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!Align the T&D/learning/knowledge  
management systems—and their investment 
dollars—to your customer’s critical business 
needs 

!Target high-value interventions that protect 
or improve your enterprise and shareholder 
value 

! Improve the performance of mission-critical 
target audiences served by your T&D/
learning/knowledge management systems 

!Earn an ROI and EVA® for your company 

Can CADDI Help You? 
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lean-ISD; PACT Process;  

Curriculum Architecture Design; 
Modular Curriculum Development; 

Instructional Activity  
Development; EPPI; PACTool; 
Performance-based, Accelerated, 
Customer-/Stakeholder-driven, 

T&D; and T&D Systems View 
are service marks of CADDI, Inc. 

 
Our goal is to share CADDI’s 
concepts, models, and methods for 

ISD and HPT, as well as share the 
thoughts of others. 

QUICK UPDATES 

CADDI Happenings 
by Deb Smits 
Our Methods Win More Recognition . . . 
!Congratulations to the General Motors University  

Finance College for receiving a local ISPI award (see E-mail 
at right that was sent to Guy from Todd McCormick). 

!Cordell Hauglie has been getting “rave” reviews about his 
“Culture Branding” article published in our fall 2001 issue 
of Pursuing Performance. This article will be published as a 
commentary in the January issue of ISPI’s PI Journal.  
Congratulations, Cordell!!!!!! 

Guy,                                     October 23, 2001 
 
As you might recall, this past July I forwarded 
for your review, a draft document of our  
submission material of a GM course to the 
local ISPI chapter for their 2001 Excellence 
Awards program. Subsequently, upon making 
the modifications you requested, we submit-
ted a final document to them, and I forwarded 
a copy directly to you. We submitted this  
material in partnership with the General  
Motors University Finance College and the 
General Motors North America Product Cost 
team. I am pleased to inform you that this 
past Thursday, October 18, we were presented 
with an Honorable Achievement Award for  
Instructional Product or Intervention, in  
recognition of the work completed for the  
General Motors University Finance College on 
a web-based course titled “Product Cost-
Month End Assembly Inventory Analysts.” The 
judges praised the efforts of the RPS team in 
putting this submission together and strongly 
encourage submitting the course to the  
national ISPI award competition.  
 
Again, thanks for all your help.  
Todd McCormick, Raytheon 

CADDI Fallfest 
On October 5, 2001, CADDI 
held our annual Fallfest  
team-building activity with our 
staff. Due to bad weather, we 

stayed  
indoors to 
play a  
competitive 
game of 
team “Pictionary.” 
Two teams were 
created—those 

with kids and those without. It was 
a great way for the staff to get to 
know one another’s styles better. 

CADDI Halloween Luncheon 
Continuing our annual tradition, 

CADDI held a Halloween 
luncheon and costume con-
test for our staff. The entire 
staff came dressed up, and a 
few prizes were awarded for 
Scariest, Funniest, and Most  
Original costumes. 

Above: Cindy, MaryBeth, 
Sharon, and Brian from 
Team 2 try to decipher a 
drawing. 

Above: Amy and 
Kelly face off with an 
“All Play.” 

Above: Levi and 
Sharon try hard to 
draw the answer for 
their teams. 

To Right: Amy and Josephine look on 
as Alaina rolls the dice for Team 1. 

Above: Alaina 
and Josephine 
dressed as Lil’ 
Bo Peep and 
her Sheep. 

Josephine was 
voted as 

“Funniest” as 
the sheep. 

Above: Brian 
“in character” 
as a patient 
from an insane 
asylum. Brian 
was voted as 
“Scariest.” 

To Left: Levi 
dressed as 
Guy W. 
Wallace. 

To Left: Deb, 
Aimee, and 
Jennifer won 
“Most Origi-
nal” as the 
PowerPuff 
Girls. 

To Left: 
Pete raided 
his son’s 
closet and 
dressed as a 
rollerblader. 

To Left: Danita looks 
baffled at her team-
mate’s drawing. 

Internet/E-mail Helpful Hint: In the Internet/E-mail age, we know that information travels fast – truth 
and fiction. I searched for a Web site that might help me demystify truths from fiction. I found such a site that I have 
found very valuable. The URL for this Web site is http://urbanlegends.miningco.com/library/blhoax.htm. This 
site has very current information and even information that has been circulating for many, many years. Thanks to 
Kevin Cunningham from Siemens Building Technologies in Buffalo Grove, IL for letting me know of another good 

one – www.snopes.com.  —Deb 

CADDI’s Offices Closed for the Holidays 
Thursday, December 20, 2001 – Wednesday, January 2, 2002, 
CADDI’s offices will be closed for the holidays. We will  
reopen the office at 8:00 a.m. CST on Thursday, January 3, 2002. 
If you need assistance during this time, please contact one of the 
partners or our business manager on their cellular phones. 
Partners: 
Guy Wallace (630) 240-6055    Pete Hybert (630) 240-6051 
Kelly Smith (630) 240-6053      Brian Blecke (630) 640-3972 
 
Business Manager: Deb Smits (630) 240-6052 

Happy
 

Holida
ys! 
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Start Here for an Amusing Anecdote 
In grade school, I was assigned a reading story in 
which a brother and sister were left at home while 
their mother went to the store. The mother gave 
them each a chore to perform: the sister had to 
vacuum the house and the brother had to shovel 
the snow off the sidewalk. When she returned, she 
was going to bring a treat of some kind (cookies, 
ice cream—this was before cholesterol was an 
issue).  
 
