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QUICK UPDATES 

CADDI Happenings 
by Deb Smits 

!Pete Hybert and Kelly Smith presented “It Only Counts if You Can Do the Job!” at the IQPC  
Conference in San Francisco, CA on July 31, 2001. 

!On September 6, Pete participated in a panel discussion for an instructional design class at his alma  
mater, Northern Illinois University in DeKalb, IL. The topic of discussion for this panel was about  
being a consultant. The panel consisted entirely of NIU graduates working in the area. Pete has  
participated in this panel for the past four years. 

!Also on September 6, Guy Wallace presented to a graduate seminar at Purdue University on “ISD  
Project Planning and Management” as a thank you to Purdue professor Jim Russell, for his help on 
Guy’s new book (in progress), T&D Systems View. 

!On September 20, Brian Blecke and Dottie Soelke presented at CISPI’s annual Cracker-barrel event. 
Brian presented “Using a Project Steering Team to Improve Project Results,” and Dottie presented 
“Better Sooner than Later: Conducting Training Design Reviews.” 

!In the October issue of ISPI’s Performance Improvement journal, look for Pete’s article “Giving Customers 
What They Meant to Ask For.” 

!Guy will represent ISPI at the Motivation Conference at Chicago’s McCormick Place on October 10. 
This conference is jointly sponsored by S.I.T.E. and ISPI. 

!Now available on ISPI’s Web site (www.ISPI.org) is the performance aid for Performance Modeling 
that Guy presented at the 2000 ISPI International Conference’s 99 Seconds session. Check it out—
follow the Professional Services link to 99 Seconds Online! 

!On Saturday, July 28, the CADDI crew and some clients and friends set sail aboard the Buccaneer onto 
Lake Michigan and the Chicago River for our fourth annual CADDI Summerfest. Although overcast 
and a bit rainy at times, the cruise was a great time for all who attended. The kids had an opportunity to 
participate in a coloring contest to receive prizes from “Mr. Guy.” We’ve provided a page of each 
child’s coloring book, as well as some snapshots recapping our event, on 
this page and the next. Enjoy!!!!!! 

CADDI’s 4th Annual Summerfest 

More Summerfest pictures on next page!!!!! 
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The coloring contest entries—they’re all winners to us! 



4                                                                                                                                                   THE CADDI NEWSLETTER 

 

Griffin Blecke shows off his best pout 
as his daddy, Brian, holds him 

We set sail on an overcast Chicago afternoon 

CADDI’s 4th Annual Summerfest, continued from page 3 
(pictures courtesy of Bob Soelke and Guy Wallace) 

John Lomes, Alaina Dyer, Cindy McKnight, and 
Donald Williams enjoying the cruise conversation 

Dan and Charise Dunn enjoy some 
time together Cynthiann (left), Mark, and Olivia King talking 

with Marybeth, Kate, and Jill West 

Each year, Olivia King has been our 
“Snooze-Cruiser.” However, this year, 
Olivia was enjoying the cruise so she 

passed the torch on to two tired  
teenagers—Daniel Armitage (top) and 

Teddy Pobanz (bottom) 

Kaden Smith says, “I’m a 
happy kid!” 

George, Jill, and Kate West and 
Rachael and Seth Coleman watch as 
Jordan King points out a Chicago 
River landmark 

Steve, Kelly, and Kaden Smith 
and Meghan Carrick (above) and 
Faith and Colin Hybert (below) 

enjoy the lunch buffet 

Madeline Blecke works diligently on 
her coloring pages 

Jordan King, sporting her 
CADDI visor, gets  

another soda at the counter 
Aidan Blecke is perfectly 
content playing with his 

toy helicopter A passing charter ship on 
Lake Michigan 

Faith (right) and Ian  
Hybert and Becky Andrews 
enjoying the cruise 

Dottie Soelke and  
Margaret Wallace stop for a 

quick snapshot 

Guy Wallace reflecting on another successful cruise 



 

Fall 2001                                                                                                                                                                                      5 

A lack of  
common product 
components 
across their 
global product 
line and global 
manufacturing 
systems drove 
manufacturing 
costs for their key 
products too high. 

Shot Across Your Bow 
Sit down, get comfortable. I am about to rant for 
a moment about waste. 

Faulty Business Thinking and  
Practices 
Recently I read in the Chicago Tribune about the 
fast-falling stock price and shareholder confidence 
in one of America’s premier companies. They are 
a local concern. And there was a lot of local  
concern about their situation. Many jobs were and 
will be lost. Many lives were and will be disrupted. 
It’s old news now.  
 
Root causes for their troubles were reduced in 
print to: a lack of common product components 
across their global product line and global  
manufacturing systems that drove manufacturing 
costs for their key products too high. 
 
Their costs were too high because of unnecessary 
differences in components of their vast product 
line that they couldn’t get common fast enough. 
They had been dominant in this market for years 
and were the envy, and obviously the target, of 
other manufacturers. And when the Johnny-
come-lately competitors attacked, they were much 
more efficient in their approach than this early 
market leader. 
 
The article concluded that the market leader’s 
global product strategies and resultant cost  
structure were the culprits. As the overall market 
grew, their production volumes soared and kept 
their various global manufacturing sites very busy. 
But each site operated differently, with  
unnecessary costs: the costs of not being able to 
share many things.  
 
They didn’t share product designs. Each product/
manufacturing center was allowed to create its 
own designs for very similar products. Let’s  
assume that there were about half a dozen  
manufacturing sites (there were more). So the 
shareholders of this publicly owned enterprise 
paid for the same (pretty much) product designs 
six times over. This unnecessary total cost is fairly 
easy to calculate. 
 

Different designs created unique products that 
drove the company to source more components 
from vendors than ideally needed. The various 
vendors’ quality had to be assured (by highly paid 
engineers using rigorous statistical methods) for 
each component’s specific manufacturing process. 
These additional costs can also be calculated. 
 
They also weren’t able to share manufacturing 
systems designs or the subsequent manufacturing 
systems hardware, software, procedures, policies, 
training, etc. If you are from a manufacturing  
enterprise, you can probably extend the list here 
quite a bit. So instead of buying only one of  
something, they had to buy at least six and  
probably more. They lost their potential volume-
purchase leverage capability for each item. 

Additional Costs Can Be Like Rabbits 
Just the additional training costs (six versions of 
training for many jobs/roles where one set might 
have done adequately across their entire system) 
should have been enough to raise the eyebrows of 
the finance folks. (And where were they?) Was 
finance in a silo and not shared either? 
 
Then there are all of the unnecessary differences 
in various paperwork, engineering drawings,  
component inspection, handling and storage  
systems, final product literature, user guides,  
packaging materials, and customer service systems 
and tools, etc. 
 
And since nothing stands still in today’s world, 
think of all of the unnecessary costs for  
maintenance and updating everything to keep it 
abreast with whatever technology changes and 
improvements were being made over the  
products’ life cycles! 
 
 

(Continued on page 6) 

SCANNING THE HORIZON 

On Watch from the Bridge 
by Guy W. Wallace 
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It was the total 
costs picture that 

the individual  
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more singularly 
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(Continued from page 5) 
It is costly enough to conduct business without 
unnecessarily increasing your costs by six fold (or 
more). 
 
I would bet that the late-to-market competitors 
did not approach the market and their product 
strategies in quite the same manner. I bet that they 
strove for efficiencies from “communization” that 
the former market leader will find very hard and 
costly to achieve because of their new starting 
point in the “new ball game.”  

They Knew Better . . . Once upon a 
Time 
The funny, and sad thing is, this market leader, in 
the early 1980s, held a conference for all of their 
global purchasing managers that I attended. The 
following was told as a learning example for the 
assembled, in an attempt to provide them with a 
wake-up call. Excuse me if my memory is a bit 
fuzzy on the specifics, but the example went 
something like this:  
 
A global leader in the automotive industry currently uses 
17,000 different fasteners to assemble their entire product 
line. An up-and-coming Asian competitor, currently  
kicking the behind of the leader, uses nine fasteners. The 
session leader posed: Who has the cost advantage? 
 
The audience was momentarily quiet, and then a 
buzz started across the auditorium. Well, the  
answer was too obvious. The story did the trick 
for this group. They easily “got” the concept. 
They saw how their role could affect the  
acquisition of the best components for  
manufacturing, at a sufficient quality, at the lowest 
cost, while influencing the deliberate reduction in 
parts to be used in all product designs.  

An Uphill Sale  
The real trick, of course, would be for these  
purchasing folks to rationalize/convince/fight 
with the various engineering design communities 
about using standard parts, driving them to a 
smaller number. And how do you think these  
design communities reacted to their campaign? 
Heresy! 
 
Design engineers typically approached their role as 
though they thought they were expected to create 
elegant designs. I’m sure that was the dream of 
most of them when they prepared for their career 
in engineering school. 

Old World Engineering Thinking 
Why use a number 5 fastener, oversized by  
engineering standards for the job at hand, when a 
number 4.975 was the “right” solution to the  
design problem presented?  What would their  
fellow engineers think when they saw a design  
using number 5? That fastener would instantly be 
seen as overkill. 
 
Why use a standard car battery (dimensional size, 
weight, and history of performance) when the 
space left by the multi-engineer design teams 
could use one with a different dimension? Why 
use the same engine in a pickup as a sedan?  Why 
build different car models on top of standard  
platforms?  Why carry them to dealerships in rail-
road cars and truck transports designed to carry 
many different makes and models?  Why share 
lines of code to have the “cut-and-paste function” 
work exactly the same across dozens of software 
programs? 

Cost Reduction and Quality  
Improvement 
Why? To both reduce costs and improve  
performance; to improve and/or protect the share-
holder. 
 
Back in the early 1980s the prime rate was more 
than 20 percent (affecting the cost of capital). 
Capital had to be used in very efficient ways to 
make it go further. 
 
But it was going to take some doing on the part of 
the purchasing community in a company  
dominated with engineers to get the engineering 
world to come around to the facts that 
!This is a real issue.  

!Engineering design efforts and engineering  
decision-making had to be based on something 
other than functional requirements met and  
design elegance, such as total cost. 

 
It was the total costs picture that the individual 
engineer was lacking. Their feedback was more 
singularly in line with “functional requirements 
met” and “design elegance.” Were the  
requirements met in an elegant engineering  
manner? Or was it boilerplate engineering that 
would embarrass fellow engineers? Once  
information and feedback systems were put in 
place to share cost, quality, and time data with  
engineers and then compare that with the  
competition’s numbers (remember reverse  

(Continued on page 7) 
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Once all the best  
practices are 
documented and 
stored, what  
happens when 
best practices no 
longer are? 

(Continued from page 6) 
engineering?), then balanced evaluation criteria 
could be put to the engineering community.  
Engineers strive when challenged, and most  
engineering communities strove mightily to  
address these issues when the financial markets 
were so tight and cost reduction became another 
requirement to meet. 
 
But then the boom-boom ’90s came with a  
seemingly ever-expanding economy, where  
demand pushed producers to produce in ever-
greater quantities, and some got sloppy, forgetting 
the hard lessons of only two decades earlier. Haste 
was now making waste. 

Take a Lesson 
To me, the parallels between this story and what is 
happening in KMS and the “e-learning space” (a 
term we all loathed initially) are interesting . . . and 
frustrating . . . and expensive. 
 
Some KMS advocates promote tools that enable 
subject matter experts from any learning  
community to create knowledge objects without 
regard to the future costs of administering and 
maintaining the archives. Once all the best  
practices are documented and stored, what  
happens when best practices no longer are? 
 
E-learning promoters seem to be building,  
assembling, and selling huge libraries of content 
that don’t exactly guarantee performance  
improvement or returns on investment. Let’s face 
it, increased learning of “generic enablers” will 
hardly ever get at the root causes for real  
significant areas of high payback. And the  
distraction of all of that hurts when the capital and 
human energy required for addressing real critical 
needs is busy elsewhere on that low-hanging fruit. 
 
Too many people in the T&D business just don’t 
get it either. They are behind, on, or leading the 
KMS or e-learning bandwagons. It looks at times 
as “e” exuberance. And just like the dot-coms (now 
dot-bombs) learned, if you aren’t targeting things 
with a return greater than costs, you can’t survive 
forever. Nor should you. 
 
Take a moment to re-read the first eight  
paragraphs of this article, but this time replace the 
context of manufacturing with T&D, or KMS, or 
e-learning. Is it enlightening, and is it an omen? 

Recently Wrangling 
A while back, some of our consultants met with a 
big name in the “e” learning field. His firm has 

been around for years (he’s been around since the 
early days of CBT). We were meeting to “get to 
know” each other. 
 
We were potentially going to collaborate with his 
firm in a big project for a client, where they were 
providing technology and we were providing  
performance-based content.  
 
Our models and rules/guidelines would configure 
the content to maximize reuse and would also 
configure his system for content deployment. It’s 
the “holy object orientation grail” move that T&D 
and e-learning groups in particular have been  
discussing for quite a while now.  
 
We exchanged the business basics of our two 
firms on product/service offerings, targeted  
markets, and current/past customers, etc. We also 
compared our methodologies and their data 
needs. 
 
When one of our team members got into our bias, 
drive, and approach to maximize content reuse, 
while simultaneously going after a performance-
orientation to improve post-T&D capability (the 
center of CADDI’s fervor for approaches to T&D), 
our host’s leader rose up when he heard our just-
stated views/practice of “chunking performance-
based content for reuse.” He said, “You are doing 
what I have been railing against my entire career.” 
 
We’d been there and done that before. Quite a 
few of our client-directed dance partners are quite 
hesitant about taking our lead, when they’ve not 
seen it work themselves. We understand. But we 
don’t give up. 

Double Yikes 
We think his attitude is too typical, and typically 
it’s a big, costly problem; and we’re sure it almost 
always becomes a big and costly problem for his 
customers. It is also way too prevalent among too 
many in our field—ISD/T&D/learning/KMS/
etc. Art versus Production. 
 
His attitude seems to align with what we call 
“every effort a one-off.” That is, each and every 
training/learning product he and his firm  
produces starts with absolutely no concept of or 
concern for reuse. They tried, he told us, back in 
the early days, and it just didn’t work well. So he 
seems to have given up. 
 
However, the consultants at CADDI have been 
successfully doing and evolving this content  

(Continued on page 8) 
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(Continued from page 7) 
configuration thing for more than 20 years. We’ve 
been approaching the chunking of performance-
based T&D content for reuse with other  
audiences since our first Curriculum Architecture 
Design (CAD) project in 1982.  
 
We were worried about the future collaboration, 
but it all worked out well. We hope we have  
rekindled his earlier interest in content chunking 
that makes some sense, from his and his  
customers’ perspectives. We hope he adopts/
adapts CADDI’s model. 

Don’t Give Up 
We didn’t give up because we were successful in 
our early attempts. And those successes have led 
us to push this even more. 
 
Now, to be fair, our needs were not the same as 
the needs of the e-learning company’s leader. He 
had to get very granular with his objects for CBT 
and e-learning that we didn’t have to face in our 
early projects. We didn’t have to be as granular at 
first. But our efforts encouraged us to get better, 
and finally (although we are not done with all of 
this) we have become very granular in our  
chunking of content. We have a “content logic” 
for reuse that recognizes that content objects, 
what we label as “instructional activities,” can be 
core for all target audiences, shared for more than 
one target audience, or unique for only one target 
audience. We have many other components for 
the “PACT Logic,” but these will do for this  
article. 
!“Core” means everyone gets it (that needs it). 

Content such as company orientation, ethics 
policies, expense reporting (well, not every unit 
in a global company reports expenses the same 
due to different laws, regulations, and codes of 
the nations where they operate). 

