needs. If we discover that there is a  
significant return on meeting those needs, then 
the pull might become push. 

4.   KMS Operations and Maintenance. KMS  
content is deployed to push audiences and 
made accessible to pull audiences as need-to-
know constraints dictate. Not all things should 
be shared over the enterprise intranet, as it 
makes it much easier to find its way to the 
competition. 

 
Of course, we always fit in our PACT Processes 
for T&D where we see a fit. PACT has always 
been about high-payback T&D—T&D in many 
forms, at many levels: awareness, knowledge, and 
skills. It includes information that might be  
overviews/orientations/instruction, examples and 
demonstrations, and many types of applications, 
including real work and simulations. 

Stage 1: KMS Business Case  
Development  

Either the results of an effort to formulate a  
business case for KMS sells the decision-makers, 
or it does not. Hooray for the investors when that 
is the case! Either way, if the business case sells or 
doesn’t sell, the investors/shareholders always 
win! 
 
A business case effort that proves the need for 
KMS by identifying the costs of nonconformance, 
as well as the costs of conformance for putting a 
KMS in place, makes the entire process a rational 
business practice. 
 
In today’s world where many industries and  
enterprises are seeing their playing fields equalized 
by the general availability of both process and 
equipment to all of their competitors, finding 
sources of competitive advantages have lead many 
to target the improvement of capability for key 
human assets in critical processes within the  
enterprise. 
 
This effort sizes the enterprise needs and costs out 
“doing nothing” as well as “doing other  
various options.” 
 
Doing something involves both first costs and 
life-cycle costs. And with any business operation, 
there are certain capital and noncapital costs that 
will be incurred, anticipated or not, if the effort is 
to be successful. A Steering Team of business 
leaders should be leading this and making  
decisions and/or affecting the decisions being 
made. 

Stage 2: KMS Analysis and Design 
In this stage, the KMS content analysis and  
design/development processes, as well as all  
deployment processes, are determined, designed, 
and implemented. This includes the environ-
mental assets required in the infrastructure and the 
human asset requirements to work the  
provided environment and make the processes go. 
 
This is where CADDI’s PACT Processes can 
come into play. It is also where our T&D System 
View model comes in, with its most critical  
Governance and Advisory System structure/
apparatus. 
 
The architecting of both the processes and the 
products is done here and implemented in the 
next stage. 

(Continued on page 36) 
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Stage 3: KMS Initial Development and 
Implementation 

In this stage, the initial KMS content is created, 
stored, deployed (pushed), or retrieved (pulled).  
 
This is costly. And according to our model, only 
push-audiences’ needs are ever addressed. But 
they are always addressed in such a manner as to 
facilitate the needs of potential related pull  
audiences. 
 
The needs of pull audiences, however, never  
warrant meeting those needs for them alone, by 
our definition. If their needs are to be met, it 
should be deliberate, and then they are considered 
a push audience and not a pull audience. 
 
Then there are the costs associated with related 
performance errors, if they happen. And wasn’t 
the KMS intended to impact performance? So it 
will, won’t it? And if it misinforms, yikes! 

Stage 4: KMS Operations and  
Maintenance 

Ongoing KMS operations involve the deliberate 
(no kidding) deployment of content to push  
audiences, as well as making the content accessible 
to pull audiences as any enterprise need-to-know 
constraints and proprietary information protection 
needs dictate.  
 
Not all things should be shared over the  
enterprise intranet, as it makes it much easier to 
find its way to the competition. 
 
And the inevitable updating chore that exists for 
almost each and every piece of content will add a 
lot of life-cycle expense unless carefully managed.  
 
Avoiding the inadvertent creations of just-slightly 
different, derivative works (in other words,  

redundant content) should keep everyone up at 
night, especially the shareholders.  
 
Every redundant piece of content created is a 
wasted expense as another additional/unnecessary 
first cost, only to certainly be followed by certain 
additional/unnecessary life-cycle costs, including 
administrative costs and then maintenance costs. 

Summary – Push-Pull KMS  
This article focuses on both a push and a pull  
approach to KMS, with a performance-based  
orientation and flavor, as well as a product  
marketing and engineering conceptual bias. 
 
Both push- and pull-KMS require figuring out 
what’s really needed and valued in the first place 
and then engineering the product/service to really 
meet those needs better than any alternative—but 
only for the push-audience needs. Pull-audience 
needs are met by smart product design and  
chunking strategies. 
 
No one who owns and runs a business would ever 
do pull-KMS for its sake alone. Never. That would 
be nonsense, and no business could afford to 
waste its resources in such a manner and be  
allowed to survive.  
 
Pull-KMS content availability must be enabled 
only as a deliberate result of meeting the KMS 
needs of push audiences, never for any other  
reason. 
 
Enterprise-critical push-KMS needs will take care 
of pull-KMS needs. Do that by design, and don’t 
leave it to chance. 
 
We hope that our concepts, models, and examples 
enlighten you and enable you. In the next issue of 
lean-ISD, we will explore Stage 1: KMS Business 
Case in detail. Please provide us with your  
feedback, suggestions, etc. Thank you.!!!!! 