The sister figuratively rolled up her sleeves and 
vacuumed the carpeting, finishing in short order. 
The brother must have been a budding engineer, 
because he decided to create an easier way to get 
the job done. He decided to “work smarter, not 
harder.” The short version is that he tried a  
number of things that didn’t work, culminating in 
hooking the dog to the wagon to drag a board 
behind it (like a pseudo-snow plow) and using the 
vacuum cleaner exhaust to blow/melt the snow 
off the sidewalk.  
 
None of his ideas worked and when mom came 
home, he had to resort to picking up the shovel 
and clearing off the sidewalk, using nothing but 
muscle power (but which ended up taking only 10 
or 15 minutes).   
 
What lessons can be learned from this story? Lots 
of them, but many are wrong. One wrong lesson 
might be that it doesn’t pay to “think out of the 
box” or attempt to automate or reduce the labor 
content of a task. It’s true that, to get a task  
accomplished, “rolling up your sleeves” is  
eventually inevitable. But that doesn’t mean it is 
better to work hard than to work smart. 
 
The whole purpose of performance technology is 
to improve performance, and simply working 
harder rarely (if ever) results in any significant, 
long-term change in results. So, is this story just a 
creation of a subversive workaholic or a Luddite? 
Or, is performance technology really just a work-
avoidance behavior?  
 
Actually, I think the key to the story lies in the 
analysis. For one thing, the kid engineer failed to 

check for something that is a CADDI mantra—
always make sure there is a sufficient return on 
investment (ROI). Though creative, the brother in 
the story didn’t compare the level of effort needed 
to perform the task to the level of effort required 
to re-engineer it—he spent two hours trying to 
save himself 15 minutes. 
 
Another key lesson is that the kid was shooting 
for complete innovation. He wasn’t benchmarking 
the best practices, and he wasn’t using existing 
technology. He was trying to reinvent snow  
shoveling. If you are going to innovate, you have 
to be willing to suffer a few failures. (That’s why 
they joke about the “leading edge” being the 
“bleeding edge.”) And you should never innovate 
in the middle of a project with a deadline—always 
do the experiments offline. 

Start Here for the Real Content—How 
the Above Is Relevant to T&D Trends 
The bottom line is that there are some hard  
questions to ask when we consider performance 
improvement and/or technology innovations. 
!What is the performance, and where are the  

opportunities to improve it?  

!If we improved the performance, what is the 
potential return on investment? 

!Can the improvement be realized using existing 
technology, or is innovation needed?  

!If innovation is needed, what are the critical 
technologies we need to invent? When should 
we expect results? 

!Given all the above assumptions, should we 
proceed? 

 
In the T&D business today, most of the  
innovation energy is in the e-arena. We’ve been 
bashing the “e” frenzy in the last several issues, 
but not because we’re against using computers 
and networks to deliver and manage content—
we’re not. But the problem is that the level of  
hysteria has diverted attention away from the  
important business considerations, such as ROI.  
And, it has led to all kinds of effort focused on 

(Continued on page 5) 

ON WATCH FROM THE BRIDGE 

Invention Is Only Fun when You’re 
Finished 
by Peter R. Hybert 

You should never 
innovate in the 

middle of a  
project with a 

deadline—
always do the  
experiments  

offline. 
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In the October 
2000 issue of 
Training, their 
industry survey 
estimated that 
$54 billion was 
budgeted for  
formal training 
in 2001 among 
the responding 
445 companies. 

(Continued from page 4) 
what will turn out to be only partial solutions. In 
other words, many learning/content management 
e-solutions are not unlike the child who wanted to 
avoid shoveling the snow. (You are wishing you 
hadn’t skipped the anecdote now, aren’t you?) 
They require a lot of resource for a problem with 
a potential return lower than other investments. 
 
Primarily, e-learning management systems address 
the problem of either tracking the learners’ access 
to training or finding, assembling, and delivering 
content to the learner. (Authoring systems  
support the developers.) These systems (learning 
management systems, LMS, and content manage-
ment systems, CMS) offer different ways to  
connect learners to content. These systems are 
new; they are being evolved as early versions are 
introduced and as the market learns what to ask 
for and what to expect.  
 
Let’s look at these “e-nitiatives” through the filter 
of the previous set of questions. 

What Is the Performance, and Where 
Are the Opportunities to Improve It?  
The business issue is that people need  
information, knowledge, and skills to do their 
jobs. New people need to be “spun up,” and  
existing audiences need to be “respun” when 
things change (such as their job, their field,  
internal products or processes, etc.). It is not a 
stretch to say that the training process is labor 
intensive and often works poorly. The LMS/CMS 
solution is to provide a virtual connection to  
content and learners. This should, in theory,  
increase the likelihood of getting people what they 
need, because learners can get the individual 
pieces they need without sitting through an entire 
class, and because all the content will be available 
through one source. It should also increase the 
speed at which they can get it, because they don’t 
have to wait for a class to be offered in their area; 
once the content is developed and released to the 
system, it is available to everyone. 
 
So far, so good—in theory. One, maybe minor, 
flaw in the logic is that building self-paced training 
takes more effort than group-paced/instructor-led 
training. The reason is that in self-paced training, 
everything has to be documented, from the actual 
content details and the instructional process steps 
to the answers to those FAQs. In a group-paced 
class, the instructor can “fill in the gaps.”i That 
means you can actually go to market more quickly 
with group-paced training. But, using instructors, 

it is very difficult to get to a large and/or widely 
distributed audience quickly. 
 