!“Shared” means that while it might not be for 
everyone, more than one target audience could 
share it, such as sales skill basics or presentation 
skills. 

!“Unique” is unique. Only one target audience 
needs it. This could included content such as 
selling on the phone or presenting in a court 
trial, etc. 

 
Generic content (for core and shared) and specific 
content (unique) might work this way: many 
“presentation” concepts and techniques are  
basically the same. How they are applied might be 
radically different. Be careful of increasing the 

shareability by increasing the “generic-ness” of the 
content. I don’t believe that generic content ever 
impacts performance adequately. 

Showtime 
My favorite example of this comes from a project 
I did in 1987 with NASA where they were looking 
for “Presentation Skills” training. They wanted a 
three-week course. I was happy to inform them 
that they could get anything from a four-hour  
session to a week-long session in the training  
marketplace. They then explained that the  
performance application of the “Presentation 
Skills” would be in presentations to Congress, to 
secure funding for the space station. 
 
This application of “Presentation Skills” is very 
different from presenting the results of your quality 
action team to your own work group, or to your 
management team, or to the board of directors, or 
to an industry forum, or to the local news team 
camera crew. A one-sized “Presentation Skills” 
course wouldn’t adequately address those varied 
situations, let alone the nuances of responding to 
the grilling in a Senate committee hearing. But 
within the performance-based T&D products to 
address each and every application (if truly 
needed), there would be core, shareable, and 
unique content chunks. 
 
Our foray into this object-oriented design approach 
for T&D content, before we even knew it by that 
name, came in 1982 in the very first CAD project 
I ever worked on. And it was the first time a  
rigorous performance assessment drove the  
design of a comprehensive CAD. 
 
In that effort, our assignment was to help a task 
force find a way to capture the knowledge of the 
experts in the fields of geology and geophysics 
who were exploring for oil, and to capture that 
better, and then formally pass on and train all of 
the new professionals hired into these positions. 
The task force had been at it for nine months and 
had come to a stalemate because, as I was told 
when I joined this effort, “Guy, it’s very different 
exploring for oil in the sands of west Texas, or the 
Rocky Mountains, or the tundra of Alaska, or off-
shore.” 
 
Our client had determined that the WWII vets 
hired in the late ’40s and early ’50s were going to 
retire en-masse soon. The average time in the job 
was going to plummet from more than 25 years’ 
experience to just below five years’ experience 
within the next five years. Given that historically it 

(Continued on page 9) 

We have a 
“content logic” 
for reuse that  

recognizes that 
content objects, 

what we label as 
“instructional  

activities,” can be 
core, shared, or 

unique. We have 
many other  

components for 
the “PACT 

Logic,” but these 
will do for this 

article. 



 

Fall 2001                                                                                                                                                                                      9 

The bottom-line 
implications are 
significant, due to 
both cost  
avoidance (for 
both first and 
life-cycle costs) 
and performance 
impact.  
Opportunities to 
protect and  
improve were 
missed. 

(Continued from page 8) 
took them ten years to develop the expertise 
(using their informal, OJT approach) this was a 
very big problem. If they started hitting oil in less 
than one-in-nine attempts (say one-in-eleven holes 
drilled hit oil), the financials would be going to 
Hades (excuse my Greek).  
 
Their effort was intended to both protect and  
improve the business. Financials were the final, 
bottom-line measure. I’m sure that executive  
management, the shareholders, and the rest of 
Wall Street all had their eyes on this company’s 
returns then, as they still do today. 
 
Fortunately it turned out that the knowledge and 
skills needed by the seven target audiences in the 
seven regions, who collectively were exploring for 
oil anywhere and everywhere, were not that  
different at all. Not really. 
 
There were core needs, shared needs, and unique 
needs for the two job titles. 
 
The Performance Model showed where the  
performance was the same, close, or different, and 
the Knowledge/Skill Matrices captured the  
enablers that were either core, shareable, or 
unique. 

Bottom Line for CADDI and Our  
Clients 
You might ask yourself: What’s up with CADDI’s 
focus/drive regarding reuse of instructional  
content? 
 
Why? The goal must be to reduce the costs and/
or increase the revenues for our clients for every 
investment in T&D products, services, staff, and 
infrastructure.  

Living Laboratory 
As another example, we recently conducted  
analysis and design activities for a large concern 
where our designs were to be handed off to a 
Web-based training developer. (We wanted that 
work, too, but they were there first, and our client 
wanted us to influence their work with our  
performance and object orientation.) We designed 
1,888 objects (instructional activities) for use across 
seven regions, each with a varied set of systems/
tools, policies/procedures, laws/regulations, and 
other variances. 
 
Some of these variations were the result of  
mergers of several companies that just hadn’t 
been cleaned up yet, and couldn’t be helped. 

Some were driven by varied laws in the states the 
firm operated in, and also could not be helped. 
Others were the result of recent polices and pro-
cedures developed and, therefore, could have 
been helped. They were the arbitrary variances 
that didn’t have to be, they just were.  
 
Management could have taken on the task to 
clean these up before development of seven  
variations in performance-based training content that 
could be avoided, but wouldn’t be. Here the 
shareholders’ equity would be spent six times 
more than really necessary. And then, in their 
volatile world, the maintenance costs would kill 
them. This unnecessary inability to increase the 
sharing of core and shareable content now was 
going to detract from the bottom line for years to 
come. 
 
Either the duplicative costs would show up over 
and over on the P&L statement, or the  
maintenance would not be fully funded, causing 
the T&D to be less than needed. The impact on 
the performers’ post-T&D capability would be 
less than needed in both protecting and improving 
the business. 
 
We did minimize the long-term damage because 
we did increase the sharing of content. Of the 
1,888 instructional activities, 447 were core or 
shared, and the remaining 1,441 were unique. 
Many of the unique could have been shared or 
core. Exactly how many could be core/shared we 
cannot say for sure. But my bet is that at least one 
quarter of all of the content could have been at 
least shared. 
 
The bottom-line implications are significant, due 
to both cost avoidance (for both first and life-
cycle costs) and performance impact.  
Opportunities to protect and improve were 
missed. We did generate more than enough ROI 
to justify the project, but we left even more op-
portunity on the table. 

Not Alone 
We at CADDI are not alone in this pursuit. Many 
others seem to be driven to nail this as well.  
Advanced Distributed Learning (ADL) is a  
consortium effort sponsored by the Department 
of Defense intending to get at shareability of self-
paced, Web-delivered content. Their tagging  
approach (S.C.O.R.M.) is intended to “Bring  
together diverse and disparate learning content 
and products to ensure reusability, accessibility, 
durability, and interoperability in Web-based 

(Continued on page 10) 
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(Continued from page 9) 
learning.” 

See the ADL Web site at  
www.adlnet.org for 
more. 
 
Many articles in the ISD 
and e-learning press, and 
presentations at many 
conferences, address this 
need for an object orienta-
tion, a concept I believe 
was initially borrowed 
from information sys-
tems/information tech-

nology regarding reuse of 
code. That is why the “cut” and “paste” functions 
(among other functions) in today’s software  
applications use the same method/icon/
keystrokes to accomplish the same and similar 
tasks across many of the manufacturers’ varied 
application products. 
 
But there are still too many in our world, on both 
the customer-side and supply-side, who don’t get 

it. They don’t get why an object orientation is  
important to both protect and improve the  
business. They don’t get the financial impact 
“downside” of their position. 
 
Advances in computers and information  
technology created CAD-CAM (computer-aided 
design and computer-aided manufacturing)  
systems that employed standard parts inventories 
and have design rules built in to increase  
shareability and reduce costs and improve  
performance. 
 
CADDI’s PACT Processes for T&D, as presented 
in our articles, books, conference presentations, 
workshops, and technology transfer efforts, are 
our means for accomplishing these ends for T&D 
products. Our PACTools are also a kind of CAD-
CAM system, applied to our CAD and Modular 
Curriculum Development (MCD) process efforts. 
All for the same reasons: to protect and improve 
our clients’ businesses, by reducing first costs and 
life-cycle costs.  
 
How are you addressing this? Please let us know!
!!!!! 

CADDI  
consultants have 
worked on staff with 
two former BNQP 
examiners when we 
were at SWI •  
Svenson &  
Wallace, Inc. 

 
!Mark Graham 

Brown 
! Joseph P. Sener 

www.adlnet.org 

Notice to Our Readers 

The Baldrige National Quality Program,The Baldrige National Quality Program,  
home of the Malcolm Baldrige National Quality Award, 

seeks leading business, education, health care, and quality experts 
to serve on the 2002 Board of Examiners. 

 
The Program promotes  

performance excellence, 
fosters sharing of best practices, and  

recognizes national role models of organizational excellence. 

Information and an application  
can be found at 

Phone:         (301) 975-2036 
E-mail:         nqp@nist.gov 
Web site:     www.baldrige.org 

Note: the application will be  
available on their Web site  
beginning October 25, 2001. 
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We have seen 
excellent results 
from applying 
systematic human 
performance 
solutions in these 
environments. 

Centralizing Customer Contact 
One of the developments of the “information 
economy” is the call center. The mission of a call 
center representative is to find, disseminate,  
process, and document  
information. Customers call to 
ask questions, update their  
accounts, place orders, check on 
orders, etc. The representative 
on the other end of the phone 
has to have great interpersonal 
skills and deep technical know-
how about the business and  
systems, and it helps if they also 
have a lot of energy and endurance to take care of 
sometimes more than 200 customer transactions a 
day. 
 
Companies try to encourage customers to do as 
much as possible without speaking to a person. 
For example, they allow you to call in and check 
account balances or execute simple transactions 
over the phone using the keypad. Or, you can log 
on to a Web site and access your account, refer-
ence “Frequently Asked Questions,” or even  
E-mail a customer service representative. But 
there will always be a need for a human to make 
the interface between the customer and the  
company. 
 
There is an entire industry focused on providing 
equipment and services tailored for call center 
organizations. There are automatic call  
distribution (ACD) systems that route calls  
appropriately to balance the workload within and 
even between centers. There are computer  
programs for automatically making outbound calls 
and for pulling up customer accounts based on 
the phone number. There are consultants with 
training programs on telephone skills and  
expertise on how to coach and assess service 
agents. Managers use constant measurement and 
motivation to keep people focused on continually 
shifting goals. All the above is so corporations can 
wring as much productivity as possible from the 
call center agents. 
 

CADDI consultants have been working with call 
centers for years, but recently it seems that we 
have been seeing an increase in this sort of  
business. When we stopped and looked up, we 

realized that we have worked with 
inbound and outbound centers. 
We have worked in customer  
service, sales, collections, and 
help-desk functions. We have seen 
excellent results from applying 
systematic human performance 
solutions in these environments. 
We have also learned a great deal 
by talking with representatives and 

managers that work in this industry every day. 
This is the first in a short series of articles about 
training and human performance in a call center 
environment. 

The Performance 
Nobody in the call center business thinks that the 
representatives/agents have an easy job. But, 
when you look closely at the performance, the 
amount of knowledge/skills needed to perform 
becomes even more overwhelming. 
!Products/services: It is important that the  

representatives at least sound like they know 
more about the products and services than the 
customers who call. That could mean  
understanding hardware products and features, 
insurance policies and terms, leases, legal  
restrictions on making changes to accounts, etc. 

!Business transactions and processes: Agents have to 
know how to handle all kinds of account  
transactions, such as how to defer a lease  
payment, what payment terms are acceptable to 
address a past-due account, how to complete an 
electronic funds transfer, and so on. And they 
have to document these transactions accurately 
so a different agent working on the same  
account at a later point in time can understand 
the history. 

!Technology: They have to be able to complete 
computer searches while carrying on a  
conversation at the same time—simultaneous 
“talking and typing.” 

(Continued on page 12) 

HELLO! 

How Can I Provide You with  
Excellent Service Today? 
by Peter R. Hybert 
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Another way to 
manage  

capability would 
be to implement a 

qualification  
system to track 

the kinds of 
transactions  

various  
individuals are 

qualified to  
perform. 

(Continued from page 11) 
!When you have to deal with people . . .: Working with 

customers requires the ability to establish  
rapport, listen to people while still handling the 
transaction quickly, convince customers to  
accept a decision or consider an alternative, and 
even be firm when necessary. Verbal skills, sales 
skills, negotiating skills, giving clear instructions 
and explanations—these are not easy skills to 
find or to develop. 

 
The above knowledge, skills, and performance 
capabilities are certainly difficult to develop. The 
call center agents we have studied also have to 
perform their work under pressure. Their  
performance is closely measured. The time they 
are “available” to take calls is tracked. The average 
call length is tracked. Their sales or collection or 
customer satisfaction results are tracked and  
published. Some of their calls are recorded for 
coaching or assessment purposes. Their  
managers/supervisors listen in to calls  
periodically. Outside regulators sample calls and 
levy warnings and (often significant) fines based 
on substandard performance. How many of us 
could really handle that level of oversight day after 
day, call after call? 

Operations Challenges 
The performance above is difficult. Organizing 
and managing a center to sustain that  
performance is difficult. Preparing new  
representatives for the job is difficult. Below is a 
short list of some of the business challenges  
facing call centers. These are challenges for the 
business that can cause “pain” and expense for 
center managers. 
 
One of the first challenges is keeping up with the 
deluge of content. New products, new features, and 
new promotions can bury a sales team. Changes in 
regulations, new computer systems, and process 
and organizational changes can create an almost 
insurmountable amount of documented content 
that needs to be updated. And you can’t forget the 
existing base of performers that need to be  
updated. The solution used by most organizations 
is E-mail bulletins, but there is a lot of risk. Even 
assuming people read/interpret the messages the 
same way, they may not always retain the  
information well enough.  
 
Another challenge is organizing the workforce to  
handle an unpredictable stream of calls. For  
example, one client has one department that  
handles past-due accounts that are less than 15 

days overdue, another department to handle those 
that are between 16 and 30 days overdue, and still 
another group to handle those that are greater 
than 30 days overdue. Though the products and 
many of the transactions are the same, more  
experience is needed to deal with the most  
difficult customers. In another organization, a 
similar function has simply divided the customer 
base by region. The goal is to group the  
transactions appropriately, so you can handle the 
volume of calls while minimizing the difficulty of 
learning dissimilar tasks. Associated with this issue 
is deciding how to cross-train people (and  
departments, sometimes at different centers) to 
handle call overflow. 
 
Like any manager running an ongoing operation, 
there is always the challenge of balancing your  
emphasis between volume and rate measures 
(number of calls handled, average time per call, 
average hold time, etc.), productivity measures  
(e.g., dollars collected, promises kept, sales  
revenue), and quality measures (e.g., customer 
satisfaction, regulatory compliance). Though we 
have not done any direct interventions in this 
area, one place we have seen opportunities is  
improving the clarity of focus by providing more 
accurate and integrated performance measures 
using visual controls (graphical posters and signs 
allowing performance to be gauged at a glance). 
We also think modeling the center as a system on 
a simulator could be a useful tool for assessing 
“what if” scenarios. 
 
Finally, a key challenge is getting and retaining good 
people. Part of the difficulty is the demanding  
nature of the job. Some people are just not cut 
out for this type of role. Others get burned out. 
But many move to different departments (e.g., 
from collections to customer service) where they 
can learn and do new things while continuing to 
work with customers. We see an opportunity to 
work on selection systems that help screen out 
people who will not be successful before they are 
brought on board. Another way to manage  
capability would be to implement a qualification 
system to track the kinds of transactions various 
individuals are qualified to perform. This would 
allow for a manager to proactively cross-train  
people, assess the impact of changes, and make 
career path options more visible. 
 
And, often at the root of recruiting and retention 
problems are training and development problems. 
 