CONC     —       Costs of Nonconformance 
All of the costs due to not being perfect, 
or as perfect as statistically one can be. 

 
COC        —       Cost of Conformance 

The costs to get as perfect as statistically 
possible. 
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Introduction 
Project planners are in the same business as  
fortunetellers . . . we attempt to predict the fu-
ture. But instead of using a crystal ball, we use 
tools like Work Breakdown Structures (WBS), 
Gantt charts, Critical Path Methods (CPM), and 
PERT Charts to help with our prognostications. 
 
For those of you who are new to the field of  
project planning and management, this article  
introduces these four most common project  
management tools. If you’ve been managing  
projects for years, consider this a high-level  
review. 

Work Breakdown Structure – WBS 

Definition 
According to my new favorite (nonfiction) book, 
The Complete Idiot’s Guide to Project Management 
(Baker, Sunny and Kim, Indianapolis: Alpha 
Books, Macmillan USA, Inc., 2000) the “Work 
Breakdown Structure (WBS) is a hierarchical chart 
used to organize the tasks of a project into related 
areas.” A WBS can be documented as a tree  
diagram or as an outline. It’s like a project’s  
organizational chart. 

Features and Benefits 
WBS uses a top-down approach to project  
management. It starts with the project’s overall 
objective and breaks down into milestones and 
tasks that support achievement of the milestones. 
Because projects are segmented functionally, WBS 
facilitates planning resource utilization by match-
ing performance needs to human resource skills. 
In our Tree Method and Outline Method  
examples (see Figures 1 and 2), analysts would be 
assigned to the tasks in 2.0 Analysis Phase, and 
Design Team members would be assigned to tasks 
in 3.0 Design Phase. 
 
One downfall of WBS is that it does not use 
precedence diagramming, so dependencies are not 
apparent. 

 

 
Figure 1: WBS Tree Method Example 

(Please note this WBS outline represents a partial project.) 
 

Figure 2: WBS Outline Method Example 

(Please note this WBS outline represents a partial project.) 

Gantt Chart 

Definition 
A Gantt chart is “A chart that depicts progress in 
relation to time; often used in planning and track-
ing a project. Gantt charts show a graphic  
representation of work on a time scale.” (American 
Heritage Dictionary of the English Language) 

(Continued on page 38) 

THE PROJECT MANAGEMENT SERIES 

Project Management Tools 
Overview 
by Dottie A. Soelke 

WBS for a CAD Project

1.0

Analysis Phase 
complete

Analysis Phase 
complete

Project Planning 
& Kick-off Phase 

complete

Project Planning 
& Kick-off Phase 

complete

Implementation 
Planning Phase 

complete

Implementation 
Planning Phase 

complete
Design Phase 

complete
Design Phase 

complete

1.1 Project Steering Team members 
and chairperson identified, 
recruited, and briefed

1.2 Project Steering Team Gate 1 
review complete
1.2.1 Project Plan 

reviewed/revised
1.2.2 Key issues discussed
1.2.3 Analysis Team members 

identified
1.3 Project Plan finalized and 

distributed
1.3.1 First draft Project Plan 

written and distributed
1.3.2 Project Plan updated per 

feedback from Project 
Steering Team Gate 1 
review meeting

2.1 Target audience demographics 
gathered and analyzed

2.2 Analysis Team meeting complete
2.2.1 Performance Model 

created
2.2.2 Knowledge/Skill Matrix 

created
2.3 Existing training assessed
2.4 Analysis Review Team meeting 

complete
2.4.1 Draft Analysis Report and 

all outputs of the Analysis 
Phase are reviewed/ 
revised

2.5 Analysis Report finalized and 
distributed
2.5.1 First draft Analysis Report 

written and distributed
2.5.2 Analysis Report updated 

per feedback from 
Analysis Review and 
Project Steering Teams

2.6 Project Steering Team Gate 2 
review complete
2.6.1 Draft Analysis Report is 

reviewed/revised
2.6.2 Decision to proceed to 

Design Phase is approved
2.6.3 Design Team members 

identified

3.1 Design Team meeting complete
3.1.1 T&D Module Inventory 

Framework created
3.1.2 T&D Modules spec’d out
3.1.3 T&D Events spec’d out
3.1.4 T&D Paths mapped out

3.2 Individual T&D Planning Guide 
developed

3.3 Design Review Team meeting 
complete
3.3.1 Design Document and all 

outputs of the Design 
Phase are reviewed/ 
revised

3.4 Design Document finalized and 
distributed
3.4.1 First draft Design 

Document complete and 
distributed

3.4.2 Design Document 
complete and distributed

3.4.3 Design Document 
updated per feedback 
from Design Review and 
Project Steering Teams

3.5 Project Steering Team Gate 3 
review complete
3.5.1 Draft Design Document 

reviewed/revised
3.5.2 Implementation Planning 

Team members identified

4.1 Implementation Planning Team 
meeting complete
4.1.1 Development/acquisition 

priorities identified
4.1.2 Issues for going forward 

with development are 
identified

4.2 Implementation Planning Report 
complete and distributed
4.2.1 First draft Implementation 

Planning Report complete 
and distributed

4.2.2 Implementation Planning 
Report updated per results 
of the Project Steering 
Team review

4.3 Project Steering Team Gate 4 
review complete
4.3.1 Draft Implementation 

Planning Report reviewed/ 
revised

1.0 2.0 3.0 4.0

CAD project 
complete

CAD project 
complete

CAD project complete 
1.0   Project Planning & Kick-off Phase complete 
1.1   Project Steering Team members and chairperson identified, recruited, and 