A more significant soft spot in the argument for 
e-learning is that all the content still really isn’t in 
one place, but even if it were, it would still be next 
to impossible for everyone to find everything they 
need. Boolean searches don’t work reliably. 
Course catalog classifications didn’t work in the 
old days when there were far fewer choices.  
Titling and indexing conventions vary widely. 
 
The most significant issue is that, by targeting 
speed and span of distribution, we are already  
ignoring a much more significant problem (or  
opportunity). Distribution of training is just one 
portion of a supporting business process, and it is 
just the tip of the iceberg. Arguably the part of the 
iceberg that is underwater is content development 
and maintenance. And the complete iceberg only 
exists to enable people to perform their jobs  
better. If the content is not targeted, current,  
accurate, and effective, it won’t change business 
performance—it will just consume internal  
resource time and dollars. Yet, all the focus in the 
industry seems to be on solving the problem of 
delivery/distribution of the content. Why isn’t 
there more focus on the quality (accuracy and  
effectiveness) of the content and who it’s aimed 
at?!?  

If We Improved the Performance, 
What Is the Potential Return on  
Investment? 
Still, traditional training delivery is labor intensive 
and costly. Having everyone stop work and go to 
a class costs lost opportunity, travel expenses,  
facilities, etc., which add up to a very significant 
portion of the cost of doing business. In the  
October 2000 issue of Training, their industry  
survey estimated that $54 billion was budgeted for 
formal training in 2001 among the responding 445 
companies. That sounds like a lot—we should be 
able to justify spending a lot to reduce those  
expenses. 
 
Or should we? How relevant are any of those 
numbers? We may avoid some travel, but we will 
increase technology spending (equipment,  
network access, IT resources). We will need to 
retrain developers, and they will be spending more 
time to build the same amount of training (see the 

(Continued on page 6) 

i As an aside, this is why most self-paced training  
addresses fairly basic topics—complex content is  
difficult to package at that level of detail. 
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But, there is 
something that 

does not now  
exist in the  

general  
marketplace that 

does need to be 
invented: a  

comprehensive 
content inventory 

for the reusable 
objects. 

(Continued from page 5) 
self-paced development discussion above). We 
will need to expend resources to get the target 
audiences tuned in to the system. We will need to 
convert our existing content (which may need 
much rework). 
 
Still, if we can reach more people with content 
more quickly, maybe we can take it on faith that 
we will impact overall organizational performance 
at an increasingly quick pace.  
 
Here again, though, the content question comes 
up. An analysis of the business issues will identify 
the key performances that need to be improved or 
supported for the business to thrive. An analysis 
of those performances will identify specifics about 
the contentii that needs to be developed and  
distributed. But LMSs and CMSs will accept any-
thing anyone wants to store in them—the focus is 
precisely not on the content. And, judging by the 
amount of attention in the business and training 
press, nobody else is paying attention to content, 
eitheriii. 

Can the Improvement Be Realized 
Using Existing Technology, or Is  
Innovation Needed? If Innovation Is 
Needed, What Are the Critical  
Technologies We Need to Invent?  
Most e-learning content can be developed and 
distributed using existing (but still not completely 
mature and widely understood) technology. There 
is still a wide range of alternative approaches, and 
there are still gaps. But, you can build basic  
e-content using Microsoft® Office software, you 
can use a number of user-friendly authoring  
systems, or you can code from scratch using 
something like Visual Basic or JavaTM. Most of the 
challenge is in integrating the components so that 
what can be developed can also be stored,  
delivered, and used. That isn’t easy, but little  
inventing will be needed. 

But, there is something that does not now exist in 
the general marketplace that does need to be  
invented: a comprehensive content inventory for 
the reusable objects. Most LMSs and CMSs will 
let you populate the inventory and create your 
own storage scheme. It sounds democratic—it 
allows complete freedom. The same thinking 
keeps people from proactively managing the  
content and acting as gatekeepers, instead of  
defaulting to an attitude of “put it all in and the 
good stuff will float to the top.” 
 
There is an initiative underway to invent a  
standard tagging method for learning objects. The 
standard is called Shareable Content Object  
Reference Model or SCORMTM. The driver is the 
Advanced Distributed Learning initiative  
established by the Department of Defense. (You 
had to know there was a government connection 
with an acronym like SCORM.) There are a  
number of well-known and well-respected  
organizations involved, such as the Institute of 
Electrical and Electronics Engineers (IEEE), IMS 
Global Learning Consortium, IBM®, Boeing,  
Microsoft, and click2learn.com to name a few. 
 
The concept behind the approach is sound. In an 
early IMS document, the approach is compared to 
the standard ingredients and fat/sodium content 
labels on groceries—in theory, you should be able 
to understand what is inside without taking the 
time to open the package up and look through it. 
Implementation will still be difficult because, 
though everybody knows what sodium and fat 
grams are, the ingredients of a learning object are 
clearly not so commonly understood.  
 
But, in my opinion, SCORM doesn’t go far 
enough, though some of the documentation  
implies that they may get there. It doesn’t  
delineate an organization scheme for the  
content—there is no Dewey decimal system for 
learning objects. With a large organization, you 
will certainly reach a huge number of objects in a 
hurry. For example, one of our clients generated 
16,000 objects in less than six months without 
even really trying. Those objects were much larger 
than the lowest level objects likely to be tagged 
and stored in a CMS. This deluge of content will 
create an administrative and maintenance night-
mare unless a rational inventory scheme is in place 
from the start. 
 