(Continued on page 13) 
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One of the  
common T&D 
problems we’ve 
seen is that a 
great deal of time 
in training is 
spent on 
“enablers” such 
as navigating 
various computer 
systems, but little 
time is spent in 
putting the whole 
job together. 

(Continued from page 12) 
 
Training and Development  
Challenges 
As you might expect, with the performance  
situation described above, there are certainly  
challenges in supporting the training and learning 
needs of a call center. Depending on how well 
these challenges are met, they can also be a cause 
of “pain” and cost for center managers.  
 
When a customer calls a service center, they  
expect the agent that answers the phone to be 
able to help them. They don’t like to be  
transferred and they don’t like to wait on hold 
while a representative asks their teammates or  
supervisor how to process a transaction. That 
means that, before you allow the representative to 
take calls, they have to be prepared for virtually 
any customer request. (Of course, depending on 
how calls are routed, that could be a limited set of 
calls but, for that limited set, they should be 
ready.) That means you need to be able to do it all 
(the systems, the information, the interpersonal 
skills) to at least an acceptable level.  
 
As a result, many call centers require their  
representatives to complete an extended training 
process before putting them on the phones. But 
we have seen that many of these training  
processes could be re-engineered to make them 
both more efficient and more effective. 
 
One of the common T&D problems we’ve seen is 
that a great deal of time in training is spent on 
“enablers” such as navigating various computer 
systems, but little time is spent in putting the 
whole job together. More than one Analysis Team 
told us that they didn’t get to role-play complete 
calls until the last week of a six- to eight-week 
training program! When we were taking an  
inventory of existing training, we found that in 
one curriculum, approximately 50 days in length, a 
standard greeting was neither taught nor  
practiced, though there was content about parts of 
the greeting scattered in several different places! 
 
Even when role-plays are used to practice calls, 
representatives complain that the situations are 
unrealistically easy and, when working with a  
fellow learner, the exercise does not always stay 
on track. Using role-plays for testing is also very 
labor-intensive—since you need a one-to-one  
instructor/student ratio.  
 

CADDI’s solution is to create simulation  
materials that provide enough information to  
allow other learners to offer consistent, accurate 
feedback in a practice setting. We have also built 
simulation content for computer-based training 
systems that simulate customer calls.  
 
We believe in practicing the complete  
performance throughout the learning process—
starting as soon as possible with simple situations 
and then moving to progressively more difficult 
situations. We use the simulations to “pull” in 
necessary enabling content. In other words, if you 
need to learn how to access a particular new 
screen to handle a specific transaction, you would 
introduce that screen immediately before learning 
the new transaction. That way, you can apply and 
reinforce the new learning sooner while  
continuing to reinforce prior learning during the 
next simulations. Using this approach improves 
transfer to the job while reducing the training  
cycle time. 

The Opportunities 
CADDI has worked with our clients to address 
many of the above problems. Our Curriculum 
Architecture Design (CAD) methodology has  
allowed us to reduce the training period for new 
representatives by more than 50 percent. Our 
Modular Curriculum Development (MCD)  
process has allowed us to build training around 
simulated calls. We have extended our database 
tools to inventory instructional content linked to 
the performance and enabling knowledge/skills, 
as well as to the various events in which they are 
used to support ongoing content maintenance 
needs. And, we have designed modular curriculum 
and training event structures that our clients have 
been able to reuse with other departments long 
after we have completed our project with them. 
 
We will continue to explore the world of the call 
center in the next few issues with articles  
describing 
!What a call flow is and why you should use one 

!How to minimize the learning curve cycle time 
without sacrificing effectiveness 

!Content management for sharing and mainte-
nance  

!Project Profile: Developing a Computer-based 
Call Simulator System and Training!!!!! 
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“The speed with 
which CADDI 
completed the 

project was truly 
amazing, but 
what is more  

important is the 
outcome. The  

design reflects the 
strong sales focus 

that my client  
required; the 

overall time was 
significantly  

reduced; and be-
cause skills  

application is  
frequent, I believe 
the performance 
and preparation 
for the job will be 

significantly  
improved. I,  
and more  

importantly, my 
clients, couldn’t 
be more pleased 

with the  
outcome.” 

 
—a satisfied  

customer 

Calling all Call CentersCalling all Call Centers 

In highIn high--impact performance situations . . . impact performance situations . . .   
!Large target audience populations 
!Performance with complex and volatile products, services, and systems 
!Frequent technology- and regulatory-driven change 
!Long learning curve for new hires 
!Business initiatives to open new and re-engineer existing call centers 
!Postmerger “commonization” of work processes 

. . . we have partnered client expertise with . . . we have partnered client expertise with 
CADDI methodologies . . .CADDI methodologies . . .  

!PACT Analysis – to define performance, potential gaps, and enabling 
knowledge/skill requirements 

!Curriculum Architecture Design (CAD) – to design 
- T&D Paths for multiple target audiences 
- Content inventories of thousands of instructional activities (“learning 

objects”) linked to performance requirements 

!Modular Curriculum Development (MCD) – to define instructional  
processes and activities for hundreds of T&D Events configured from 
thousands of instructional activities (including assessment and evaluation 
instruments and processes) 

!Instructional Activity Development (IAD) – to design and develop  
content for instructor-led and computer-based simulation delivery 
- More than 200 simulated call scripts 
- Dozens of skill practice exercises 
- Hours of Web-delivered content 

Industries Industries   
!Financial services 

!Technology 

!Telecommunications (consumer) 

!Telecommunications (business/wholesale) 



It only counts 
if you can do the job ! 

. . . to consistently generate client benefits . . .. . . to consistently generate client benefits . . .  
!Performance-based training – agents learn skills and knowledge in the 

context of simulated customer calls 
!Shorter learning curve – more reps/agents ready to meet business  

demand more quickly 
!Shareable content – able to address multiple audience segments and 

maximize reuse without sacrificing job-specific content 
!Templates for training processes and documentation to rapidly develop 

new T&D and to leverage master performer, subject matter expert, and 
ISD resource time 

!Detailed but intuitive design information – enabling “divide and  
conquer” approach to development using internal and other outside  
resources 

!Logical inventory of content – improved ability to store, find, and  
replace changed content 

. . . and . . . and Return on InvestmentReturn on Investment  
!Accelerated sales revenue 
!Reduced training delivery costs 
!Reduced training development costs 
!Meet business service level and strategy goals 
!Improved workforce efficiency 

Functions Functions   
!Collection 

!Customer service 

!Help desk 

!Order fulfillment 

!Sales 

ClientsClients  
!AT&T 

!Auspex Systems 

!Hewlett Packard 

!McLeod (formerly Consolidated Communications) 

!SBC 

!Verizon 
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The purpose of 
this PST meeting 

is to review/
modify/approve 
(or disapprove) 

the data collected 
during the phase 

for use in the  
upcoming design  

activities. 

This is the third in a five-part series discussing the  
management of a Project Steering Team (PST)—perhaps I 
should be more specific: the manipulation of a Project  
Steering Team. 
 
In the first installment, I discussed the general utility of the 
PST. 
 
In the second, I discussed how to position PST decisions 
during the Phase 1: Project Planning & Kick-off gate  
review meeting. 
 
Here, I will briefly discuss how to guide the PST during 
the Phase 2: Analysis gate review meeting. 
 
In the fourth installment, I will review how to get the PST 
to guide, dwell on, review, modify, and approve the  
design—at the Curriculum Architecture Design (CAD) 
and Modular Curriculum Development (MCD) levels. 
 
The fifth installment will focus on the PST role during  
implementation planning: choosing the T&D products 
based on return on investment (ROI) or economic value 
added (EVA®). This is where the PST members really 
earn their keep. 

Summary of the Second Installment 
In the second installment, I described how to kick 
off a project using a gate review meeting. I  
provided some general facilitation guidelines and 
key points to raise. I encouraged you to be  
business minded and to split the roles/
responsibilities so that the PST owns the content 
decisions and consequences of them while you 
own the facilitation of the process. 

The Phase 2 PST Gate Review 
The Phase 2 PST gate review is a bunch of fun. 
The rewards are many. Just yesterday, I ran a 
Phase 2 PST gate review meeting. I feel great and, 
from all reports, so does my client. So, while I’m 
sitting in an airport waiting for a flight (that is sure 
to be canceled due to bad weather) reflecting on 
the meeting, I decided to pull out the laptop and 
write down my thoughts. The meeting went very 
well, the PST members were engaged, and they  
contributed heavily. They were pleased by the  
detailed analysis data. 
 

The purpose of this PST meeting is to review/
modify/approve (or disapprove) the data  
collected during the phase for use in the  
upcoming design activities. The PST placed trust 
in the process when they sanctioned your effort 
and handpicked the Analysis Team members. The 
fruits of that trust and the project structure begin 
to ripen during this meeting. You will have to take 
the time to prepare thoroughly, and at the same 
time relinquish some control/ownership and trust 
the process. Check your ego at the door. 

Premeeting Preparation 
There will be a lot going on in this gate review; 
consequently, the meeting can move really fast 
and can get out of hand if you are not ready for it. 
Take the time to prepare adequately. Consider the 
angles from which the PST will approach the 
meeting; review your notes from Phase 1.  
 
To put the PST in the correct position to modify 
or approve (or disapprove) the Phase 2 outputs, 
they require a complete and lucid discussion of 
the project intent and its outputs created to date. 
During the meeting, you will  
!Review the project purpose and methodology. 

!Declare its status versus plan—schedule,  
financial, or other.  

!Review the data. 

!Discuss/resolve project or data issues. 

!Preview the Design Phase. 

!Declare or ask for the design bias (e.g., self-
paced, coached, classroom, “e,” blended). 

!Identify key Design Team members. 

!Ask for permission to proceed to the Design 
Phase. 

 
The pace of the meeting will depend on how well 
organized it is. Once exposed to the detailed  
analysis data, the PST can, if permitted, spend all 
day reviewing it and miss other critical decision 
points. To help keep the meeting moving along, 
create three things. 
!A narrative Analysis Report that describes the 

project to date. This will become a part of the 
public record of the project.  

(Continued on page 17) 

SELECTING AND MANAGING A PROJECT STEERING TEAM 

The Analysis Gate Review Meeting 
by Brian D. Blecke 

EVA is a registered 
trademark of Stern 

Stewart & Company. 
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Ask the PST 
chairperson for 
permission to  
invite a few  
master performers 
to the gate review 
meeting. Invite 
the master  
performers that 
are strong and 
articulate,  
because it is  
possible that the 
PST will  
challenge the data 
and the Analysis 
Team members 
themselves. 

(Continued from page 16) 
!A logical framework and layout of the analysis 

data (the Performance Model, Knowledge/Skill 
Matrices, and Existing T&D Assessment  
provide such a framework). 

!Prepare a presentation that highlights the key 
meeting/data points. 

 
Plan to use the presentation and refer occasionally 
to the other documents to prove that the details 
are in there. Spend the time necessary to review 
the data and glean important, key insights. As you 
review the data, make notes about the key  
discussions or decisions that occurred during the 
Analysis Team meeting. The Analysis Team will 
typically have made some arbitrary choices along 
the way that the PST may not now understand. 
Write down some of the key points of the  
discussions leading to the decisions before getting 
caught up in the meeting. 
 
Look for and identify issues or trends in the data. 
Often, for example, a pattern of environmental 
deficiencies will reveal itself. Create a narrowed 
list of key training and nontraining related issues. 
Later, when running the meeting, the PST will 
often see the issues in the data, but keep the list in 
your “hip pocket” just in case they miss some-
thing critical. 
 
If you did not facilitate the Analysis Team  
meeting, review the data thoroughly and ask to 
meet with the analyst/meeting facilitator. Ask him 
or her to review the data and highlight issues, 
trends, or areas of concern. Be certain to invite 
the facilitator to the PST meeting. The facilitator 
can add color commentary or address specific 
questions that you cannot. 
 
In addition, ask the PST chairperson for  
permission to invite a few master performers to 
the gate review meeting. Invite the master  
performers that are strong and articulate, because 
it is possible that the PST will challenge the data 
and the Analysis Team members themselves. The 
master performers must be able to withstand the 
direct questions and respond competently. 
Choose those that can explain how the data was 
generated and why and how arbitrary decisions 
were made during the meeting. Once you have 
gained permission, prepare the master performers 
for their role. Simply put, they are there to defend 
their data. 
 
If you haven’t had much time with the PST,  
review the notes from the preproject interviews.  

If the PST gets stuck on an issue, those notes may 
be of some use in your facilitation. In addition, 
identify key issues in the notes. Be prepared to 
link the issues to the data. 
 
Practice both the presentation and the data  
review. Know where everything is in the narrative 
report, in the data, and in the presentation. Be 
prepared to personally discuss the data at any level 
(or have the analyst be able to). 
 
Finally, make sure all the logistics are taken care 
of. Arrange for a room of adequate size, meals, 
coffee, etc. Nothing crushes a meeting faster than 
poor logistical planning. 

The Phase 2 PST Meeting 
The Phase 2 PST meeting is where the PST sees 
and touches the first major output: the analysis 
data. It can be, from a facilitator’s perspective, 
both thrilling and harrowing. When the PST  
understands the data, can relate to the data, and 
makes decisions based on the data, the meeting is 
a blast. When they cannot understand the data, or 
relate to it, or make decisions, the meeting can be 
a lot of trouble. I have had only one Phase 2 PST 
meeting blow up. It did so because the master 
performers weren’t doing the job the PST thought 
they were. Even that was an extremely useful  
discovery for the business — but the process to 
make the discovery was nerve-wracking  
nonetheless. 

Meeting Startup 
As the meeting gets under way, while reviewing 
the meeting purpose and agenda, declare your  
intentions and biases. 
!Inform the PST that it is their job to stop/

modify/approve the project and to defend/
protect the shareholder. 

!Explain to the PST that you are prepared to 
review the data at either 30,000 feet or at the 
treetops and that they’ll determine the detail 
level. 

!Inform the PST members that they will need to 
come to consensus decisions.  

(Continued on page 18) 
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(Continued from page 17) 
!Inform the PST that the Analysis Team  

members are there to answer questions about 
the data—in short, to defend it. 

!Declare your intent to keep the meeting and 
project moving and on time—and that it is the 
PST’s job to redirect or repurpose the project, 
or this meeting, if business needs dictate. 

 
Make sure to conduct a quick round of  
introductions. This will get the Analysis Team 
members into the flow early and begin to soothe 
any potential uneasiness about being there with all 
the bigwigs. In addition, the PST will be able to 
put faces with names.  
 
Put out a Parking Lot for issues/comments/
concerns that arise from the meeting. Continue to 
make everything visible. By now, the PST expects 
it, and a failure to make things visible will be  
noticed. 
 
Review the project phases and status. If there are 
new PST members, or several months have  
passed between PST meetings, take some time 
here. Make sure the PST understands what the 
original project purpose was/is and how the  
project is being conducted. Otherwise, a high-
level review will likely be sufficient. Declare 
that you wish to protect the PST’s time; and 
then let them drive the need for more project  
information.  

Setting Up the Data Review 
Next, review the data outputs collected during the 
phase. First, review the Target Audience Data 
(TAD). This should go fairly fast. The PST will 
wonder why the TAD data matters. Put on your 
ISD hat for a moment and discuss how the  
audience demographic makeup will affect or  
influence the design and, if appropriate, the  
follow-on development activities. 
 
After the TAD review, begin to build the bridge 
to the data generated in the Analysis Team  
meeting. Give the Analysis Team members in the 
meeting a heads-up that this is the point at which 
the PST will likely start asking them questions. 
Also, offer the Analysis Team members the  
opportunity to correct you about the data. It is 
their data after all. They own the data, you own 
the process, and mistakes happen. 
 