briefed 
1.2 Project Steering Team Gate 1 review complete 
      1.2.1  Project Plan reviewed/revised 
      1.2.2  Key issues discussed 
      1.2.3  Analysis Team members identified 
1.3 Project Plan finalized and distributed 
      1.3.1  First draft Project Plan written and distributed 
      1.3.2  Project Plan updated per feedback from Project Steering Team 

Gate 1 review meeting 
2.0   Analysis Phase complete 

2.1 Target audience demographics gathered and analyzed 
2.2 Analysis Team meeting complete 
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(Continued from page 37) 
Gantt charts look like bar charts. However, Gantt 
charts exclusively depict project progress over 
time. Bar charts, on the other hand, can be used 
to illustrate any kind of axis measurement. 

Background 
The Gantt chart was developed by and named for 
an American engineer named Henry Laurence 
Gantt (1861-1919). 

Features and Benefits 
Gantt charts are particularly good for visualizing 
an entire project through a period of time and 
comparing planned project schedules to actual 
project progress. I used to recommend Gantt 
charts for simpler projects because they lacked the 
precedence-diagramming feature. However, sev-
eral project management software packages have 
added this functionality to their Gantt charting 
feature. Today’s project managers can even elect 
to have their Gantt charts show critical path. My 
Gantt chart example (in Figure 3) depicts critical 
path tasks in red, and task completion status is 
indicated by a black horizontal bar running 
through the task bar. 

Critical Path Method (CPM) 

Definition 
Critical Path Method (CPM) is a precedence-
diagramming network system. Most definitions of 
CPM tell us that the critical path is the longest 
path through the project. Perhaps a better way to 
explain a critical path is to say that when the  
duration of a task or activity on the critical path 
changes, the length of the whole project changes. 
For example, if you are putting an addition on 
your house, acquiring the proper permits is on the 
critical path because the work cannot begin until 
you have them. If you estimated that acquiring the 
permits would take five days, but it actually took 
seven days, the length of the project is increased 
by two days. 

Background 
James E. Kelly and Morgan R. Walker are credited 
with “inventing” critical path methodology. Both 
were working for the E. I. Dupont Company at 
the time (mid-1950s) when they came up with this 
concept. Dupont tested CPM on the construction 
of a chemical plant and several maintenance  
projects and claims to have saved more than $1 
million during the first year they used it. 

(Continued on page 39) 
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Figure 3: Gantt Chart Example 



 

Winter 2000                                                                                                                                                                                39 

(Continued from page 38) 

Features and Benefits  
In most projects, there are tasks that can be  
conducted simultaneously with other tasks, and if 
one of these tasks is completed earlier or later 
than planned (whatever the reason), the length of 
the project is not affected. These tasks are not on 
the critical path, but because the CPM technique 
makes these tasks visible, resources can be  
allocated more efficiently to meet deadlines. 

PERT Chart 

Definition 
A PERT (Program Evaluation and Review  
Technique) Chart is an event-oriented, network 
analysis technique that employs the critical path 
and precedence-diagramming methodologies to an 
optimistic, probable, and/or pessimistic task/
activity duration estimate. 

Background 
In the two-year period of 1957–1958, Lockheed 
and Booz, Allen, and Hamilton teamed up with 
the management scientists in the Special Projects 
Office of the U.S. Navy to manage the 3,000+ 
people who were involved in the development of 
the Polaris Missile. They devised and used a  
technique called Program Evaluation and Review 
Technique to manage the massive project. It is the 
use of PERT that is credited with completing the 
project more than two years early. 

Figure 4: PERT Chart Example Using CPM 

Features and Benefits 
PERT Charts are used to estimate project duration 
when there is a high degree of uncertainty  
regarding the individual activity duration estimates. 
They are particularly useful for calculating the  
duration of a project given several sets of circum-
stances to calculate probable, optimistic, and  
pessimistic estimates of task durations. This type of 
chart is also a good tool for spotting tasks/
activities that can be performed simultaneously or 
in overlapping time periods to make efficient use 
of resources and meet deadlines. 
 
Some PERT Charts use boxes or circles to  
represent tasks/activities and lines or arrows to 
indicate dependencies; this is called the Activity on 
Node (AON) method. Other PERT Charts use 
arrows to represent the activities and circles to  
represent events; this method is called Activity on 
Arrow (AOA). 
 
The example in Figure 4 below illustrates both 
PERT Charting and CPM. The critical path is 
shown in red. (Shadowed boxes represent summary 
tasks.) 