It might be analogous to walking into a hardware 
store that doesn’t use departments to organize 
products. Sure you could pick up a board when 

(Continued on page 7) 

ii In this context, “content” is not being used in the  
narrow sense of raw information. Instead, it is being 
used broadly to refer to the instructional process as well 
as the actual information. So the content of an online 
demo would include the introduction of the demo, the 
graphics/text/audio/video demo itself, and the  
debrief/explanation. 
 
iii An exception could be the topic of simulation.  
Recently I have seen some articles on this topic in  
training and e-learning journals. Simulation is a step in 
the right direction—it targets performance. But, it is 
often a very high-cost solution, and many solutions 
require a great deal of support to maintain. Worth  
considering, but watch the ROI! 

Microsoft is a registered 
trademark of Microsoft 

Corporation. 
 

Java is a trademark of 
Sun Microsystems, Inc. 

 
IBM is a registered  

trademark of International 
Business Machines  

Corporation. 
 

SCORM is a trademark 
of Advanced Distributed 

Learning. 
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you’ll still have 
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SKU (stock-
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equivalent for 
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(and there are a 
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don’t standardize 
on an  
organization 
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your company 
and for the data 
on the tags, you 
won’t have a 
prayer of  
managing the  
object inventory. 

(Continued from page 6) 
you finally found it and tell if it was an eight- or 
ten-foot 2x4 by looking at the tag, but how many 
sinks, water heaters, nuts and bolts, sump pumps, 
conduits, cabinet hinges, etc., would you have to 
wade through to get there? Since, in the CMS, the 
computer has to do the looking, you might say, 
“Who cares?”. But, the analogy still works—that 
is analogous to having the clerk in the warehouse 
search for your lumber instead of going yourself. 
Sooner or later it will end up as a slow,  
incomplete, and expensive search process.  
 
Your computer search engine, however, will do a 
more comprehensive search than a clerk who is 
exhausted from a day of stumbling through piles 
of caulk tubes and gutters. But without an  
inventory scheme, you’ll still have the problem of 
consistent item tagging. The SKU (stock-keeping 
units) equivalent for T&D content, SCORM, 
specifies the fields (and there are a lot of themiv) 
in a tag. But if you don’t standardize on an  
organization scheme within your company and for 
the data on the tags, you won’t have a prayer of 
managing the object inventory. People will  
mislabel objects, invent redundant objects, miss 
making updates to some objects, overlook  
building necessary objects, and so on.  

What Will It Take to Get Started? 
When Should We Expect Results, and 
How Soon Do We Decide to  
Abandon It if There Are No Results? 
Clearly it will take some experimentation and false 
starts to get an LMS and/or CMS up and running 
in your environment. You won’t be able to get all 
the content loaded at once, and you shouldn’t try. 
Rather than simply converting your existing  
content, pick a critical target audience and/or  
performance problem/opportunity, and then  

focus the implementation on something that will 
definitely generate a return. Even though the cost-
reduction potential for reduced travel, distribu-
tion, and maybe even printing costs looks like easy 
to reach, low-hanging fruit, it is really an illusion. 
Focus instead on addressing business needs while 
at the same time, evolving the infrastructure as 
needed to stay competitive and meet your  
strategy.  
 
If you agree that the content is the piece to  
manage, you will want to establish an inventory 
scheme upfront and test it offline until you are 
certain it will enable initial entry and downstream 
searching for maintenance and reuse. 

Given All the Above Assumptions, 
Should We Proceed? 
This one is up to you. At CADDI we believe that 
reuse of learning objects is critical for the  
business, whether for self-paced or group-paced 
delivery. We believe that the inventory scheme 
that we have been using for about two decades is 
robust to use in large organizations’ LMSs, CMSs, 
or KMSs. But, the real driver should be perform-
ance needs targeted with effective solutions. The 
content should certainly be designed for reuse. 
But the real opportunity is improving perform-
ance. Designing for reuse only enables efficient 
T&D system operation. But if you target perform-
ance and build for the future, you generate ROI 
today and are positioned for cost control and  
leveraging of your intellectual capital in the  
future.!!!!! 

iv Actually, we did some experimenting here at CADDI, 
and the amount of data needed to store a piece of  
content could easily end up being more than the  
content itself! With a large inventory, there will be a 
significant amount of labor and data storage devoted to 
creating and maintaining tags!  

PPTT 

PACT Process Technology Transfer 
 

Via a licensing agreement, CADDI will transfer our  
lean-ISD methods, tools, and techniques to your staff. 

We have detailed, rigorous, and fast methods; proven techniques; effective, 
performance-based workshops; and more than 175 tools and templates  
developed and evolved in more than 250 ISD project applications since 
1982. 

PPTT 
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People just refuse to believe me when I tell them 
that CADDI’s PACT Processes for T&D go fast. 
We regularly tout our ability to go fast and  
produce high-quality outputs (often considered to 
be two ends of a teeter-totter); we run lean— 
lean-ISDSM, that is.  
 
Their impression probably comes from all the  
detailed descriptions of the methodologies (that 
have been reduced to practice), process maps, 
boxes, sub-boxes, outputs, tasks, tools, and  
templates we use—and make visible. For all the 
doubters, suspend your disbelief. Here’s a little 
proof.  