As you begin to review the outputs of the Analysis 
Team meeting, a marvelous and subtle  
manipulation occurs. In the Phase 1 PST meeting, 

the PST identified the master performers for the 
Analysis Team meeting. They chose carefully. 
They chose the best-in-class people. They made a 
commitment.  
 
The master performers contributed considerable 
effort and time to the analysis. They, too, made a 
commitment. The Analysis Team members proba-
bly had conversations with their local  
management, or even the nominating PST  
member.  
 
They are together to review the data—to discuss 
its completeness and accuracy. You are their 
guide. They are set up to agree. There’ll be  
clarifying questions, but they are influenced by the 
circumstances, and egos, to agree. 
 
Begin with a review of how complete the Analysis 
Team thought the data was. Review the Analysis 
Team responses to the five questions asked at the 
end of the analysis meeting regarding the  
completeness and accuracy of the data collected. 
The questions are listed below. 
 
 

 
 
 
 
 

(Continued on page 19) 

!What percentage of everything possible everything possible 
(regarding the job performance and  
required knowledge/skills) did we identify 
during our meeting? 

!What percentage of the critical items critical items 
(regarding the job performance and  
required knowledge/skills) did we identify 
during our meeting? 

!What specific comments do you have  
regarding the product product we produced? 

!What specific comments do you have  
regarding the process process we used to produce 
those outputs? 

!What specific comments do you have  
regarding any key issues key issues for management 
to address as this entire effort goes  
forward? 

Give the  
Analysis Team 
members in the 

meeting a heads-
up that this is the 

point at which 
the PST will 

likely start  
asking them 

questions. Also, 
offer the Analysis 

Team members 
the  

opportunity to 
correct you about 

the data. It is 
their data after 

all. 
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Every time the 
PST and the 
Analysis Team 
engage in  
discussions about 
the data or issues 
or concerns, they 
increase their 
ownership of the 
data and the  
project. 

(Continued from page 18) 
Provided the Analysis Team gave encouraging 
responses to the questions, the PST is now in a 
better position to agree with the data without a 
drawn-out, detailed review. Emphasize that the 
data you are about to review will, if approved,  
become the basis for the training design and  
eventually the products produced. In addition, it is 
wise to mention that the data will refine and self-
correct during the Design Phase. It is, after all, a 
living data set. 

Reviewing the Performance Data 
Spend a few moments reviewing the Areas of  
Performance (AoPs) and the method used to  
create them. Offer a few details into the data, but 
keep the discussion at a high level. Encourage the 
master performers to contribute to the discussion; 
they’ll gain confidence along the way. The PST 
will likely be impressed with their knowledge of 
the data and the data structure. The AoPs cut the 
performance into sometimes arbitrary chunks that 
describe the job with minimal overlap and gaps. 
While you review the data, you may, from time to 
time, need to talk about how the data may be used 
in design (of either CAD or MCD outputs). But 
don’t get lost in that discussion; training products 
haven’t been designed yet. Use those examples as 
illustrations only—and declare that the end  
product probably won’t be exactly like your  
examples. 

Quickly review the elements of the Performance 
Model and then drive into the data. Review the 
first few outputs at a detailed level to prove that 
the detail is there. Ask the PST if they wish to 
continue at that level or if they wish to review the 
data at a broader level. Typically, once you’ve 
proven that the detail is there, the PST will let the 
review go on without disruption. Occasionally ask 
the Analysis Team members to check on the data 
for accuracy or to elaborate on key points in the 
data. Doing so will encourage the PST to ask the 
Analysis Team members clarifying questions. 

Eventually, the dialogue will be between the PST 
and the Analysis Team members, taking the 
method/forms—and you—right out of the  
equation. This, if you cannot guess, is a really 
good thing. Keep the group on track. 

Once the Performance Models have been  
reviewed, switch to the Knowledge/Skill Matrices. 
Review the elements of the Knowledge/Skill  
Matrices. Emphasize the utility of the data  
collected in downstream work. Nothing is extra, 
nothing is wasted. Quickly prove to the PST that 
there is solid detail in the knowledge/skill data 
and again ask for permission to review the data at 
a higher level. Encourage discussion between the 
PST and the Analysis Team. 
 
Every time the PST and the Analysis Team  
engage in discussions about the data or issues or 
concerns, they increase their ownership of the 
data and the project. They also increase their  
comfort that the job and its details “are in there.” 
Often PST members have remarked how  
incredible or thorough or accurate or amazing the 
data is. Those sorts of comments are very good 
news. They are well on their way to approving the 
data and approving the project for the next phase. 

Reviewing the Existing T&D Assessment 
Next, quickly review the  
Existing T&D Assessment 
(ETA) data. Review the for-
mat and method used to 
document the ETAs, and 
reveal any biases that you 
haven’t already discussed 
with the PST. Again declare 
your intent to reuse existing 
training investments where 
appropriate/necessary.  
Move quickly through the 
ETAs. Many of the PST 
members will have familiarity 

(Continued on page 20) 

Performance Model

Area of Performance:  

•Key Outputs
- Measures Key Tasks

Typical Performance 
Gaps

Probable  Gap
Cause(s)

dE
dK
dI

Roles/Responsibilities

1              2            3            4

dE = deficiency - Environment
dK = deficiency - Knowledge
dI = deficiency - Individual 
attribute/value

Codes: 1 =
2 =
3 =
4 =

Knowledge/Skill Matrix

Link to Area of Performance
Depth
A/K/S

Knowledge/Skill Category: 

K/S Item A B C D E F G

Select/
Train
S/T

Criticality
H/M/L

Volatility
H/M/L

Difficulty
H/M/L

Codes: Link to Area of Performance
A =
B =
C =
D =

E =
F =
G =

Criticality/Difficulty/Volatility
H = High
M = Medium
L = Low

Depth of Coverage
A = Awareness
K = Knowledge
S = Skill

Existing T&D
Assessment

! Include as Is ! Use as Source:   ! Do not use

Special Requirements for Delivery

! Equipment
! Facility
! Instructor
! License Requirement ! Yes ! No
! Other

Number: Title: Provider:

Length:

Hrs. ! Pgs.

Depth/Level:

! Awareness
! Knowledge
! Skill

Course Fit Assessment
Related Process(es), Area(s) of Performance, or 
Tasks

Enabling Knowledge/Skill Items:

Course Description

Notes:

Class Size:

! > 20 
! 10 – 20
! < 10
! Other

Current Target Audience:

! Continued on Side Two! Materials Attached (e.g., course description)

!
Course Contact:

Phone:

Primary Delivery Method:
GP – Group-paced
! Classroom
! Lab

SP – Self-paced
! Readings/Exercises
! Web Site Pages
! CBT
! Videotape1-1 – One-on-one

! S-OJT (training)
! U-OJT 

Other:

Schedule/Frequency:
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(Continued from page 19) 
with the training products, so don’t spend an  
inordinate amount of time on the ETAs—if not 
carefully controlled, a gripe session can ensue, so 
be careful. Offer that the PST can review them 
more thoroughly offline. Check with the PST if 
there is any absolute “must keep” existing training 
that you may have missed. If so, and you haven’t 
already documented it, write it on a flip chart so 
everyone knows you caught it. 
 
At this point, do a quick midmeeting check-in. 
Ask the PST how well the data represents the job 
performance and the required knowledge/skills. 
(A little sales tip here: unless you are absolutely 
confident of the answer, ask an open-ended  
question to get them talking.) Let anyone with an 
opinion answer the question. Listen carefully and 
write down issues or concerns that are raised.  
 

Caution: Reviewing the data 
takes time. Encouraging the PST 
and the Analysis Team to  
discuss the data in the  
Performance Model and  
Knowledge/Skill Matrices in 

detail could consume the entire meeting. Facilitate 
the discussion so it doesn’t head off the path for 
too long, saving time for the really critical stuff 
that is coming up. You will likely need a little less 
than half the meeting to deal with the issues,  
design constraints, Design Team member  
selection, and miscellaneous items that remain. 
However, this is all situational. There are times 
when the PST members think that they want to 
touch every piece of the analysis data. Inform 
them of the consequences—one might be that the 
meeting runs long—and let them decide if the 
detailed review is necessary. If they have to review 
it all, so be it. Schedule time to review/resolve the 
issues and support their need. 
 
Ask the PST if they have any issues to note based 
on their review of the data. If so, capture the  
issue(s), key points, and decisions on a flip chart.  
 
The nature of the meeting leads the PST to take 
pride in their master performer selections—they 
realize how much work the Analysis Team did. 
And listen for the sounds of marketing, including 
phrases like “wait until I show this to . . . ” or 
“This is the best . . . .” Once the PST starts down 
that path, you have effectively secured an  
incredible marketing machine: the word-of-mouth 
machine. They’ll take care of the project in that 
regard from here on out and will defend it (or 

you) from all detractors. The power is  
unmistakable. 
 
Introduce the nontraining and training issues that 
you identified. Raise the issues that will affect the 
effectiveness of the end product, such as key  
environmental deficiencies. Raise the issues as dis-
cussion topics, and keep good notes visible on a 
flip chart. Be prepared to offer/explain the  
consequences or impact of the issue on the  
project outcomes. But don’t, unless asked—and 
even when asked resist the temptation—tell the 
PST how to address the issue. Each time you  
contribute, you own more of the project.  
Remember, you want them to own the content 
and consequences, leaving you to own the  
process. Manage the time carefully so that each 
issue has an appropriate amount of airtime. 

Preview the Design Phase 
Preview the Design Phase activities for the PST. 
Explain how the data will be used. Declare your 
design bias, be predictive, and permit the PST to 
influence you. And again, be explicit with them—
make it all visible. Invite them to participate in the 
dialogue and influence you. Some of the issues 
you may need to discuss include 
!Testing and evaluation 

!Delivery media (e.g., classroom or “e”) 

!Delivery method (self-paced, coached S-OJT, 
group-paced) 

 
As you tell the PST how you intend to design the 
products, also explain to the PST that you will 
follow your declared intent unless they redirect 
you. The better able you are to anticipate and  
describe the design framework (not the actual  
design—yet), the more comfortable the PST will 
be in approving the next phases of the project.  
 
In addition, ask the PST for any flash points to 
watch out for in the design. Also ask them for any 
future-state considerations that will ultimately  
impact the effectiveness of the products  
produced. 
 
After all that, take a few minutes to identify your 
Design Team members. The Design Team should 
be a subset of the master performers that  
participated in the Analysis Team meeting. Have a 
short list in your mental “hip pocket.” Guide the 
PST to the master performers that you saw having 
the best ability to grasp details and systems and 
rapidly jump back and forth between. 

(Continued on page 21) 

This is where “it 
wasn’t ever really 
(or only) a train-

ing issue” is  
discovered. At 
CADDI, we  

follow the advice 
of ISPI guru Joe 

Harless, who has 
been quoted  

saying something 
along the lines of, 
“I never say to a 

training  
requester, ‘maybe 
it isn’t a training 

problem.’ We 
say, ‘okay, sure, 

we’re glad to help 
you.’” 
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www.CADDI.com 

The Phase 2 
meeting deepens 
the connection of 
the PST to the 
project. They now 
have something 
tangible to  
promote/defend 
in the  
company—to 
their peers and to 
the doubters. 

(Continued from page 20) 

Revisit the Project Measures 
Before ending the meeting, review the project 
measures established in the Phase 1 gate review 
meeting. These are your “gate review” criteria. 
Ask the PST if it appears, based on the data  
collected and their interim discussions, that the 
project will meet its intended targets. In other 
words, is it still a valuable project for the  
shareholders? 
 
If no gate criteria were established in Phase 1, ask 
the PST for them now. Write them on a flip chart 
and make certain that they are reviewed in the 
next gate review. 

Other Utility of the Data 
As the PST reviews the Performance Models and 
Knowledge/Skill Matrices, they will perhaps see 
opportunities that you don’t see. Permit them the 
time (within reason) to discuss and explore their 
ideas/concerns/issues. They may need to stop 
being so concerned with the data for the sake of 
T&D only and need to start considering scoping 
projects that will improve other aspects of the 
enterprise’s performance. Because they are smart 
business people being exposed to good data, 
they’ll quickly see that the analysis data collected 
has other meaningful applications for their  
organization. The data can be used to initiate and 
inform projects along the entire human resources 
chain. PSTs have used the data for projects to  
improve/change/align 
!Organization/job design systems 

!Staffing/succession planning systems 

!Recruiting/selection systems 

!Performance management/appraisal systems 

!Compensation systems 

!Reward/recognition systems 
 
This is where “it wasn’t ever really (or only) a 
training issue” is discovered. At CADDI, we  
follow the advice of ISPI guru Joe Harless, who 
has been quoted saying something along the lines 
of, “I never say to a training requester, ‘maybe it 
isn’t a training problem.’ We say, ‘okay, sure, we’re 
glad to help you.’ And then we go forward and 
discover more about the issue and the appropriate 
response.” The PACT Processes are designed to 
allow just such an approach; an approach where 
the customer and supplier collaborate to address 
the critical enterprise process performance issues. 

In the End 
When the Phase 2 PST meeting is over, you will 
be exhausted—so will the members of the PST. 
They may not be used to being pulled and 
dragged through so much detailed data and across 
so many issues in a day. The PST will most likely 
have approved the data for use in the Design 
Phase. The meeting should produce approval that 
the following Analysis Phase outputs are sufficient 
for use in the Design Phase: 
!Target Audience Data 

!Performance Models 

!Knowledge/Skill Matrices 

!Existing T&D Assessments 

Summary 
The Phase 2 meeting deepens the connection of 
the PST to the project. They now have something 
tangible to promote/defend in the company—to 
their peers and to the doubters. As before, run 
this meeting well, be business minded, and ask the 
tough questions, and the project will continue. 
Declare everything. Let the PST think through 
how they want the T&D to affect their  
organization, and document it all. The PST will 
actually be looking forward to the designs. !!!!! 

CADDI has recently updated our Web site. 

Please check it out at 

www.CADDI.com 
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Brenda Sugrue is  
president of eLearnia, 
Inc., a new company 
that specializes in the 

design, development, and 
delivery of innovative, 
adaptive, performance-

based e-learning  
activities.  

 
View a demo of this 

approach at  
www.elearnia.com. 

 
Contact Dr. Sugrue 
with comments or  

questions via E-mail: 
bsugrue@elearnia.com 

This article explains how e-learning is moving 
from delivery of information to delivery of  
performance-based activities that give learners an 
opportunity to learn by doing. Figure 1 presents a 
summary of the characteristics of each approach 
to e-learning.  

The First Generation of E-learning 
The first generation of e-learning was  
information-based. The norm was, and still is, 
pages of information, combining text, graphics, 
and animation. Simple multiple-choice questions 

(Continued on page 23) 

IT ONLY COUNTS IF THEY CAN DO THE JOB 

From Information-based to  
Performance-based E-learning 
by Brenda Sugrue, Ph.D., President, eLearnia, Inc. 