Summary 
Using WBS, Gantt and PERT Charts, and CPM 
will improve your accuracy in forecasting projects 
and helping to ensure their success. If you are  
interested in more detail and application  
information about these four tools, it’s certainly 
available. The Project Management Institute and its 
Project Management Body of Knowledge (PMBOK) are 
good places to begin your quest (www.pmi.org).
!!!!! 

Lockheed and 
Booz, Allen, and 
Hamilton, and 
the Special  
Projects Office of 
the U.S. Navy 
devised a  
technique called 
Program 
Evaluation and 
Review  
Technique 
(PERT). 



40                                                                                                                                                 THE CADDI NEWSLETTER 

 
 

“e-learning” 
Electronic 

CADDICADDICADDICADDI    
 

At CADDI 

Performance-based 

Content Is KingContent Is King  
because performance rules the kingdom 

 

 

The “e” channel will get that part of the blend “there” 

faster and cheaper . . . 

and better, but only 

IF 
great ISD guides what was deployed. 

 

Our ISD processes, 

the PACT Processes for Training & Development, 

help ensure that enterprise process performance improves 

IF 
awareness, knowledge, and skills 

are at the root of your performance problems and opportunities. 

 

 

CADDI Does 
Performance-based 

T&D/Learning 

“t-learning” 
Traditional 

“pb-learning” 
Performance-

based 

It’s all about 
Enterprise 
Process 

Performance 
Improvement:  

 
EPPI SM 



 

Winter 2000                                                                                                                                                                                41 

It is our  
contention that 
all human  
performance in 
any enterprise 
process can be 
categorized into 
one of these  
Super AoPs. 

This article continues the series begun in the  
winter 1999–2000 issue of lean-ISD on CADDI’s 
model of Areas of Performance (AoPs). AoPs are 
part of our lingo for Enterprise Process  
Performance Improvement (EPPI), with each AoP 
being a major chunk of human performance within 
enterprise processes. 
 
Our goal is to share with PACT practitioners some 
insight for their analysis efforts as they begin  
performance modeling by establishing Areas of 
Performance. These AOPs will be used to  
complete the Performance Model charts that later 
facilitate systematically deriving all of the human 
and nonhuman enablers for ideal performance. 
 
Another goal was to begin to share with you  
another of my books in progress as well as to force 
me to keep writing it. I hope you have found it 
useful. Please advise me at guy.wallace@caddi.com 
one way or the other. Thank you in advance. 

The Super AoPs 
The Super AoPs include 
 
!Leadership 
!Work Planning and Management 
!Human Asset Planning and Management 
!Environmental Asset Planning and Management 
!Individual Contributions 

 

It is our contention that all human performance in 
any enterprise process can be categorized into one 
of these Super AoPs. Therefore, they can be used 
to both diagnose (conduct analysis) and construct 
(conduct design/development).  
 
Four of the Super AoPs are somewhat 
“managerial” in nature, and one is “individual 
contributor” in nature. Most managers usually 
have some individual contributions to make on 
the job, as well as a boatload of managerial  
responsibilities. Individual contributors 
(nonmanagers) may even have responsibilities for 
tasks and outputs that cross the line into fuzzy/
gray areas of supervising/leading/managing  
themselves and others. 
 
Leadership involves setting the direction and  
communication of the vision, mission, and goals 
of the enterprise. 
 
Work Planning and Management involves planning 
work based on the vision, mission, and goals of 
the enterprise, for the long term, medium term, 
and short term (including setting the daily goals), 
and then managing it all as needed to make it  
happen (or readjust for the inevitable changes in 
most performance situations), and then making it 
happen. 
 
Human Asset Planning and Management involves  
determining, based on the work plans, what  
humans (with what knowledge/skill/attributes/
value requirements) are needed within the  
processes to meet the work plans, and then  
managing them consistent with the plans and  
policies (among other things) to make it happen. 
 
Environmental Asset Planning and Management  
involves determining, based on the work plans, 
what environmental assets are needed within the 
processes to meet the work plans, and then  
managing them consistent with the plans and  
policies (among other things) to make it happen. 
 
Individual Contributions involves making non-
managerial contributions, which could be on the 

(Continued on page 42) 
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Humans exist 
and perform 
within their  

environments. 
These  

environments  
either provide the 

right  
environmental 

stuff, or they do 
not.  

(Continued from page 41) 
plates of both managers as well as nonmanager 
individual contributors. 
 
It’s kind of complicated just because it is and for 
no other reason. 

The Super AoP: Environmental Asset 
Planning and Management 
This article focuses on the Super AoP targeted at 
the planning and managing of all of the non-
human components of the enterprise processes, 
those infrastructure elements that include all 
 
!Data/Information Requirements 
!Facilities/Grounds Requirements 
!Tools/Equipment/Machinery Requirements 
!Materials/Supplies Requirements 
!Financial Asset Requirements 
!Balance-of-Consequence Requirements 

Humans exist and perform within their  
environments. These environments either provide 
the right environmental stuff, or they do not.  
 
If they don’t, process performance is impaired. 
The repair of this requires either super-Herculean 
efforts by the humans (a nonsustainable endeavor) 
or an allocation of the right quantity of quality, 
timely environmental supports. Close the gap. 
 