The Challenge 
CADDI recently conducted a complicated, large-
scale curriculum redesign for a Fortune 25  
company’s consumer sales associates. The  
project’s purpose was to improve the value and 
effectiveness of the training provided to new-hire 
and incumbent associates by 
!Reducing the time required to train 

!Enhancing the sales focus and performance 

!Providing consistent training methodologies 
across the footprint 

!Improving posttraining productivity 

!Providing flexibility for self-paced instruction 

!Providing flexibility for reuse of training  
modules in regions 

 
In short, teach ’em faster, make ’em  
better.  
 
CADDI agreed to produce the following 
deliverables for the client (these are  
standard outputs of the PACT Processes 
for T&D): 
!Curriculum Architecture DesignSM 

(CAD) deliverables 
-T&D Path(s) 
- Individual T&D Planning Guide(s) 
-T&D Event Specifications 
-T&D Module Specifications 
-T&D Module Inventory Framework 

!Modular Curriculum DevelopmentSM (MCD)  
deliverables 
-Event Definitions 
-Lesson Maps 
- Instructional Activity Specifications 

The Results 
I enjoy this part. This was a huge undertaking. I 
had candles burning at both ends and had a few 
smaller fires burning in the middle. It is important 
to note that the client’s Project Steering Team was 
serious about this project, for it held tremendous 
potential impact on the business; consequently, 
they provided the necessary resources to complete 
the job. Many clients aren’t this committed. The 
speed, effectiveness, and quality of this project 
would not have been possible without the  
commitment of their staff and other resources. 
 
While the development portion of the project 
ramps into full production, I want to focus for a 
moment on the redesign activities. CADDI  
completed the work/meetings described in the 
PERT chart in Figure 1 in 112 working days (not 
FTE days). By the way, just for fun and to put a 
little additional pressure on everyone, this project 
was conducted around and through the Christmas 
and New Year holidays (CADDI shut our office 
for a team vacation for nine working days for the 
end-of-the-year holidays last year). In all, this  
effort took about six calendar months. 

(Continued on page 9) 

We regularly tout 
our ability to go 
fast and produce 

high-quality  
outputs; we run 

lean— 
lean-ISD, 

that is. 
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Does PACT Go Fast? 
by Brian D. Blecke 

Stage 2Stage 1

11/1/200011/1/2000 12/18/200012/18/2000 1/26/20011/26/2001 3/8/20013/8/2001 4/20/20014/20/2001

ETA

PST 
Kick-off

CAD DT
Meeting

CAD DRT
Meeting

MCD 1–3
Meetings

PST 
Meeting

MCD 4–9
Meetings

MCD DRT
Meeting

PST 
Meeting

PST 
Meeting

PST 
Meeting

CAD Design
Documents

MCD 1–3
Draft Design
Documents

MCD 4–9 
Draft Design
Documents

MCD 1–9
Final Design
Documents

= Project Steering Team Gate Review Meeting

PST Kick-off

Five-day AT
Meeting

ART
Meeting

Analysis
Report

Stage 2Stage 1

11/1/200011/1/2000 12/18/200012/18/2000 1/26/20011/26/2001 3/8/20013/8/2001 4/20/20014/20/2001

ETA

PST 
Kick-off

CAD DT
Meeting

CAD DRT
Meeting

MCD 1–3
Meetings

PST 
Meeting

MCD 4–9
Meetings

MCD DRT
Meeting

PST 
Meeting

PST 
Meeting

PST 
Meeting

CAD Design
Documents

MCD 1–3
Draft Design
Documents

MCD 4–9 
Draft Design
Documents

MCD 1–9
Final Design
Documents

= Project Steering Team Gate Review Meeting

PST Kick-off

Five-day AT
Meeting

ART
Meeting

Analysis
Report

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

P
A
C
T

©2000 CADDI, Inc.

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

P
A
C
T

©2000 CADDI, Inc.



 

Winter 2001                                                                                                                                                                                  9 

CADDI has 
created a highly 
effective,  
lean-ISD back 
office/production 
database, which 
we call the  
PACTool, to 
support such 
large-scale  
implementations. 

(Continued from page 8) 

Figure 1: PERT Chart of Redesign 
Project 

 
In this project, CADDI produced 
the following: 
!1,888 Instructional Activity 

Specifications (447 were core or 
shared) in 

!370 Lesson Maps (111 were 
core or shared) combined to 
make 

!80 T&D Events (13 were core or shared) that 
resided on  

!7 T&D Paths—one for each of the seven  
regions 

 
We used six consultants, and only one was close 
to fully deployed on the project. 
 
We didn’t miss a single scheduled date, and we 
didn’t miss or shortcut a deliverable. 
 
Did we shorten the curricula as requested? The 
results of the design portion of the project are 
shown in Figure 2. The “To” length will grow or 

shrink based on decisions professional ISDers will 
make when faced with the content during  
development. 

Figure 2: Curricula Redesign Results 
 
Did the redesign produce better training and,  
ultimately, better performers? The master  
performers think it will. Here are a few of the 
comments made by the master performers. 
 
“Excellent method of breaking down such complex  
information, and even better method of putting it back  
together in a trainable format.”  
 
“The product produced is logical, accurate, and flexible, 

and I feel it will accomplish the end goal in both corporate 
cost-savings and better trained, revenue-producing  
representatives.” 
“I hope that this approach can be implemented ASAP. In 
addition, this approach should be implemented and  
migrated to all other departments.” 
 
But of course, the real test of the designs comes at 
pilot, so we’ll have to wait and see. 