Figure 1: Comparison of Information-based and Performance-based E-learning 

 Information-based E-learning Performance-based E-learning 

Task Analysis ! Task analysis is content analysis ! Task analysis is performance  
analysis 

Learning Objectives ! Learning objectives are content  
objectives 

! Learning objectives are  
performance objectives 

Instructional Design ! First, information chunks and  
displays 

! Second, simple multiple-choice 
questions for isolated bits of  
content  

! Feedback is “Correct” or 
“Incorrect. Try again” 

! First, complex case-based activities 
that elicit performance 

! Second, detailed adaptive  
feedback 

! Third, information elements (general 
concepts and rules) for embedding 
and job aids  

Tracking ! Completion  

! Scores on quizzes 

! Each decision within an activity (for 
diagnosis and selection of feed-
back) 

! Score for each activity 

! Time on each activity (measure of 
speed or fluency) 

Reporting ! Completion 

! Quiz scores 

! Completion 

! Mastery 

! Time to learn 

! Error diagnosis 

Reusability ! Information chunks 

! Information displays 

! Multiple-choice template 

! Activity interfaces 

! Case resources 

! Information elements 

Front End ! Linear sequences of information 
screens with multiple-choice  
questions 

! Activity screen with links to access 
resources, information, and  
feedback in any order 

Back End ! Content database 

! Content Management System 

! Learning Management System 

! Content and tracking database 

! Content Management System 

! Learning Management System 
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Research on 
transfer of  
learning  
consistently  
concludes that the 
critical elements 
of training that 
promote transfer 
are authentic 
practice in varied 
contexts, with 
monitoring of 
performance to 
identify, and  
feedback to  
correct,  
misconceptions 
and faulty  
reasoning. 

(Continued from page 22) 
are interspersed or added on as quizzes. Bulletin 
boards provide opportunities to discuss the  
material. Live e-learning to date has also focused 
on delivery of information, with “talking head” 
and PowerPoint® slides and opportunities for two-
way discussion of the information. In both  
synchronous and asynchronous e-learning, key 
ingredients for effective learning are usually  
missing: ingredients such as realistic and complex 
practice activities, detailed error-sensitive  
feedback, and adaptation based on individual  
performance. 
 
One notable exception to the information-only 
model of e-learning is online training for  
computer-based tasks such as using software  
programs and configuring computer systems. For 
computer-based tasks, the model has been to 
simulate the computer screens and have the 
learner watch an animation of a particular set of 
actions, then do the actions and receive feedback 
on the accuracy of each action.  
 
However, for noncomputerized tasks such as 
sales, customer service, or management, the first 
generation of e-learning is little more than  
inefficient online reference material. It is  
inefficient because it has to be viewed in a linear 
manner, in the chunks dictated by the  
instructional designer. Unlike a textbook, it is not 
possible to instantly access a particular page of 
information. Unlike a searchable database or 
EPSS, it is not possible to access and download 
examples and job aids as needed in preparation 
for particular job tasks.  

Reusability for Information-based  
E-learning 
Information-based e-learning has been rendered 
more efficient and flexible with the advent of  
reusability strategies to organize the information. 
Information is separated into chunks that can be 
used in learning materials and in reference  
materials delivered via different media.  
Information chunks can be dynamically loaded 
into generic information display screens to match 
particular learning objectives. Simple multiple-
choice items can be combined with the  
information chunks to form learning objects. 
Learning objects can be strung together to make 
modules or lessons that, unfortunately, are still 
information-based. 
 
Complex, contextualized practice is still done  
offline, and humans still do the evaluation and 

feedback of this practice. This is not necessarily a 
bad thing, but it is inefficient. The capabilities of 
the Internet to support delivery of sophisticated 
challenging activities, complete with automated 
evaluation and feedback, are not being exploited. 
Corporations have learned that they can save 
money by porting information previously  
delivered in classrooms to the Web. Corporations 
have yet to experience the efficiency and monetary 
savings of providing online activities to prepare 
people to actually do job tasks, even job tasks that 
are nonroutine and require decision-making and 
complex problem solving. 

Increasing Transfer with  
Performance-based E-learning 
Research on transfer of learning (for example, 
Druckman & Bjork, 1994) consistently concludes 
that the critical elements of training that promote 
transfer are authentic practice in varied contexts, 
with monitoring of performance to identify, and 
feedback to correct, misconceptions and faulty 
reasoning. If these elements are not included in 
prejob training, then they inevitably and naturally 
occur on the job, at best decreasing productivity 
and at worst leading to loss of business. By  
increasing the amount of authentic practice during 
training, employees are more competent and  
confident when they have to perform a similar 
task for the first time on the job.  
 
There is widespread acknowledgment by those 
who led the first wave of e-learning that it was 
instructionally primitive and boring for learners, 
with low rates of utilization and completion. The 
latest discussions and advertising refer to the 
“next generation” of e-learning (see, for example, 
Training & Development, April 2001). The next  
generation of e-learning will be performance-
based, task-focused, and with authentic practice. 
The next generation of e-learning will adapt to the 
needs of individual learners.  
 
There are few examples of the new generation of 
e-learning available yet. This is partly because  
existing e-learning systems and companies were 
established to design and develop information 
displays, not task-based activities with detailed 
tracking and feedback. The lack of implementa-
tion of performance-based e-learning is also partly 
due to the fact that it takes more time and effort, 
and therefore costs more, to design and develop 
authentic activities. When corporations compare 
the cost of information-based e-learning to  
performance-based e-learning, they go for the  
 

(Continued on page 26) 

PowerPoint is a  
registered trademark of 
Microsoft Corporation. 
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(Continued from page 23) 
cheaper, quicker implementation, not realizing 
that they pay more for on-the-job training than 
they would for more effective, performance-
based, online training.  

An Example of Performance-based 
E-learning 
eLearnia, Inc. is pioneering the development of 
performance-based e-learning. eLearnia has  
established, from the outset, a design and  
development process to create authentic adaptive 
activities for tasks that require decision-making, 
reasoning, and problem solving. Essential  
information is embedded in the activities and 
summarized in job aids, but the entire focus of 
design and of the learner’s experience is the  
activity. In any one activity, learners make the 
same decisions in at least four different realistic 
cases. The learner’s performance on each interim 
step in the decision-making process is tracked, 
and detailed feedback is given for each case and 
also across cases. The cross-case analysis of  
performance and associated feedback points out 
misconceptions that were in evidence across the 
cases. The activities are as realistic as possible, 
providing real artifacts, data, and resources that 
would be available and would influence the  
decision on the job.  
 
Instead of a set of lessons to complete, the learner 
has a set of activities to perform. If the learner 
performs successfully in the activities, we can  
certify that he or she has the knowledge and skill 
to begin to do a job, or part of a job, with minimal 

support. If a learner is not successful, we have an 
accurate diagnosis of what knowledge is missing 
and can refer the learner to the relevant piece of 
information and give him or her another set of 
cases to complete and demonstrate mastery. This 
is very different from existing e-learning  
programs, where the most that can be certified is 
that the learner has “completed” the lessons and 
obtained particular scores on quizzes that usually 
bear no resemblance to actual job tasks.  

Conclusion 
Every new training medium goes through an  
evolution in the sophistication of instructional 
materials and strategies that it delivers. Thankfully, 
we are moving beyond the first iteration of online 
training. The first generation may have been a 
necessary step in the evolution of e-learning; its 
focus was on proving that the Internet could be 
used on a large scale to deliver information-based 
learning materials. The next step is to prove that 
we can deliver performance-based learning  
materials and use e-learning to develop real skill 
and expertise more efficiently than we could using 
other practice environments. 
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Web site at  
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Before everyone got fixated on “e” everything, we 
used to be fixated on analysis. 
 
Of course, analysis is important, but it is only part 
of the picture. Through analysis you understand the 
problem, the situation, and the implications. But, 
design is where you make critical decisions about 
how to best address the problem, situation, and 
implications given the complex set of stakeholder 
requirements, available resources, and  
environmental constraints that govern a specific 
project. 
 
Though many of us refer to ourselves as 
“designers,” there really isn’t much being  
published about designing training and  
information support tools beyond the tactical 
level, such as “look and feel” and interface design. 
However, as the line is blurred between training, 
EPSS, and knowledge management, systems and 
process design become more critical to successful 
interventions. 
 

In a longer series of articles, to be published on 
our Web site, I will be describing how CADDI 
views instructional systems design in three levels. 
Each level has its own set of issues, design goals, 
and typical “watch-out-fors.” The first article  
focuses on the questions below—if you want the 
background behind the short answers, please visit 
our Web site at www.CADDI.com. 
 
Because our model is integrated, you can begin at 
any level, but it is best to start at the top. 
 
For more detail, please check out the meat of the 
article on the Web at www.CADDI.com. In the 
next three articles in this series, I will identify key 
design goals for each level of design. And, I would 
be very interested in any reactions—please E-mail 
them to me at Pete.Hybert@caddi.com 
 
Note: An earlier version of this article is scheduled to be 
published in the October issue of Performance  
Improvement, the journal of ISPI.!!!!! 

“BY DESIGN” VERSUS “BY CHANCE” 

Why Do We Call It Instructional  
Systems Design? 
by Peter R. Hybert 

Question Short Answer 

! Why design, why not just “rapid 
prototype”? 

! Too often the reality is that, without using a design process, the 
prototyping session is a little like trying to build something in the 
dark—occasionally, you hit on something good . . . but more  
often you saw through your coffee table. 

! Why not just call a course a 
course, instead of trying to make 
it into an instructional “system”? 

! Just calling it “training” makes it too easy for people to think of 
school rather than considering other ways to generate the  
desired output that may be more reliable or cost-effective than a 
traditional class. 

! How is instructional design like 
other design processes? 

! Design is one of those topics that people enjoy arguing about. 
Maybe because it seems a little like an art—there is not a single 
right answer to a given design problem. 

! Is instructional design a linear 
process? 

! No, but it can be represented as one. 

! How can you tell a good design 
from a poor one? 

! The classic engineering perspective is that “elegance” is the pure 
goal for design. The problem with elegance alone as the goal is 
that it is too narrow—it doesn’t address the needs of all the  
stakeholders. 

! What are the three levels of  
design from CADDI’s  
perspective? 

! Curriculum Architecture Design (CAD) . . . is like . . . systems  
design. 

! Instructional process design . . . is like . . . component design. 

! User interface/Instructional Activity Development (IAD) . . . is 
like . . . subcomponent design. 

Go get this  
entire article at 

the following URL: 

http://www.caddi.com/
Articles-ISD.htm 

It will be the first 
article listed in 
that category. 

As the line is 
blurred between 
training, EPSS, 
and knowledge 
management,  
systems and  
process design  
become more  
critical to  
successful  
interventions. 
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This is the second of a two-part series on organizational 
change. The first part covered the planning and  
management practices that will prevent failures. This part 
covers the tactics for reviving or recovering stalled change 
projects. 

Recovery 
The situation is that the change effort has stalled 
or been canceled, and you believe that the  
organization will benefit from resuming efforts to 
implement the change. The following suggestions 
are tactics for either attracting the attention of 
decision-makers to the potential benefits or for 
planning how to resume the change effort. 

Suggestion 1: Ascertain the Status;  
Examine the Reasons for Failure 

The obvious starting point is to analyze the  
situation: What parts of the implementation plan 
were completed? What data is available about the 
impact of the change effort? What went wrong? 
Were there any pockets of success? Who might 
want to resume the effort, and what is in it for 
them? Who might oppose resumption and why? 
The suggestion list for prevention can be used as a 
checklist for cataloging reasons for the failure.  

Suggestion 2: Find a Compelling  
Business Issue to Drive the Change Effort 
Reconnect the change effort to the organization’s 
strategic initiatives. Explain how the proposed 
change improves the financial or competitive 
status of the organization. Alternatively, identify 
and quantify the costs of continuing to do  
business in the current manner. Leadership has to 
make tough decisions about the allocation of 
scarce resources. The rationale for the change  
effort has to compare favorably to other  
investment alternatives. See Suggestions 3, 4, and 
8 for approaches to making the case for the 
change.  

Suggestion 3: Publicize Partial  
Successes; Build from the Current  

Situation 
If you can find places where the change effort was 
implemented and produced tangible gains, then 
you may well have a strong case for extending the 

change to other units or locations. Remember that 
a key element of the implementation plan is a set 
of procedures for gathering data about the effects 
of the organizational change. If this part of the 
implementation plan was carried out, the data may 
be available. If not, the proposed measures may 
serve as a framework for gathering post hoc  
information about possible gains. 
 
One of the most impactful meetings we have ever 
witnessed was a monthly implementation follow-
up meeting where one of the company’s gardeners 
got up in front of the executive team to discuss 
the success of his team. He said: 
 
“I have been working in this organization for seven years 
now, and at least twice a year in that period I have asked 
my supervisor if we could get a new lawnmower with three 
blades rather than just the one blade we have always had. 
For some reason no one wanted to listen to me, so all I ever 
did was to mow lawns, and I never seemed to have time for 
anything else. Ever since we have purchased the new lawn-
mower, I can get to all the lawns in just three days per 
month, and I now have plenty of time to help out in other 
areas of the organization.” 
 
This very simple statement in front of the CEO 
electrified the organization and served to  
re-invigorate the performance improvement  
project that had derailed for a good period of 
time. What we learned from this situation is that 
the successes that are published do not have to be 
gigantic successes, as long as they are tangible and 
extraordinary in their own right. 

Suggestion 4: Publicize Successes of 
Other Organizations with the Proposed 

Change 
“Believers” can point to the experiences of other 
organizations. Examples are especially powerful 
from the same or similar industries. The education 
effort may be more successful if it is directed at 
confidantes of the decision-makers rather than 
directly at the decision-makers. Trade or  
professional conferences are often good sources 
for “success stories.” 
 

(Continued on page 29) 
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Suggestion 5: Ask a Third Party to  
Examine the Situation and Recommend 

Appropriate Action 
The third party can be an external consultant, a 
staff expert, a committee of middle managers, or 
an executive from another department or business 
unit. The goals of the third-party review are  
essentially the same as for Suggestion 1 above: to 
analyze the situation, identify the problems, and 
recommend appropriate action.  

Suggestion 6: Scale Back Plans 
Implementation sometimes fails because the  
organization cannot handle the additional work 
demands. An obvious alternative is to pursue the 
implementation goals but at a slower pace so as to 
put less strain on the organization’s resources. 
Options for scaling back include 
!Lengthening the schedule for accomplishing the 

change 

!Phasing the effort across locations 

!Piloting the change in a few work units and 
then implementing across the rest of the  
organization 

!Scaling back on plans for other changes that 
may compete for resources 

Suggestion 7: Implement in Another  
Setting 

If the change effort has failed in one location or 
department, try implementing it in another part of 
the organization. This suggestion is based on the 
assumption that you can benefit from lessons 
learned from the failed effort. There may even be 
benefits of involving representatives from the first 
implementation site in the planning of the next 
effort.  

Suggestion 8: Incorporate the Change 
into Another Proposal 

There are times when the proposed change helps 
lay the foundation for an even more important 
organizational improvement. For example, if you 
are advocating the creation of an internal group of 
process improvement consultants, the case can be 
made by describing the processes most needing 
improvement and how the improved processes 
will improve the organization’s financial or  
competitive position.  

Suggestion 9: Use the “Skunkworks”  
Approach 

The term “skunkworks” refers to “a small, loosely 
structured corporate research and development 

unit . . . formed to foster innovation” (American 
Heritage Dictionary, 1996). The term originated in 
the Li’l Abner comic strip and was used as the 
nickname for a secret research unit at Lockheed 
Aircraft. The idea here is to dedicate a small team 
to develop the design of the organizational change 
to the point where it is ready to be implemented 
and to manage the development in secrecy, or at 
least without calling attention to the effort.  

Suggestion 10: Work Implementation 
through Personal Alliances 

Good ideas are often defeated by corporate  
politics. Advocates can sometimes implement 
change by informal agreement among themselves 
without approval by higher-level executives. One 
example comes from a large manufacturer. The 
president vetoed changes to the product  
development process because he declined to share 
decisions over new products. The vice presidents 
of Marketing, Marketing Research, and Research 
& Development collaborated on a new procedure 
for culling out product ideas with low potential, 
thereby reducing the cycle time and cost for a new 
product idea to reach production. Thus, the  
president was presented with product ideas after 
this culling process rather than with all ideas as in 
the past. The new procedure was implemented 
without fanfare and without the approval of the 
president.  
 