The Super AoP of Environmental Asset Planning 
and Management includes the “care and feeding” 
of all things nonhuman that are required to enable 
process performance. 
 
Let’s look at each type of environmental support 
required by those humans, the ones that are truly 
the enablers of high-level performance. 

Data/Information 
This environmental support includes items  
such as 
 
!Instructions 
!Policies/procedures 
!Work rules 
!Laws/regulations/codes 
!Contracts 
!Work orders 
!Job aids 
!Raw data 
!Communications 
!Marketing materials and advertising 
!Training & development 
!Lessons learned 
!Etc. 
 
These are just examples. Different enterprises 
have many different processes that require unique 
items, as well as common processes that require 
common items. As always, it depends. Many of 
these types of environmental supports can be 
stored and deployed/accessed via the enterprise 
intranet. 
 
Now let’s look at the facilities that are required to 
make the process happen. 

Facilities/Grounds 
This environmental support includes items such 
as 
 
!Buildings 
!Auditoriums 
!Clean rooms 
!Classrooms 
!Gas lines  
!Phone lines 
!Data ports 
!Etc. 
 
Facilities and grounds are important elements of 
infrastructure for many processes (but not all). 
They often “house” the human performers and 
their environmental items. Water, electricity, gas, 
phone, and computer lines/utilities are considered 
part of the facilities of a process. 
 
Now let’s look at the tools/equipment/machinery 
required to keep the process happening. 

(Continued on page 43) 
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Together, the  
environmental 
assets in balance 
and in concert 
with the humans 
within the  
processes,  
performance  
optimization can 
be achieved only 
by design and not 
by chance. 

(Continued from page 42) 

Tools/Equipment/Machinery  
This environmental support includes items such as  
 
!Heavy equipment 
!Vehicles 
!Hand tools 
!Computer hardware and applications 
!Etc. 
 
Not all jobs use machinery, but some do. Almost 
all use some sort of equipment/tools, be they 
hand tools, computer equipment, etc. 
 
Now let’s look at the materials and supplies that 
need to be in place to enable the process. 

Materials/Supplies 
This environmental support includes items such as 
 
!Product subassemblies 
!Raw goods 
!Fuel 
!Electrical power 
!Process consumables 
!Packaging 
!Etc. 
 
As all outputs require some sort of input, these 
materials and supplies are usually (but not always) 
the input stuff of the ultimate process perform-
ance output. They are either part of that output or 
are a consumable that gets used up in producing 
the output. 
 
Now let’s look at the financial requirements that 
need to be in place to help make the process  
happen. 

Financial Asset 
This environmental support includes items such as 
 
!Headcount budget dollars 
!Expense budget dollars 
!Capital expense budget dollars 
 
Depending on your enterprise’s accounting  
systems and methods, you might have different 
categories for budget. Adapt this to those  
specifics. 
 
Now let’s look at the consequences that need to 
be in place to make the process happen. 

Balance-of-Consequence 
This environmental support includes items such as 
 
!Positive consequences 
!Negative consequences 
!Neutral consequences 
 
Consequences drive behavior. Short-term  
consequences drive behavior more than long-term  
consequences. “Definite” consequences drive  
behavior more than “maybe” consequences. 
 
The trick is to find the natural consequences in a 
performance situation and determine what is 
needed, if anything, to enhance or counterbalance 
them. Some things in life are typically viewed as 
negative, even if necessary. A reward or  
punishment may be needed to be added to the 
mix to better balance the consequences to deter 
some things and encourage others. They can often 
be engineered or re-engineered to achieve the  
desired state. 

Summary – the Super AoP:  
Environmental Asset Planning and 
Management 
This article focuses on the Super AoP targeted at 
the planning and then managing of all things non-
human required to achieve ideal process  
performance within the systems of the enterprise. 
These nonhuman things include 
 
!Data/Information Requirements 
!Facilities/Grounds Requirements 
!Tools/Equipment/Machinery Requirements 
!Materials/Supplies Requirements 
!Financial Asset Requirements 
!Balance-of-Consequence Requirements 
 
Together, the environmental assets in balance and 
in concert with the humans within the processes, 
performance optimization can be achieved only by 
design and not by chance. Getting a handle on 
what is needed to make your process tick, hum, 
and speed along with six-Sigma-minimum defects 
and rework, to cook, crank, and wail, is often diffi-
cult. We hope that our model enlightens you and 
enables you. 
 
In the next issue of lean-ISD, we’ll explore the  
remaining Super AoP: Individual Contributions. 
 
Please provide us with your feedback, suggestions, 
etc. Thank you.!!!!! 
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“Melissa’s  
experiences in 
T&D, both 

PACT and non-
PACT, will 

prove invaluable 
to CADDI and 

our clients.” 

Melissa Joiner will begin work as a senior consultant for 
CADDI in January 2001. She is certified to conduct 
PACT Process analysis and Curriculum Architecture 
Design (CAD).  