How Did CADDI Do It? 
CADDI followed a modified CAD and MCD 
project, as we often do when the situation allows. 
We completed a CAD and then moved immedi-
ately into the MCD Design Phase. Because we 
had great CAD analysis data and designs, we felt 

confident in moving directly into the MCD  
Design Phase and skipping our standard, front-
end two phases. 

Figure 3: Combined CAD/MCD Processes 
 
The project succeeded because CADDI uses a 
proven, reliable, fast, and predictable/repeatable 
methodology—and because the client supported 
the project each step of the way. Each phase of 
our methodologies produces products of  
consistent detail and quality. Because we know the 
process, the effort required, and its outputs, we 
accurately estimate workload and outputs. Read 
Guy Wallace’s book, lean-ISD, for a deep  
description of the methods and the outputs. 
 
CADDI has created a highly effective, lean-ISD 
back office/production database, which we call 
the PACToolSM, to support such large-scale  
implementations. The entire project is created and 
stored in that database. That way, the perform-
ance and knowledge/skill data collected in the 
Analysis Phase is wired to the instructional  
activities created far downstream. If the perform-
ance or a required knowledge/skill changes in the 
future, there is a simple line to follow to the  
affected instructional activities. We wire the  
performance throughout the project. 

(Continued on page 10) 

Core = for all 
target audiences 
 
Shared = for more 
than one target 
audience 
 
Unique = for only 
one target audience 

Region From (Existing 
Curricula) 

To (Based on MCD 
Designs) 

Region 1 55 days 30 days 

Region 2 55 days 27 days 

Region 3 65 days 37 days 

Region 4 65 days 37 days 

Region 5 53 days 25 days 

Region 6 65 days 31 days 

Region 7 45 days 37 days 
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(Continued from page 9) 
 
In addition, CADDI employs a design template/
cloner approach. We don’t concoct the designs 
ahead of time, but we act/react quickly during the 
MCD design meetings, where we work with/are 
influenced by teams of master performers to  
identify lessons or instructional activities that can 
be cloned/made into a template.  
 
Finally, we always have our eyes open for  
appropriate shareability. CADDI has a set of 
rules, guidelines really, that provides a consistent 
mechanism to choose shareability. That way, we 
maximize reuse of events, lessons, and instruc-
tional activities (we do it to drive down first cost 
and life-cycle costs). But we never do that when it 

results in only generic T&D. When both generic 
and specific content chunks are combined,  
performance impact is improved. 
This was an amazing and challenging project. We 
again proved that PACT does go fast. I think our 
client said it best: 
 
“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 reduced; and because 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 

CADDI has a 
set of rules, 

guidelines really, 
that provides a 

consistent  
mechanism to 

choose  
shareability. 

That way, we 
maximize reuse 

of events, lessons, 
and instructional 
activities (we do 
it to drive down 

first cost and  
life-cycle costs). 

CADDI’s Clients 

We have worked with the Fortune 500 
!Only 27 of the top 500 
!Only 17 of the top 100 
!Only 10 of the top 20 
!Only 6 of the top 10 

But then again, we are a fairly small  
organization. 

. . . maybe it’s because we 
“cook, crank, and wail!” 

Happy 
Holidays from 
CADDI, Inc. 
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So just how hard is it to run a PACT analysis 
meeting? The direct answer is, it depends.  
 
For a certified PACT practitioner/consultant, 
PACT analysis meetings can be a routine event 
(we often talk about being ready to “parachute” 
into a meeting without any preparation time). 
PACT analysis data is the foundation of all the 
work we do, so we are well practiced.  
 
For a person just stepping onto the PACT  
learning curve, the analysis meeting can be, well, 
anything but routine. This isn’t your father’s task 
analysis. 
 
This article came about because we learned of a 
few people who, despite only minimal experience 
with or formal/informal training in the PACT 
Processes, jumped boldly onto the learning curve 
to conduct a PACT analysis meeting.  
 
We thought it would be worthwhile to share their 
firsthand accounts of what worked well and what 
didn’t work so well, the lessons learned, and the 
benefits of PACT they perceived. Our  
contributors include  
!Mary Meier, The Principal Financial Group 

!Karla St. John, The Principal Financial Group 

!Misty Weaver, a major telecommunications 
company 

!Alaina Dyer, CADDI, Inc. 
 
Their stories resonate with me because they are 
similar to the story I would tell if I was asked 
about my introduction to PACT. I saw it,  
recognized it as a better way, dumped my old way, 
and got started. I experimented, attended PACT 
analysis and design workshops as part of a PACT 
Process Technology Transfer to General Motors, 
and immediately applied my newfound learning. 
Heck, I even tried to modify the method—and 
then I figured out that I didn’t need to. 
 
PACT is not for everyone. PACT practitioners are 
a unique blend of systems engineer, business-

person, ISDer, HPTer, facilitator, and sage. They 
work equally well with, can explain complex 
things to, and are not intimidated by executives or 
master performers. They are simultaneously in the 
moment and planning for downstream, making or 
influencing decisions, recognizing and defining 
patterns. They are detail-oriented enough to  
understand the subtleties of complex work tasks 
and systems-oriented enough to see how those 
details fit into the layers and patterns of a larger 
context.  
 
PACT practitioners are willing to make the entire 
process—including their own internal decision-
making process—visible to the customer and have 
the confidence that the process will work (and to 
be able to answer the challenges along the way). 
They usually have a strong ego and can suppress it 
when appropriate and necessary. 
 