Our suggestions for recovery are hardly compre-
hensive, but they do come from our experience, 
and each idea has proved to be useful in at least a 
few situations. Choosing among these ideas is 
highly subjective, and we can only point to a few 
guidelines that may help you arrive at an effective 
plan of action. First, Suggestions 1 and 2 are  
mandatory for us. It seems rash to resume the 
change effort without first understanding the 
situation and, second, without explaining how the 
change will advance the interests of the  
organization. Second, use the ideas in  
combination. The more factors working in your 
favor, the better your chances are. Third, use what 
has worked in the past. If there is a prior example 
to follow, then let experience be your guide.  

Final Comments 
Change is part of the everyday life of an  
organization. The ability to manage change has 
emerged as a core competency for corporate  
prosperity. Organizations can buy the expertise 
from consulting firms, but sustained success is 
more likely when the organization develops its 
own internal resources for change management. 

(Continued on page 30) 
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(Continued from page 29) 
Mastery of that discipline requires learning and 
organizational memory. The learning needs to go 
on at two levels. One level is a basic  
understanding on the part of all line and staff 
managers. Everyone has to understand the basics. 
In addition, we believe that most large and  
midsize companies will benefit by having some-
one specialize in change management. This article 
series has outlined “tricks of the trade” that  
facilitate change. We do not expect the average 
manager, nor, indeed, an outstanding manager to 
master these techniques. Rather, we see a  
specialist bringing this expertise to the  
organization. Furthermore, a key input to  
developing an organization’s capacity for change 
is documentation and analysis of organizational 
experience with change efforts: what works or 
doesn’t work and why. This function of extracting 
learning from experience is what we mean by the 
term “organizational memory.” We would expect 
the output of that memory to be an even more 
detailed set of guidelines than we presented in this 
article series. 
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Last year, an underinsured kitchen countertop 
manufacturing company in England burned to the 
ground in an accidental fire. Many of the  
employees stayed around after the fire and rebuilt 
the factory by hand; working for no pay, up to 18 
hours a day and on weekends to get production 
up and running again. The employees credited the 
owner’s relationship with them and his sense of 
integrity for their loyalty and support in the after-
math of this disaster. 
 
In light of this example of employee loyalty, the 
May 2000 issue of HR Path Management Bulletin had 
this to say: “The notion that employees and  
companies have a social contract with each other 
that goes beyond a paycheck has largely vanished 
in U.S. businesses. In its place we accept a free-
agent culture where workers are expected to look 
out for themselves and if they don’t like the  
culture at a given company, they simply switch 
jobs.”  
 
Can we simply blame today’s high turnover of 
staff on the Gen-X’ers and the notion that loyalty 
is a thing of the past? Can those of us who have 
watched the change in business environments 
over the past 20 to 30 years seriously claim that if 
we were in Generation-X we would remain loyal 
to our companies?  
 
Building strong and lasting relationships with  
customers and the communities in which the  
businesses reside rather than with their employees 
seems to be the focus of many companies. This is 
not hard to understand, for without customers or 
community support, there would be no need for 
employees. However, has the pendulum swung 
too far? 
 
Businesses in general have experienced a dramatic 
culture shift over the past 50 years that has moved 
them into the relationship with employees that 
exists today. Recent conversations with several 
large companies indicated that they are waking to 
this fact and putting considerable effort into  
becoming the choice or premier employer as a 
sound and profitable business practice. These 
companies recognize that it is time to include  
employees at all levels in the business of the  
company. Let’s look at a tool that seems to be 

popular for establishing relationships: branding. 
While branding seems to be the buzzword in 
many companies today, we need to understand 
what branding is and how it’s being used.  
 
Branding can have different meanings, so for the 
purpose of this article it will be defined as: 
“Making a promise of quality products, delivery, 
and service.” 
 
Scott M. Davis, in his book Brand Asset  
Management, lists six different ways in which a 
brand might appear: tagline, symbol, shape, 
spokesperson, sound, or as a product or service. 
Brands are communicated to us through all our 
senses from visual logos to the fresh, clean smell 
of our laundry straight from the dryer.  
 
A simple example of a brand is the UL® sticker on 
the electrical cord of your new lamp. That sticker 
makes a promise to you that you have a quality 
product and that when you plug the cord into the 
outlet, you won’t be electrocuted. 
 
Just as there are many branding techniques, there 
are also many different uses for branding. Here 
are the six common types of branding. 
 
Corporate Branding – Making the promise of quality 
products, service, and delivery to customers. The 
intent is to attract new customers and create  
loyalty in past customers. Corporate branding is 
nothing new; it’s been around as long as  
competition between businesses has existed. 
 
Employer Branding – Focusing on employees to  
understand the vision, mission, goals, products, 
and services of the company. It is designed to 
educate employees in order for them to uphold 
the corporate brand to their customers. 
 
(While employer branding may be required and 
essential to a competitive business, it neither 
aligns an employee’s goals and values with a  
company’s, nor does it apparently help in  
retaining employees as indicated by the continuing 
efforts to reduce turnover. In reading through 
many articles and publications on employer 
branding, the words “lure” and “attract” appear in 

(Continued on page 33) 
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(Continued from page 32) 
conjunction with employer branding, but not  
loyalty and retention.) 
 
Cause Branding – Attempting to attract customers 
by associating the company with a cause or  
purpose that potential customers would find 
beneficial to their personal goals or in line with 
their values. This might be a percentage  
contribution of company sales to charitable  
organizations or donations to nature and wildlife 
preservation councils. 
 
Co-Branding – Becoming more familiar to the  
consumer all the time. These include, for example, 
minimarts attached to gas stations, banking  
facilities within grocery stores, and laundromats 
attached to anything from bowling alleys to family 
entertainment centers. This branding falls in the 
“one-stop shopping” category. 
 
Spirit Branding – Hit the consumer market big time 
by selling soft drinks with the slogan of “I’d like 
to teach the world to sing . . . .” It’s that “get a 
good feeling” from using our product approach. 
The world looks brighter and things just go better 
when you start your morning off with our  
product.  
 
Community Branding – Showing the collective good 
a company can do for the community in which it 
and its employees reside. This branding can  
include company and employee outreach  
programs to help the needy, support the elderly, 
contribute to public education, or provide  
emergency relief and jobs for the unemployed. It’s 
a promise to the people in the community that 
this company will be a beneficial partner to them. 
 
Businesses today are using combinations of these 
forms of branding, but they don’t seem to be re-
solving the issue of retaining knowledgeable  
workers.  
 
Another method of branding, branding to  
employees, or culture branding, may be something 
new to consider in waging war against sagging 
morale and high employee turnover.  
 
Beth Sawi, chief administrative officer for Charles 
Schwab Corporation, is quoted as saying, “Having 
a strong brand for employees is a competitive  
advantage and a strategic advantage. It really does 
help us attract the best candidates.” I believe she 
is correct and would like to see branding extended 
to retaining our valuable employees as well. What 
would this kind of branding look like? 

Taking branding at its core meaning, we would 
interpret culture branding as making promises to 
employees concerning their working environment 
and relationship to their leaders and managers. In 
this case, “promises” are different from  
guarantees and opportunities in that they are  
offered free of encumbrances other than taking 
advantage of them through either purchase and 
use or employment agreement.  
 
Finding a company that says, in writing, “we 
promise” to employees was a daunting task, but a 
few forward-looking companies are implementing 
culture branding. 
 
As these companies struggle with high turnover 
and loss of valuable trained and experienced  
employees, they use culture branding to involve 
employees more deeply in the business through 
recognition of employees’ values and improved 
personal working environments. 
 
A local Seattle fast-food restaurant, Dick’s, is a 
business that makes promises to employees  
conditional upon their being employed for six 
months and working at least 20 hours per week. 
One promise is to pay employees for up to four 
hours of volunteer work to benefit an  
organization of their choice. No questions asked, 
no criteria as to which organizations might qualify, 
just an additional four hours of pay on their pay-
checks if they participate. Based on the same  
employment conditions, the company also  
provides between $1,500 and $2,100 per year for 
college, vocational, and self-improvement scholar-
ships or for using child-care providers during 
work or school. No other conditions—it’s a 
promise. Dick’s is also the oldest fast-food  
restaurant in its area and in speaking with the  
corporate office, they state their employee loyalty 
is higher than any of their competitors. 
 
Also very progressive is the CEO and president of 
U.S. Cellular, Mr. John (Jack) Rooney, who put 
into writing this promise to his employees: “I 
promise all associates that they can talk to me  
or any other leader of this business without  
consequence . . . .” I spoke with Mr. Rooney 
about his promise and learned that he stands  
behind it 100 percent. For example, a valued 
leader was recently released when he did not  
support this promise. Mr. Rooney is building a 
culture that can be branded with pride and honor. 
Will it have a positive effect on employee trust, 
openness, and increased retention? One can 
hardly doubt that it will, but the data is not yet in. 

(Continued on page 34) 
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(Continued from page 33) 
Disney also makes a promise of “right fit.” When 
an applicant is chosen for employment, Disney 
makes good on their hiring promise of placing 
that employee into a position that is right for the 
individual and productive for the company. They 
have rigorous processes in place to make this  
happen, and this promise is spawned from their 
culture and branded to all employees. After 
spending time with Disney’s Casting Department 
(read that as “employment office”), it became  
evident how often other companies opt for “tight 
fit” over “right fit.” 
 
Disney states their employee turnover rate in the 
areas of entertainment and hospitality is  
approximately 20 percent as compared to industry 
averages of about 80 percent. That’s a remarkable 
difference. 
 
Branding to employees, that is making promises 
to employees, is nothing new. Some of our  
parents and many of our grandparents  
experienced jobs in companies that supported 
them with a personal relationship they could 
count on. Many knew that working for a company 
was a job for life and a promise of income for the 
family to rely on. 
 
Employee promises don’t have to range into the 
promise of extensive education; it can be as  
simple and direct as Mr. Rooney stated—a  
promise to speak to leaders without consequence. 
 
As I talked with some companies about culture 
branding, I was met with a great deal of interest 
and skepticism. “We can’t promise employees 
anything—what if we can’t keep the promise?” 
seemed to be a common chorus. One company 
had been burned on their promise of “best place 
to work” when they needed to increase working 
hours from 36 to 40 per week and did so without 
additional pay or benefits to the employees. With 
any business venture, there is a cost and a risk. All 
factors have to be carefully considered before 
starting a culture branding campaign.  
 
One critical element before culture branding can 
begin is that you need to have a culture worth 
branding. Henry Ford said, “You can’t build a 
reputation on what you are going to do.” Cultures 
are either by design or by default. Either way, you 
have one, and perhaps the first step isn’t in  
branding culture but redesigning and rebuilding it. 
However, that’s another discussion. 
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As we think of promises that companies can make 
and keep that will improve morale, culture, and 
business, we need also to think about those things 
that might be perceived by employees to be  
promises. In a recent survey, employees took 
many things a company offers in general as  
promises. As consumers we are quick to realize 
when a brand promise has been broken. As  
employees we do the same thing. It appears that 
by not being clear about our branding to  
employees, we are setting ourselves up for  
retention problems. Employee assumptions about 
safe work environments, employee programs, or 
company “opportunities” can lead to dissatisfied 
employees looking elsewhere to use their skills 
and abilities. 
 
Beverly Kaye and Sharon Jordan-Evans in their 
book Love ’Em or Lose ’Em share that the most 
common reasons why people stay in their jobs are 
as follows: 
!Career growth, learning, and development 

!Exciting work and challenge 

!Meaningful work, making a difference and a 
contribution 

 
Ninety percent of respondents listed at least one 
of these three items among the top three or four 
reasons that they stayed in their jobs. 
 
The question that begs to be answered then is 
what can culture branding do in these areas to 
increase the likelihood that employees will remain 
with the company? Another angle to discover 
where you might be able to use culture branding is 
to ask yourself if you would be willing to allow a 
national newspaper reporter to speak with your 
employees about how the company is meeting 
their needs. If you hesitate to do so, addressing 
your reasons why might lead to removing road-
blocks and building a culture brand that will  
increase retention and move your company into 
having to select the “right fit” from dozens of 
applicants for a job rather than “tight fitting” one 
from the one or two candidates you might  
typically have now. 
 
On my way home last night, I was listening to a 
commercial for an insurance company. Their sales 
line was “we keep our promises.” Makes you 
wonder when we lost this component to building 
healthy relationships.!!!!! 
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MCDs don’t always follow CAD efforts. They can be done as  
“one-offs,” too, and still bring great value, if they are targeted at 
the right business issues in the first place. 
 
Projects we have developed T&D for include 
! Material Flow 
! Progressive discipline 
! Sales engineers 
! Brand management 
! Consumer sales call center staff 
 
Results for our clients include 
! A 20 percent cost savings and a 30 percent increase in  

production . . . after the first day 
! Moved content from the classroom to the desktop, reducing  

delivery costs 
! Increased T&D participation due to the just-in-time and ease of 

access benefits of Web-based training 
! Focused more on “performance” versus “content” 
! Won the support of our client’s harsh/skeptical internal  

customers 
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Overview 
Friesen, Kaye and Associates’ Trainer Certification 
Coach™ is a software tool for trainers/instructors 
who deliver training in a conventional classroom 
setting. The overall Trainer Certification Coach 
course objective is to prepare instructors for  
certification by modeling instructor competencies 
as defined by the International Board of Standards 
for Training, Performance and Instruction (ibstpi). 
 
Learners can take the two-lesson course via multi-
media CD-ROM or VHS videotape (I reviewed 
the CD-ROM version) and have the option of 
viewing it in three different ways. 
!With analysis (CD-ROM and VHS) – video 

runs while highlighting the various  
competencies (listed on the left side of the 
screen) that are being illustrated in the video 
clips. At the same time, text appears above the 
video window that indicates which presentation 
techniques are being modeled. 

!Without analysis (CD-ROM and VHS) – video 
runs without highlighting competencies and 
popping on text that indicates content  
presentation techniques. 

!By competency (CD-ROM only) – all the video 
clips that illustrate a given competency are  
accessed and run sequentially. 

Production Values 
The screen design is excellent. It’s very pleasant to 
look at and doesn’t interfere with the content. The 
color scheme is great, and the use of highlighting 
is effective for identifying 
!Competencies that are being illustrated 

!Learning segment location within the lesson 
hierarchy 

 
Although every screen is branded, the FKA logo 
is fairly unobtrusive. 
 
One drawback with regard to production values is 
the video performance. The User’s Guide suggests 
copying the files to the hard drive to improve  
performance. Although my computer settings 

matched those in the User’s Guide and the system 
requirements were exceeded, the video was still 
very choppy and the audio and video were  
significantly out of sync. This was moderately  
distracting, but only during the beginning of the 
program. 
 
Another minor distraction is the segment  
addresses (like video time code) that run under the 
lower, right-hand corner of the video window. 
These running numbers are very small and if I 
were developing or testing this CBT, I would find 
them extremely useful. However, I don’t know 
that they are of any value to the learner. 
 
Also, if the user chooses to view the program by 
competency, the video clips cut in and out pretty 
roughly in some spots and inappropriately in  
others. This is very distracting, and I think most 
learners will find it ineffective. 

Navigation 
The navigation tools are explained during the  
precourse and introduction segments, and the 
program is very easy to use. Its organization is 
intuitive, the content is organized in logical  
segments, and the buttons are placed and labeled 
appropriately. It bears noting, though, that if the 
user chooses to view the program with analysis, the 
lesson titles do not appear. 