PACT Consultant Quiz #1: 
Which CADDI consultant has: consulted for 
Kraft while working for two different advertising 
agencies, then worked on a Kraft system  
development project through a training consulting 
firm; worked on Amoco projects through a  
communication and training services company, as 
an Amoco employee, and as an independent  
consultant; and used the PACT Processes, but 
never while working for CADDI? 
a. Charlie, Dave, and Ellen 
b. Leonardo da Vinci 
c. Melissa Joiner 
 
Melissa Joiner, CADDI’s newest consultant, has 
had a career that sometimes strains the memory 
and convolutes the résumé. She is proof that the 
path from there to here, from novice to  
consultant, is rarely linear and straightforward. 
However, as T.S. Eliot says, “It seems, as one  
becomes older, that the past has another pattern, 
and ceases to be a mere sequence.” And the  
pattern in Melissa’s past seems to qualify her quite 
nicely for her current position of senior  
consultant. 

PACT Consultant Quiz #2: 
The primary purpose of the PACT Processes is to 
address: 
a. Training needs 
b. Business needs 
c. Self-actualization needs 
 
Melissa started her business career in advertising. 
She contends that experience has made her a  
better PACT practitioner. She is probably right. 
“Having a different career before my training  
career has given me a broader perspective,” she 
says. “It helps me relate to clients and to  
understand their needs from a business  
perspective.”  
 
With a degree in journalism, Melissa worked for 
two large advertising agencies in Chicago. For 
both agencies, Melissa helped on the Kraft Foods 
account, which involved getting to know the  
client’s business focus, strengths, and challenges. 
However, Melissa was also involved in  

administering on-the-job training to new hires. 
The impact she saw on learner performance made 
her more interested in training than in advertising, 
and she entered Southern Illinois University’s 
graduate school for a degree in curriculum and 
instruction with a specialty in instructional design.  

PACT Consultant Quiz #3: 
For any given training need, the PACT Processes 
will prescribe only one solution in terms of  
delivery mode and media. 
a. True  
b. False   
 
Since entering the field of human performance, 
Melissa has designed and implemented T&D for a 
variety of delivery systems, including instructor-
led training, interactive CD-ROM, Web-based 
training, and others. She has handled projects  
involving soft skills as well as technical training. 
Her clients have come from a variety of  
businesses, for example, packaged consumer 
goods, retailing, direct marketing, and  
pharmaceuticals. Her feeling is that this breadth of  
experience has made her a better consultant, 
someone who realizes that there may be more 
than one solution to any given training need. 
 
While working as an instructional designer for 
CARA Corporation, Melissa helped design and 
build training for a new key business information 
system at Kraft Foods, thereby putting to good 
use the knowledge of that business gained in her 
earlier career. She also managed projects for 
CARA, enjoying the opportunity to practice  
performance improvement and to put to use what 
she had learned during her degree program. 
 
From CARA, Melissa moved to Jack Morton as a 
training manager and instructional designer. In her 
time with Jack Morton, she was able to work on a 
variety of projects involving different types of  
delivery systems, such as video and interactive 
computer-based training. 

PACT Consultant Quiz #4: 
Qualification to conduct a PACT Process project 
is contingent upon: 
a. Participation in a demonstration project  
b. Certification by CADDI 
c. Both a and b     

(Continued on page 45) 
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(Continued from page 44) 
From Jack Morton, Melissa moved to Amoco in 
the mid 1990s. There she participated in a project 
in which Guy Wallace transferred the PACT  
technology to Amoco. PACT “felt right,” says 
Melissa. “I was comfortable with it because I had 
been trained in performance-oriented  
methodologies.” Nonetheless, she says that there 
was a lot to learn because of CADDI’s unique way 
of approaching the design and development of 
T&D.  
 
Melissa applied her PACT analysis skills by  
facilitating meetings leading to the Performance 
Models and Knowledge/Skill Matrices for a  
Curriculum Architecture Design (CAD) for first-
time managers and supervisors at Amoco. During 
the Modular Curriculum Development (MCD) 
portion of the project, she then managed the  
development and pilot testing of some of the 60 
events on five training paths.  
 
After participating in a demonstration project, 
Melissa was certified in 1996 by CADDI to  
perform the PACT Processes for analysis and for 
CAD design. Guy remembers Melissa’s  
participation in the project and says, “She caught 
on fast, and her questions and comments showed 
us she was quick on the uptake.” 
 
Following her Amoco experience, Melissa  
returned to Jack Morton as director of the  
company’s learning group, responsible for the 
profitability and instructional integrity of all  
external client training projects for the company. 
 
Her next move: into business for herself as an 
independent consultant. Among her other  
professional endeavors, she has been able to use 
PACT on a project where the client was “PACT-
enlightened” (in fact, PACT-certified), to do a 
Performance Model and Knowledge/Skill Matrix 
for clinical research physicians.  

As Melissa made the change to independent  
consulting, she maintained her continuing  
involvement with ISPI and with the local chapter 
(Chicago—CISPI). She did, however, change her 
residence and her parental status. She and her  
husband moved from Chicago to a western  
suburb and had a little girl, now almost three. 