The contributors recognized that PACT may be a 
better way and decided to try it. We appreciate 
their courage and their willingness to summarize 
their experience and provide their reactions to 
conducting PACT analysis.  
 
As you read the article, you will see many places 
where we have added coaching, or sometimes  
corrective, or sometimes cheerleading comments 
or sidebars. They may not have known what they 
were about to get into, or they may not have 
known that they were made up of such a unique 
mix of characteristics, but they tried anyway. 
These are their stories (that was my short ode to 
“Law and Order,” without the catchy theme 
song).—Brian 

Mary Meier 
The Principal Financial Group 

Prior Experience with CAD 
The first time I heard about CADDI, lean-ISD, or 
curriculum architecture was in a meeting  
announcement for our local ISPI chapter. 

(Continued on page 12) 

PACT ANALYSIS 

Perspectives of New Practitioners 
Foreword by Brian D. Blecke 
Input by Mary Meier and Karla St. John, The Principal Financial Group 
Misty Weaver, a major telecommunications company 
Alaina E. Dyer, CADDI, Inc. 

Brian D. Blecke 

Alaina E. Dyer 

Mary Meier 

Karla St. John 

Misty Weaver 
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I had no idea if 
the Performance 

Modeling session 
could really be 

done in four days 
or not. If I was 

wrong, I’d never 
get any more of 

their people’s 
time, and I 

would have lost 
credibility for the 

project. 

(Continued from page 11) 
“Topic,” it read, “Curriculum Architecture  
Design.”  Hmm, this meeting has possibilities. 
“Curriculum Architecture Design (CAD) is a  
performance-based, data-driven, ‘systems-
engineering’ approach to ISD and the ‘T&D 
product line’ that precedes traditional ADDIE-
type ‘product development’ projects.” Wait a  
minute. You mean we can actually design a  
curriculum and not just have a catalog list of 
courses? You mean there might be a systematic 
way to do this? Tell me more! 
 
Our ISPI chapter had arranged for Guy Wallace 
and Brian Blecke to give a presentation during our 
regular chapter meeting and to present a one-day 
workshop. I went to both. 
 
At the presentation, Guy and Brian gave us an 
overview of their curriculum architecture process 
and the results it can give you. They talked about 
using master performers on the Analysis Team, 
about creating learning paths based on perform-
ance, and about managing your training inventory. 
These concepts had such possibilities. I couldn’t 
wait for the workshop the next day. 
 
The workshop was a condensed, one-day version 
of their longer Performance Modeling training. 
We got a chance to learn the process of  
conducting a Performance Modeling session. We 
then practiced creating  
Areas of Performance 
(AoPs), Performance 
Models, and a  
Knowledge/Skill Matrix 
with a case study. I have 
to admit, I was so  
excited about the  
curriculum architecture 
and training inventory ideas that I had a hard time 
staying focused on Performance Modeling. It  
wasn’t until I started doing my own curriculum 
architecture project that I realized what a vital 
foundation the Performance Model and  
Knowledge/Skill Matrix are. But, I’m getting 
ahead of my story. 
 
I asked so many questions during the workshop 
that Brian was gracious enough (or just wanted 
me to put a sock in it!) to let me call him after-
ward with more questions. And I took him up on 
the offer! The more I learned, the more excited I 
got. The more excited I got, the more I talked 
with my management. The more they heard, the 
more interested they got. About six months after 

the workshop, a perfect opportunity came up for 
our training department to do a curriculum  
architecture project. 
 
We contracted with CADDI for Brian to be a 
“virtual” consultant, coaching me via E-mails and 
phone calls as I led this project. How well did this 
work? Actually, better than I thought it would. We 
scheduled regular calls, before and after each  
major meeting. Brian had his agenda of things he 
knew I needed to learn, what to expect and how 
to react, even details of how to arrange the room 
and where to post the flip charts. I had my list of 
things I needed to know in order to be confident 
going into each meeting.  
 
It helped that we had the workshop as a common 
ground to start from. It helped that Brian was 
very experienced in the process and had many 
different situations he could use as examples. 
And, from what Brian told me, it helped that I 
very much like systematic processes, as well as 
creative processes. 

Performance Modeling Session: 
Getting Ready 

I told my project’s sponsors that I would need 
their master performers for four full days to do 
the Performance Modeling session. Gasp! Taking 
anyone out of production for four days is asking a 
lot—and I was asking for their best people!   
 
One of the best things about CADDI’s process 
was I could assure them that I would only need 
their people for those four days—no more, no 
less. This was a very 
different approach 
from other projects 
that last for months 
and months, with 
weekly or even daily 
meetings. (I was  
basing this assurance 
on Brian’s assurance 
to me. I was really 
stepping out in faith 
here. I had no idea if 
the Performance Modeling session could really be 
done in four days or not. If I was wrong, I’d never 
get any more of their people’s time, and I would 
have lost credibility for the project.) I have to give 
the sponsors credit—they did give me their  
master performers for four full days. Now I had 
to make sure I made good use of their time. 
 

(Continued on page 13) 

CADDI’s workshop that is 
used in PACT Process  
Technology Transfer efforts is a 
4.5-day, hands-on, intensive 
learning experience where 60 
percent of the time is in apply-
ing what is being taught. 