Content 
Effectiveness – The course suggests that learners 
complete a precourse, self-assessment  
questionnaire before beginning the two-lesson 
course. After viewing the lessons, FKA suggests 
that learners reassess their skills in light of the 
model performance they’ve seen in the video, and 
compare this reassessment to their precourse  
assessment. 
 
The content lessons are basically two different 
examples of instructors delivering content. The 
first lesson, “The Systematic Learning Process,” 
illustrates 14 instructor competencies by showing 
an instructor delivering content on building  

(Continued on page 37) 

TRAINING EVENT REVIEWS 

Friesen, Kaye and Associates’ 
Trainer Certification Coach 
by Dottie A. Soelke 
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(Continued from page 36) 
instructor competencies and using effective train-
ing techniques (e.g., using advance organizers,  
examples, questioning techniques, testing for  
understanding, etc.). It’s a little bit like watching a 
movie about watching a movie. 
 
The second lesson, “Text Characteristics (fonts),” 
also models instructor competencies, but this time 
the instructor is teaching a class on designing Web 
pages. 
 
The FKA model preaches the effectiveness of 
presenting content, having the learners apply what 
they’ve learned, and then receiving feedback on 
the success of their application. The learners who 
use the Trainer Certification Coach course can apply 
what they’ve learned by videotaping themselves 
delivering training and then sending it to ibstpi for 
evaluation/certification. 
 
Subsequent to viewing the Trainer Certification 
Coach, most new trainers would need to practice 
what they’ve learned extensively before they  
acquire sufficient skills and are able to actually 
apply them well enough for ibstpi certification. 
 
Appropriateness – Just a small distraction . . . we 
know FKA is a Canadian firm, but they use a few 
references and colloquialisms in the videos that 
we in the United States might not immediately 

understand, e.g., the “Bureau of Taxation,” which 
I assume is like our IRS, and learners “going to 
the beach,” which seems to mean “tuning out.” (I 
must say, I do like this metaphor!) Internationally 
distributed products will probably always  
experience language-related issues like these to 
some extent. 
 
The Role of the Trainer – This course teaches the 
value of precourse preparation, which is a good 
idea. They suggest using tools like those we at 
CADDI use, e.g., materials/supplies checklists, 
room setup diagrams, target audience background 
reviews, etc.—another good idea. But like many 
other training organizations’ approaches to role 
responsibility allocation and unlike CADDI’s  
approach to role responsibility allocation, it  
assumes that the individuals who deliver the  
content developed it. This is not always the case. 

Summary 
So, does Trainer Certification Coach successfully  
satisfy its objective to prepare instructors for  
certification by modeling instructor competencies 
as defined by ibstpi? We’ll have to ask ibstpi about 
that, but my guess is, Trainer Certification Coach 
probably does a fair job of preparing experienced 
training deliverers for certification. Those who are 
new to the job would benefit from some  
structured, on-the-job training (S-OJT) before 
they’re ready for ibstpi.!!!!! 

Trainer  
Certification 
Coach probably 
does a fair job of 
preparing  
experienced  
training deliverers 
for certification. 

Update: 
Push-Pull KMS Article Series 

 
Due to space considerations, Guy’s series article 
on Push-Pull Knowledge Management Systems, 
“Stage 3: Initial KMS Content Development and  
Implementation,” was held for our next issue. 
 
If you were really looking forward to that article, 
please E-mail Guy to receive an advance copy. 
 
Send your request to Guy.Wallace@caddi.com. 
 
Thank you and sorry for any inconvenience! 
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Your four-word takeaway: Creative mess improves  
training. 

Introduction: What a Mess! 
Are they asleep yet? (The nagging fear seething in 
the back of facilitators’ minds.) 
 
Given the mess often found in many  
organizations, any training and development  
interventions that create clarity for effective  
decision-making will provide solid business value. 
However, many people who design training  
struggle to engage audiences. Creative problem-
solving and mental exercises help forge learning 
environments that 
!Inspire participants to generate new ideas 

quickly. 

!Foster concept clarity despite content  
complexity. 

!Sustain teamwork, innovation, morale, and  
enthusiasm for business success. 

 
Often dismissed as frivolous, creative approaches 
to training and development have been  
traditionally misunderstood and thus underutilized 
by performance improvement professionals. Yet, 
over and over, audiences respond very positively 
to engaging, relevant, and fun activities that  
entertain as they train. Given the challenges of 
presentation and retention of content, how can 
instructional systems designers create dynamic and 
effective sessions? 
 
The answer? Simplicity itself. Know that M.E.S.S. 
(Mental Exercises Stimulate Success). This article 
will present you with M.E.S.S. as a useful tool for 
improving the quality and flexibility of your  
training efforts. 

Step 1. Define Your M.E.S.S.: What's 
Going on Here? 
Mess is unfamiliar complexity. Given the rapid 
rate of change in the modern workplace,  
organizational members face increasingly complex 
and unfamiliar challenges. Mess often fills the gap 
between current state and desired state. Helping 
stakeholders define their environment, resources, 
barriers, and opportunities simplifies the mess and 
maximizes training effectiveness.  
 
Because mess is unfamiliar, a common reaction is 
fear. Knowledge cannot be retained or used  
effectively when fear incapacitates individuals. 
Creative problem-solving (CPS) in general, and  
M.E.S.S. in particular, defuses fear through  
clarifying and managing organizational mess in a 
safe, dynamic, and respectful environment. 
 
In my independent consulting practice, individuals 
and organizations benefit from a threefold  
methodology to help handle management mess. 
Mess can be found in three areas of performance. 
!Managing internal organizational dynamics (e.g., 

team building, office politics, workplace  
communications/language/culture) 

!Managing external trends and influences (e.g., 
market forces, social norms, popular media) 

!Managing constant environmental change (e.g., 
restructuring, disintermediation, cultural  
diversity) 

 

(Continued on page 39) 

M.E.S.S. 

How to Make Complex Training 
Clear and Fun so Learners Can  
Excel 
by Todd Packer 

M.E.S.S.: What to Do 

1. Define: Inside–Outside–Change 

2. Know: Crystal Question 

3. Simplify: Four Words 

4. Play: Mind Practice 

5. Prepare: Sky Rules 

6. Share: Give Ideas, Take Responsibility 

Would you like help 
with training creatively, 
defining your vision, and 

making complex  
performance improve-
ment efforts clear for 

decision-makers as well 
as participants? Then 
contact Todd Packer 

today! 
 

As an independent  
applied creativity  

consultant, Todd Packer 
can help you safely,  
strategically, and  

successfully explore  
organizational mess. 

His unique, innovative, 
and customized  

techniques reduce stress, 
improve morale, generate 
solutions quickly, and 

achieve measurable  
outcomes. 

 
Todd Packer 
Consultant  

13110 Shaker Square, 
Suite 112  

Cleveland, OH 44120 
Phone: 

(216) 752-6926  
Fax: 

(216) 491-1661  
E-mail: 

toddpacker@usa.net 
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(Continued from page 38) 
CPS is a powerful method to quickly help people 
transform complex messes into defined barriers to 
performance. With reduced stress, participants 
can define critical barriers and identify next steps 
to implement solutions quickly. While I use CPS 
throughout the assessment/intervention/
evaluation process, I will focus here on the power 
of CPS to create effective training.  
 
You can use M.E.S.S. to 
!Create powerful “hooks” to engage learners in 

the first few minutes of a presentation. 

!Help participants think in new ways about  
particularly contentious issues. 

!Redirect discussion from personal attacks to a 
broader systems view. 

!Brainstorm effectively: generate vast quantities 
of ideas. 

!Add exciting, customized elements to overly 
standardized (and boring) transfer of  
knowledge. 

 
M.E.S.S. may not be valuable for 
!Assigning tasks and outcome accountabilities to 

a team 

!Managing difficult relationships in a work  
setting (where open communication can  
degenerate into personal attacks) 

!Measuring competencies against a standard 

!Trainees uncomfortable or overly resistant to 
new or unusual approaches to training 

Step 2. Know Your M.E.S.S.: Find the 
Crystal Question 
Once you have analyzed needs and secured buy-in 
from decision-makers, you can begin your cus-
tomized instructional design. A critical step is to 
define the most important question (related to 
issues, value, urgency, and meaning) for your audi-
ence to answer as a takeaway. Sometimes deci-
sion-makers can state this clearly, and sometimes 
you may need to do it first to check with them. 
 
To define the crystal question 
1. Summarize the critical needs. 

2. Prioritize.  

3. Identify the training objective (in language that 
has meaning for the particular setting). 

4. Reframe as a question. 
 

An example from a training session with staff 
from an outpatient community health clinic in 
Chicago follows. 
1. Critical needs: team building, reduce staff  

conflict, help build morale, create  
accountability to management, and reward 
staff. 

2. Improve staff communication. 

3. To help them manage their mess. In this  
training session, staff will share perspectives 
on barriers to and opportunities for successful 
communication through a CPS activity (in this 
case, finger-paint brainstorming M.E.S.S.). 

4. How can communication improve? 
 
With this crystal question, a training session was 
designed that involved several activities to allow 
staff to play with this potentially contentious issue 
in novel ways. As a safe metaphor, staff could  
observe behaviors and manipulate the images/
models they created. They then could bring back 
conclusions to help improve specific workplace 
situations, build empathy, and discover each other 
as resources. 

Step 3. Simplify Your M.E.S.S.: Use 
Only Four Words 
As a new focused effort, I have found it useful to 
identify the four critical words that recipients need 
to walk out of a training session. That way, I can 
design the handouts, displays, and curriculum 
around those four words. Tell the four words in 
the first seven seconds of your presentation, then 
relax for the remainder of your time together! 
 
An example: A recent CPS activity I’ve developed 
for identifying mess in everyday workplaces uses 
principles of poetry to make complex, day-to-day 
activities clear. For one training session,  
participants were to walk away with the  
recognition that all people (and they in particular) 
are creative. The four words? “I am a poet.” The 
word “POET” then became a device for four 
types of specific activities. 
 
Whether the four words are a full sentence or four 
categories of content, you can use this to clarify 
your training content. The four words can also 
help you make your message consistent across 
communication media (e.g., handouts, spoken 
word, overhead projections, activities). 
 

(Continued on page 40) 

Given the mess 
often found in 
many  
organizations, 
any training and 
development  
interventions that 
create clarity for 
effective decision-
making will  
provide solid 
business value. 
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(Continued from page 39) 
 
Step 4. Play with Your M.E.S.S.: Your 
Own Mind Rules 
As you use CPS, make certain that it is meaningful 
and enjoyable to you. Several experts have created 
valuable resources that list specific CPS  
activities—you can also create your own. Only use 
CPS activities that fit your style and comfort—
that fit how your mind works.  
 
Important point: Link the mental exercise to a 
value or outcome that has meaning (that makes 
sense) to your audience. Without meaning, your 
M.E.S.S. becomes nothing more than an irrelevant 
diversion or waste of time. 
 
M.E.S.S. can be as simple as a cartoon you use to 
“hook” your audience or as complex as a struc-
tured series of activities around a specific, relevant 
metaphor. Remember the key: Whatever you use 
should be grounded in the crystal question to  
address meaningful issues for participants.  
Examples with some sample crystal questions 
from recent activities are listed below. 
!Images from nature (How is managing diversity 

like exploring a jungle?) 

!Toys and games (How can building blocks and 
clay represent strategies for improving refugee 
services in New York City?) 

!Poetry (How can a new product be named  
using principles from poetry?) 

!Comics (How can principles of human  
performance technology—HPT—be conveyed 
as graphic narrative comic strips?) 

!Soap bubbles (How can an international  
professional association bridge research and 
practice?) 

 
Above all, practice! You must do the M.E.S.S. you 
will use in the training on yourself, and pay  
attention to your experience. Then try it with 
trusted others (such as friends and family). Make 
mistakes, then learn from them. Practice until you 
can describe what participants will do without you 
looking at the handout/job aid. 
 
Many baskets, many eggs. Prepare several CPS 
activities linked to your crystal question, since 
some audiences may not respond to some  
activities. Trust your gut instincts and watch your 
audience. If their reaction is negative (snoring is a 
sign), then try a different CPS activity or return to 
a more didactic presentation style. 

Step 5. Prepare the M.E.S.S.: Now the 
Sky Rules 
I use the following guidelines to help people safely 
handle workplace mess and improve workplace 
performance. In contrast to “ground rules,” let’s 
consider these “sky rules” to emphasize that we 
seek to attain these together.  
1. There is no right or wrong way (e.g., to explore new 

ideas) – Participants often repeat this single 
statement as they struggle with forging new 
solutions with the somewhat unusual  
techniques of M.E.S.S. This reassures  
individuals that our goal is to generate  
possibilities without the pressures of 
“correctness.” This does not mean to discount 
the training goal/objective, but rather to  
nurture flexibility in the use of tools to achieve 
a successful outcome. 

2. Play attention – This guideline emphasizes the 
difference between how adults and children 
can use play. For children, play is a natural 
means to learn about the world, and we often 
see them intently engrossed in play activities. 
Adults, by focusing on play as a useful learning 
task, can benefit from linking ideas that arise 
to specific workplace objectives. 

3. Listen as it glistens – Ever see the spark in some-
one’s eyes? It happens in CPS activities. This 
guideline encourages people to hear others’ 
and their own responses with the heightened 
sense provided by CPS. It specifically refers to 
the need to wait while finger-paints dry, a 
process similar to the need for business  
processes to incubate. 

4. Create respect – An unfortunately common  
scenario occurs when staff is brought together 
to solve contentious problems in a single  

(Continued on page 41) 

Sky Rules by Todd Packer 

1. There is no right or wrong way 

2. Play attention 

3. Listen as it glistens 

4. Create respect 

5. Say here, stays here—confidentiality 

6. Not that’s not 

7. Suspend the judge, cherish the clown 

8. Have fun 

9.                                  <an empty space> 

Often dismissed 
as frivolous,  

creative  
approaches to 
training and  

development have 
been  

traditionally  
misunderstood 

and thus  
underutilized by 

performance  
improvement  
professionals. 
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(Continued from page 40) 
session. A burden falls on the facilitator to  
ensure clear and fair communication with 
emotionally charged topics (such as diversity, 
sexual harassment, and workplace violence, 
although any topic can be potentially  
controversial). This guideline challenges the 
audience to use CPS to actively build a climate 
(even if it’s just for the session’s duration) 
wherein all participants feel that their voices, 
their values, and their views are honored. 

5. Say here, stays here—confidentiality – M.E.S.S. can 
be uncontrollable, but not unmanageable. In 
the heat of the creative moment, people may 
want the liberty to challenge structures and 
relationships that would not be politically  
expedient out of the CPS “crucible.” This 
guideline (while it does depend on participants 
to enforce) emphasizes a need for ensuring 
participants feel safe that their ideas will not 
have negative repercussions outside of the  
session. 

6. Not that’s not – In discussion and interpretation, 
people may describe their response to M.E.S.S. 
in a way that may be difficult for others to see. 
Typically, people respond by saying “No. 
That’s not a . . . .” This response often  
eliminates opportunities to move from  
creativity to innovation. “Not that’s not” (i.e., 
don’t say “That’s not . . .”) guides people to 
expand their views to see things, or accept that 
others can see things, that are not immediately 
apparent. 

7. Suspend the judge, cherish the clown – Judges are 
professional evaluators; clowns are  
professional exhibitionists. Most people spend 
their time evaluating experiences based on 
standards instead of exhibiting their  
uniqueness. There is a time and a place for 
evaluation, but for initial “mess” identification, 
this guideline encourages openness and variety 
in creative gap analysis. 