PACT Consultant Quiz #5: 
A good PACT consultant enjoys the project-to-
project diversity in: 
a. Content  
b. Clients 
c. Challenges 
d. All of the previous 
 
Having done PACT projects in two large  
organizations and met the challenges, Melissa is 
ready to try the PACT Processes with other  
clients. “I’ve seen how people are won over by the 
processes when they see the results,” she says.  
 
“Melissa’s experiences in T&D, both PACT and 
non-PACT, will prove invaluable to CADDI and 
our clients,” says Guy. “She will hit the ground 
running and help us meet our growing project 
workload and continuously extend the PACT 
methodology.” 
 
“I’m always learning something new” is what 
Melissa says of consulting. “Something’s always 
different—the client, the content, the challenges.” 
She looks forward to working with the CADDI 
crew, and expects CADDI’s approach to  
performance in the organization to match her 
own. She looks forward to bringing her breadth of 
experience to bear on client projects, and to using 
her business perspective in the conduct of PACT 
Process projects.  
 
View Melissa Joiner’s complete professional  
biography on-line at www.caddi.com.!!!!! 

“The goal is not be become a 
learning organization. 

That is a means to an end state. 
The goal is to become a 

high-performing organization . . .  
and to be able to sustain it.” 

—Guy W. Wallace 

Having done 
PACT projects 
in two large  
organizations 
and met the  
challenges, 
Melissa is ready 
to try the PACT 
Processes with 
other  
clients. 



46                                                                                                                                                 THE CADDI NEWSLETTER 

 

Alaina E. Dyer has just been promoted to the 
position of CADDI consultant from the position 
of production specialist, which she held for the 
past 12 months. 
 
Her work experience prior to joining us includes 
working with marketing and sales organizations to 
develop reports, presentations, databases, and 
various sales support materials. She also 
coordinated seminars and trade shows. When 
Alaina first joined CADDI in November 1999, 
she and Guy Wallace discussed her desire to grow 
into a consultant position. Guy says, “It’s always a 
big clue when someone announces their desire 
and then works hard to get themselves there. We 
all believe that Alaina’s hard work, attention to the 
details, and verbal and written communications 
capabilities will serve herself, CADDI, and our 
clients very well. Alaina exceeded our expectations 
while in the production specialist job, which is an 
important step to getting ready for a move to 
another position.”  
 
Alaina “tried out” for the consultant job by going 
on the road with other CADDI consultants on 
two recent projects. Partner Pete Hybert, who 
worked with Alaina on her first road trip project 
says, “During a fast-paced, three-day analysis 
meeting, Alaina caught on very quickly to both the 
process and the group dynamics. She had seen 
most of the meeting outputs before but never the 
process to generate them. Watching them take 
shape in the room, she noted several ‘learnings’ 
for later. And, she can read participants—she was 

able to see which group members’ contributions 
seemed most ‘on-target’ and which were less so—
a ‘must-have’ skill for group facilitators. Finally, 
she made several observations about how we 
could make our PACTool easier to use in a live 
meeting setting. I think she will make great 
contributions to the team on the road and back at 
the office.” 
 
CADDI intends to utilize her personality, 
attention to detail, writing skills, and software 
application and programming skills and have her 
begin “developer” assignments as a component of 
working on her PACT certifications. 
 
Alaina’s current assignments include one working 
for CADDI partner Kelly Smith who says, 
“Alaina has already demonstrated an eagerness to 
learn, and with her involvement in this project, 
she will have the opportunity to begin developing 
her PACT skills for both the CAD and MCD 
processes. Her role as a consultant on this project 
will require her to attend project meetings (first as 
an observer and later as a co-facilitator), assist 
with documenting meeting outputs (from the 
consulting side versus the production side), and 
will begin to expose her to the elements of project 
management required for this type of project. I’ve 
enjoyed working with Alaina in her production 
role over the past year and look forward to 
working with her in her new consulting role. I 
believe she has the capabilities to be a very 
successful CADDI consultant.” 
 
Alaina keeps busy outside of CADDI working 
with the young people in her church. Her other 
hobbies include singing and graphic design.!!!!! 

CADDI CREWMATE PROFILE 

Alaina E. Dyer 

CADDI CREWMATE PROFILE 

Sharon C. Bechtold 

Sharon Bechtold returned to CADDI in  
September 2000 as production manager after  
helping out in the family business. If that wasn’t 
enough, she is also heavily involved in the develop-
ment of the PACTool. 
 
Some people find satisfaction in the bits 
and bytes of programming and system  
development. Some enjoy the professional 
challenges of creating, exhibiting, and  
selling fine artwork. Still others like the 
daily give-and-take of supervising and  

managing. On a good day, Sharon Bechtold  
enjoys all three.  
 
Art came first. Sharon is a figure painter with a 
degree in graphic design. Over the past year, she’s 
concentrated in watercolors.  
 
A moment of truth occurred to Sharon in the late 
1980s when she was designing direct-mail pieces 
for automobile dealers. Somehow dealing with a 
database of names for the mailing was part of the 

(Continued on page 47) 
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View all 
CADDI  
crewmates’  
professional  
biographies on 
our Web site 
 
CADDI.com 

(Continued from page 46) 
job. Sharon realized not only that she was good at 
database design, but that it certainly paid more 
money than graphic design. 
 