8. Have fun – Mental fun is fundamental. People 
may assume that this is all that CPS is about, 
but it also is good to remind people how  
important the spirit of enjoyment can be for 
reducing stress and building morale. Remind 
them of this rule. And follow it yourself! 

9.                        <an empty space> – I allow the 
participants to create their own rules. The 
empty space also implies hope and  
opportunity, that there will always be new and 
unknown territory to explore. Who said the 
sky is the limit? 

Step 6. Share Their M.E.S.S.: Their 
Rules Now Rule 
As your participants engage actively with your  
M.E.S.S., a profound learning shift occurs. The  
M.E.S.S. allows the audience to connect with  
cognitive skills they may not typically use to  
address workplace problems—skills we use when 
we play. Because you designed the activity to be 
grounded in their specific workplace issue, value, 
or concern, they can recognize the relevance of 
your innovative strategy while enjoying the  
process of CPS. 
 
The following are some tips for play. 
!Be open to participants changing and growing 

your M.E.S.S. Your technique is powerful, and 
you can’t predict the results. Allow yourself to 
learn with your audience.  

!Model learning through appreciation. Actively 
acknowledge participant ideas and new ways to 
think. Openly express new insights you gain 
from responses to the M.E.S.S. This helps  
create a powerful iterative interchange that 
builds excitement and commitment. This leads 
to another way to interpret M.E.S.S.: “Model 
Enthusiasm, Support Synergy!” 

!Process your M.E.S.S.—devote significant time 
to “debriefing.” Encourage participants to  
specify direct applications of their new clarity 
and ideas to the crystal question. Assist them in 
documenting (e.g., write on flip charts) and  
prioritizing tasks and actionable items. 

!Co-create responsibility. Help participants hold 
each other accountable for implementation  
after the session. One technique I have used: 
responsibility tag. Each participant gets a 
sticker. One at a time, each participant states to 
the group one task that they will complete in a 
specified time (such as within the next 24 
hours). Each participant then places the sticker 
on the name tag of another participant—“tags” 
them—as the person whom they will contact to 
inform about the success of completing the 
task. Participants can either create responsibility 
tag pairs or this can continue in sequence for 
the group. Don’t forget to participate as well, 
and take responsibility to follow up on a  
specific issue. 

!Evaluate, celebrate, improve. Get feedback—
formal (e.g., evaluation forms) and informal  
(e.g., hearsay)—on the session. Take some time 
to reward yourself for a good meeting.  

(Continued on page 42) 

Trust your gut 
instincts and 
watch your  
audience. If their 
reaction is  
negative (snoring 
is a sign), then 
try a different 
CPS activity or 
return to a more 
didactic  
presentation style. 
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(Continued from page 41) 

Take the lessons you have learned to make a 
better M.E.S.S. next time! 

Conclusion: Go M.E.S.S.! 
The mental exercises you create, the successes you 
stimulate, may differ from one training session to 
another, but the principle of bringing your  
audience out of their boxes of complexity to see 
their situation and options clearly remains the 
same. Whether it has been developing a brand 
name for a line of niche paint product for  
Sherwin–Williams or teaching Ohio municipal 
clerks how to effectively serve customers, I’ve 
used M.E.S.S. to help diverse audiences from 

business, industry, government, universities, and 
nonprofits to create value-added ROI (return on 
innovation as well as investment) for themselves 
and their organizations. M.E.S.S. is both a  
perspective and a strategy for improving training. 
 
Try it. Let me know what you think. Consider this 
a call to action; a call to use CPS to improve  
training, development, and performance  
improvement; a call to help people struggling with 
change to manage mess well. 
 
A wake-up call, as it were. 
 
Enjoy your creative mess!!!!!! 

Mental Model M                                                                      

Exercises Enthusiasm E                                                                       

Stimulate Support S                                                                       

Success Synergy S                                                                       

Some Types of M.E.S.S.: Create Your Own! 

The mental  
exercises you  

create, the  
successes you 

stimulate, may 
differ from one 

training session 
to another, but 
the principle of 
bringing your  

audience out of 
their boxes of 

complexity to see 
their situation 

and options 
clearly remains 

the same. 

Happy Fall 2001! 
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This is the second in a four-part series on performance 
checklists. 
 
It is a simple process. Please don’t overcomplicate 
it. Comparison requires three things: observation, 
rigor, and judgment. Watch somebody do  
something, check off the criteria as they are met, 
and decide whether the performance meets the 
criteria. When the performance is directly  
observable, these three requirements are fairly  
easily met. Of course, there is a very important set 
of caveats. To assess well, you must observe well. 
This is not difficult if the checklist is fairly  
detailed. It will tell you what to look for; what to 
see, feel, smell, hear, or otherwise sense. You must 

be rigorous. Make sure the performance measures 
up to all the requirements on the checklist. In  
addition, you must decide whether the  
performance does, indeed, meet the criteria.  
Otherwise, the exercise will probably either be a 
waste of time or provide incomplete or erroneous 
results. 

Observation: The Kiss 
Note: Assessor should maintain discrete distance. 
There must be two candidates for this assessment. 
 
The criteria are embedded in the descriptions. 
Both the folks being assessed and the assessor 

(Continued on page 44) 

CHECK IT OUT! 

Comparing Performances to a 
Checklist 
by Odin Westgaard, Heurists 

Step Description Check Comments 

1. Approach slowly. Go directly toward  
partner.   

2. (Optional) Hug gently. Maintain six inches of 
clearance face to face.   

3. (Else) Place hands lightly on or about  
partner’s shoulders.   

4. Look into partner’s eyes without blinking.   

5. Smile slightly; show anticipation.   

6. Touch lips at a slight angle.   

7. Close eyes so focus is only on kiss.   

8. Apply slight pressure.   

9. Nip gently.   

10. Pull back slowly.   

11. Smile in appreciation.   

12. Thank your partner.   

Odin Westgaard, 
Ed.D. 

Heurists 
6708 Prairie Rd., NE, 

#811 
Albuquerque, NM  

87109 
Phone: 

(505) 883-3697 
E-mail: 

OdinHeurist@aol.com 
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(Continued from page 43) 
know what the latter will be judging. This brings 
up a very important point. The person using the 
checklist to make the comparison must be trained. 
Consider the criteria above. Unless the evaluator 
has training, he must rely on his own judgment 
about what is adequate. For example, how does 
one decide if this is a gentle, inviting smile or a 
leer? Without training it is moot—arguable, to say 
the least. What is slowly? And what if a wife is 
greeting her husband as he returns from a  
business trip? Is slowly appropriate then? Maybe. 
The point is, train the assessor. 
 
The kiss checklist illustrates an important aspect 
of performance checklists that often go without 
comment. Any performance involves the entire 
person. Assessing overt behavior isn’t enough. 
This may go against the grain for some purists 
from 20 years ago, but our understanding of  
behavior has grown a great deal since then. Most 
psychologists these days readily admit that covert 
behavior is often more important than overt  
behavior. What people are thinking and feeling 
when they kiss is usually more important than the 
physical activity involved. Unless, of course, the 
kiss is for a movie or play. Even then . . . 
 

I must repeat. If you use a performance checklist 
to assess performances, you must be trained to 
use that particular checklist. The training should 
ensure consistency. What was a good kiss for Joe 
is also a good one when performed by Moe. 
Training defines the criteria. Is a slight angle 5 
degrees or can it be as much as 15?   
 
Finally, training puts the assessor in the position 
of taking an objective stance. There is little need 
to justify one’s judgment if you’ve learned how to 
exercise that judgment. An umpire’s call at a  
baseball game provides another example. Is the 
pitch a ball or a strike? It’s a strike if it meets the 
criteria. But deciding whether it meets the criteria 
requires training and practice by the umpire. No 
one can step up behind the plate and call balls and 
strikes at a major league game unless they have 
trained and practiced for many years. It doesn’t 
matter how smart they are or even if they  
invented the game. Abner Doubleday himself 
would have to undergo years of training and  
practice. 
 
Now let’s take a look at the kiss as it may have 
been “appraised” by an assessor. 

(Continued on page 45) 

Step Description Check Comments 

1. Approach slowly. Go directly toward  
partner. 

__  

2. (Optional) Hug gently. Maintain six inches of 
clearance face to face.  

N/A Used Step 3. 

3. (Else) Place hands lightly on or about  
partner’s shoulders. 

__  

4. Look into partner’s eyes without blinking. No She blinked five times. 

5. Smile slightly; show anticipation. No He looked like a wolf. 

6. Touch lips at a slight angle. __  

7. Close eyes so focus is only on kiss. __  

8. Apply slight pressure. __  

9. Nip gently. No He’s too aggressive;  
she didn’t. 

10. Pull back slowly. __  

11. Smile in appreciation. __  

12. Thank your partner. __  

Most  
psychologists these 

days readily  
admit that covert 
behavior is often 
more important 

than overt  
behavior. 
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(Continued from page 44) 

Assessment: The Kiss 
When the assessor shares his results with the  
participants, they will know exactly what they did 
well and what they should work on. In fact, I  
suspect, they will already be making adjustments 
so their next try will be more appropriate. 
 
The example underscores the requirement for 
training the assessor. It’s easy to count the  
number of blinks (if you know to do it), but what 
about wolfishness or being aggressive? Since this 
assessor has had training and practice, the  

participants won’t quarrel with his judgment. If he 
had simply picked up the checklist for the first 
time and used it, they would have ample grounds 
for complaints. “What do you mean aggressive?” 
 
Remember the three requirements for adequate 
assessment: observe well, use rigor, and use good 
judgment. With these qualities you can apply  
performance checklists to full advantage. 
 
In the next issue, we will discuss the critical attributes of a 
performance checklist.!!!!! 
 

Remember the 
three  
requirements for 
adequate  
assessment:  
observe well, use 
rigor, and use 
good judgment. 

Odin Westgaard is one of the most active professionals in our field. He teaches adjunct courses at the university level, sets 
quality standards, and consults with management on the design, development, delivery, and evaluation of HPT interventions. 
He has written five books for the field and more than 30 professional articles on topics such as assessment, professional  
conduct, and basic performance improvement strategies and tactics. Odin is considered an expert in needs assessment,  
measurement, and evaluation. He has 30 years’ experience serving clients such as Abbott, ASI, Coca-Cola, Rust-Oleum, 
and Walgreens. 

Coming Soon from CADDI, Inc. 

T&DT&D Systems View Systems View  

Learning by design versus learning by chance 

Guy W. Wallace 

“Guy Wallace has done it again! After demystifying 
the ISD process in his lean-ISDSM book, he tackles 
the corporate training and development system and 
puts it in a business-focused perspective. Whether you 
are in-house or serving as an external consultant, you 
will find Guy’s model an invaluable tool for enterprise  
training and development. 
 
This analytic and design process ensures that you dot 
all the i’s and cross all the t’s when moving your  
company or client to learning by design, not learning by 
chance. The elegant clockface model helps you develop a 
clear picture of any organization and clearly helps you 
map out how best to effectively manage all the elements 
of the enterprise. Once the elements are mapped out, 
the model, through enclosed assessment and prioritizing 
tools, helps determine where and when to put corporate 
assets to maximize corporate return on investment. 
 
This is a must-have book for any consultant or  
organization that is concerned about improving the 
performance of their organization through improving 
processes and competencies.” 
 

—Miki Lane 
Senior Partner 

MVM Communications 
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Most people have heard about MP3, the format 
for storing high-quality digital audio that can be 
taken from such sources as CDs, records, and  
microphones. These audio files may be played 
back through your desktop, through certain  
personal digital assistants (PDAs) and cell phones, 
and most popularly, through MP3 players. Many 
people think of MP3 players, the 
tiny portable devices that play and 
organize these digital audio files, as 
being faddish toys for teenagers, but 
few people realize their potential in 
training and communications. Below 
are a few possible uses for digital 
audio devices. 
!Create corporate news shows. You can 

provide corporate news in a radio 
show format by recording a  
dialogue and posting it onto your 
company’s Web site or intranet, 
which employees can quickly 
download onto their MP3 devices. 

!Create audio orientation tours. You 
can set up an audio tour of your 
facilities (much like the audio 
guides you find in museums) on 
portable devices and give them to 
visitors or new employees. 

!Set up hands-free job aids for employees. Many  
employees struggle with huge manuals for  
troubleshooting equipment or computer  
programs. Instead, provide them with an audio 
job aid that they can refer to at any time while 
keeping their hands free for operating  
equipment or typing. 

!Record speeches for employees and the public. Rather 
than distributing written transcripts of executive 
speeches or notes from a meeting, record and 
archive speeches and meetings for employees, 
stockholders, and the public and make them 
available on your company’s Web site. 

!Make audio books available to your employees. There 
are thousands of audio books, newspapers,  
audio programs, and speeches in the MP3  

format available for download on the Internet. 
Audible.com is one of the Internet’s leading 
sources for spoken digital audio, and more than 
18,000 titles are available to download to your 
computer, Handspring PDA, MP3 player, and 
even your cell phone. 
 

Figure 1: audible.com 
 
There are many different MP3 devices and  
programs available for purchase. MP3s are often 
played on tiny devices such as the Rio. The  
benefit of these portable players is that they can 
be taken anywhere and used in the factory, in the 
field, on the road, or in the office. These gadgets 
are usually smaller than a deck of cards and do not 
“skip” like portable CD players. These are fairly 
inexpensive—they can be purchased retail for  
under $300.00. You can also purchase an  
inexpensive adapter that allows you to play audio 
from an MP3 device using any cassette deck (on a 
home stereo or in the car).  

(Continued on page 47) 

GIZMOS AND GADGETS 

Performance Improvement with 
Digital Audio 
by Evan D. Williams, CTO, Gayeski Analytics 

Gayeski  
Analytics helps 
clients evaluate 
and adopt new 
technologies for 
training and  
performance  
improvement. 

 
Gayeski  
Analytics 

407 Coddington 
Rd. 

Ithaca, NY 
14850 

Phone/Fax: 
(607) 272-7700 

evan@ 
dgayeski.com  
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(Continued from page 46) 

Figure 2: Sonicblue Multimedia Rio 500 
 
Some PDAs come with MP3 capability, such as 
the Sony Clié, which comes with an MP3 player 
and headphones as standard features. The  
Handspring Visor has a very small MP3 module 
that fits into its Springboard expansion slot, which 
also allows you to play digital audio straight from 
your PDA.  

Additionally, certain 
cell phones have 
MP3 capability—
these phones would 
allow employees to 
refer to recorded  
dialogues and  
communicate with 
one another with the 
same portable device. 
Nokia offers a cell 
phone that can play 
up to one hour of 
digital audio (refer to 
www.nokia.com for more details). 
 
I would urge you to refer to www.cnet.com for 
up-to-date prices of the abovementioned devices.
!!!!! 
 

Figure 3: Nokia Cell Phone 
with Digital Audio 

Many people 
think of MP3 
players as being 
faddish toys for 
teenagers, but few 
people realize their 
potential in  
training and  
communications. 

Attention: 
Fans of Geary A. Rummler, Ph.D. 

Dr. Rummler has a new workshop out: 

“Performance Analysis for Results”“Performance Analysis for Results”  

For information, schedules, and enrollment, visit 

www.PerformanceDesignLab.com 
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lean-ISD 
via the PACT Processes for T&D 

lean-ISD 

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

Geary A. Rummler, Ph.D. 
Performance Design Lab 

Call (630) 355-9800 or visit Amazon.com or the 
ISPI Bookstore to order your copy of 
lean-ISD—the book, priced at $125.00,  

plus shipping, handling, and Illinois tax where 
applicable. 

“Gopher” more 
at CADDI.com 

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

Curriculum Architecture
Design & Development Institute, Inc.

CADDI

Curriculum Architecture
Design & Development Institute, Inc.

CADDI