So computers came second. A variety of courses 
and certificate programs dealing with information 
systems, computers, and computer tools have 
given Sharon skills in programming at least six 
computer languages, working with various  
operating systems, designing and working with 
databases, and using software ranging from  
Access to AutoCAD®, PowerPoint® to  
PhotoShop®. 
 
In 1998, CADDI hired Sharon to use some of her 
skills as a production specialist and an Access  
specialist. In this role, she helped deal with the 
flow of client-related documents generated by 
PACT projects. She also helped to program,  
design, and develop the PACTool. The PACTool 
helps collect, organize, and report data for all 
PACT Processes, using a central database. People 
in different PACT roles can extract and view the 
data they need for their particular roles and sets of 
tasks.  
 
Sharon remembers her initial impressions of 
CADDI: the clean and professional office space 
and the professionalism of the CADDI crew.  
Another thing she noticed had to do with 
CADDI’s approach to getting jobs done. Earlier 
employers had balked at Sharon’s approach to 
developing software, which involved talking to 
users, determining needs, and designing software 
based on those needs. Sharon was told to develop 
based on “the latest technology,” to use all of the 
bells and whistles regardless of whether they 
added to or subtracted from the productivity of 
the end users.  
 
That was not true at CADDI. She was happy to 
find that she and CADDI shared a philosophy in 
common: “let’s find the best way to do it,” a way 
which will be performance-oriented and  
customer-driven, among other things. 
 
Sharon left CADDI for a while to help in the  
family business, although she continued to consult 
with CADDI on a part-time basis. In September 
2000 she returned to CADDI as production  
manager. And so management came third.  
 
Sharon’s current responsibilities include managing 
production to make sure all the client-related work 
and internal work is finished on time;  

coordinating projects; and keeping her staff  
satisfied and supplied with the right tools, both 
mental and electronic. The challenge, she says, is 
keeping track of the pieces of each project and 
keeping a grip on all of the details. She says she 
finds the job fulfilling, calls her production staff 
“a wonderful group of great people,” and states 
that her goal is to establish a solid, happy staff 
that has the opportunity to grow at CADDI. 
 
She continues work on the PACTool, rewriting it 
for Access 2000. Major components of the new 
PACTool—the project manager component, the 
analyst component, and the designer  
component—will be available in early 2001. Of 
Sharon’s work on the PACTool, Guy Wallace 
says, “Sharon’s knowledge and programming skill 
will allow us to jump-start this effort as well as 
develop the rest of her staff.” 
 
Sharon lives in a western Chicago suburb with her 
husband and two sons, ages 14 and 12. The older 
son designs and programs video games and Web 
sites; the younger enjoys skateboarding and other 
activities that make mom nervous. 
 
As for fine art, Sharon continues to create. She 
has shown her work in galleries all over  
Chicagoland. In 2001, a gallery in Mexico City will 
exhibit her art. She notes that success or exposure 
in the art world may not depend as much on  
talent as upon who you know. She acknowledges 
the degree of her own success with her artwork—
that she’s “gotten in the door and looked around.”  
 
Sharon says that since she has come back through 
the door to CADDI, she is really proud to be part 
of the organization. She says that she’d never 
worked anyplace as dynamic and energetic, and 
that one of the most rewarding things about 
working for CADDI is the people she works with. 
“It’s nice to know that everyone you work with is 
a hard worker.” In turn, Guy says that, “We knew 
how smart and hard Sharon works. We really 
wanted her to rejoin 
when the situation was 
right.”!!!!! 
 
View Sharon Bechtold’s 
complete professional  
biography on-line at  
www.CADDI.com. View 
her artwork on her Web 
site, www.belle-arts.com. 

“Gopher” more 
at CADDI.com 

PowerPoint is a  
registered trademark of 
Microsoft Corporation.  

Photoshop is a registered 
trademark of Adobe 
Systems Incorporated.  

AutoCAD is a  
registered trademark of 
Autodesk, Inc. 
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lean-ISD 
via the PACT Processes for T&D 

lean-ISD 

 
“lean-ISD takes all of the theory, books, courses, 
and pseudo job aids that are currently on the  
market about Instructional Systems Design and 
blows them out of the water. Previous ‘systems’ 
approach books showed a lot of big boxes and 
diagrams, which were supposed to help the 
reader become proficient in the design process. 
Here is a book that actually includes all of the 
information that fell through the cracks of 
other ISD training materials and shows you the way 
to actually get from one step to another. Guy adds 
all of the caveats and tips he has learned in more 
than 20 years of ISD practice and sprinkles them as 
job aids and stories throughout the book. However, 
the most critical part of the book for me was that 
Guy included the project and people  
management elements of ISD in the book. Too  
often, ISD models and materials forget that we are 
working with real people in getting the work done. 
This book helps explain and illustrate best practices 
in ensuring success in ISD projects.” 
 

Miki Lane, senior partner 
MVM The Communications Group 

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 
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