The first time out, four days 
(really 3.5 days) is appropriate. 
CADDI consultants do most of 
our Analysis Team meetings in 
three days (but, as always, it 
depends). Usually about two-
thirds of the time is spent  
creating the Performance Models, 
and one-third is spent on the 
enabling knowledge/skills.  
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I set the ground 
rule that “I own 
the process. They 
own the content.” 
They weren’t 
quite sure what 
that meant, but 
they were willing 
to give it a try. 

(Continued from page 12) 
I have lots of experience leading groups through 
discussions, so I had confidence in my facilitation 
skills. The unknown for the Performance Model-

ing session was the 
discussions I would be 
leading. Brian and I 
had several long 
phone conversations 
to help me prepare. 
He walked me step by 
step through the  
process, reviewing the 
things I had learned in 

the workshop and adding details that CADDI had 
learned through their experiences. I made sure I 
understood why I was gathering each piece of 
data and how it would be used downstream in the 
rest of the curriculum architecture project. 
(Knowing how the 
data was going to be 
used was extremely 
helpful during the  
session. It was easier 
for me to rephrase a 
question and ask for 
clarification or more 
information when I 
knew how and why I 
would need that  
information later.) 
 
I put together job aids for each segment of the 
Performance Modeling session. Each job aid laid 
out CADDI’s systematic process—what order to 
ask the questions, what words to use, what  
information to capture and how. I was able to 
quickly glance at each job aid and know just what 

I needed to do next. I 
know some of my  
colleagues will find this 
process too systematic 
and feel it is too rigid. 
They love to probe and 
dig for more  

information, to get to the root cause of issues. 
During the sessions, I was tempted to dig and 
probe, too. But I kept reminding myself of the 
purpose of the session. I didn’t need that level of 
detail at this stage. And the clock on the wall kept 
ticking away. I only had four days to gather all the 
data! Later, I realized that the level of data that we 
did gather pointed toward areas that needed to be 
probed deeper. These were other performance 
improvement areas, areas that training alone could 
not impact. The Project Steering Team members 

made the business decision of which of these  
areas to address and solve. Making that decision 
during the Performance Modeling portion of the 
analysis session was not my decision to make. 
 
Before the session, my project team and I  
reviewed the process, the job aids, information we 
needed to gather, our individual roles in the  
session, and general logistics. We were as ready as 
we could be! 

Performance Modeling Session: 
Conducting the Meeting 

The first morning of the Performance Modeling 
session started out well—all of the master  
performers showed up! We reviewed the project 
goals, why they were chosen, and what we would 
accomplish in the session. I set the ground rule 
that “I own the process. They own the content.” 
They weren’t quite sure what that meant, but they 
were willing to give it a try. 
 
Starting out by defining the Areas of Performance 
(AoP) was hard. As Brian warned me, this was the 
“squishiest” part of 
the process. It was 
hard for the master 
performers to  
understand what an 
AoP was and what  
information to tell me. 
We did “waste a page” 
by just brainstorming 
different things 
(outputs) they do in 
their job. We then 
looked for things to 
logically chunk together. Those chunks became 
our AoPs. The brainstorm list gave us a start on 
the outputs within each AoP. (Later, I learned 
how valuable it is to capture their words, not re-
phrase things into my words. As Brian and I dis-
cussed the AoPs, we classified them into an even 
higher level of chunking: Get new customer, 
Maintain the customer, Make changes for the  

customer, Terminate a 
customer. When I 
shared this with the 
master performers, I got 
blank looks. This was 
not the way they saw 
their work. These  
weren’t their words!) 
 

(Continued on page 14) 

A key enabler to the conduct of 
PACT is facilitation skill—not 
passive facilitation, but directive 
facilitation. For more  
information, see Guy’s book, 
lean-ISD, or our Web site  
article on “PACT Facilitation” 
at www.caddi.com/articles-
PACT Processes for T&D.htm  

The data collected during the 
analysis meeting is preconfigured 
for use in the downstream  
Design Phase. A detailed  
understanding of the design  
process and techniques compels 
the analyst to avoid “inventing” 
something on the fly. So the best-
case scenario is to observe a  
design meeting prior to jumping 
into the upfront analysis.  

Tradeoff time 
Predictability and structure  
versus the alternative. Which 
does the voice of the customer 
respond to better? 

We training wonks often miss 
the mark without proper input/
guidance from master performers. 
I came up with the “higher level” 
of chunking during my meeting 
debrief with Mary. Even though 
I based it on the master  
performers’ input, they didn’t 
“get it.” Master performers use 
words that are meaningful to 
them (and to their peers)—so use 
them! 

Crafting the Areas of  
Performance is a challenge in 
every analysis meeting. Having  
experience in or with a variety 
of different kinds of jobs  
provides a reference point upon 
which the facilitator can draw.  
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Later, I learned 
how valuable it is 

to capture their 
words, not  

rephrase things 
into my words. 

(Continued from page 13) 
Developing the Performance Models for each 
output in each AoP was where things started to 
really click. We did “go slow to go fast.” (In my 
prep work, I made some adjustments to CADDI’s 
Performance Model format. I kept all the  

elements of their 
form, but I adjusted it 
so it made sense to 
me and so it would fit 
on two side-by-side 
flip charts.) I  
explained the  
different sections of 
the form as we 
worked through the 
first several outputs. 
Following Brian’s  
advice during our 
prep conversations, I 
stayed consistent with 
the process,  
established the  
pattern, and used their 

words. (Next time I do this, I will change how I 
asked the question about “Typical Performance 
Gaps.”  The way I asked it this time was, “When 
you don’t meet your measures, typically why not?” 
What I will ask next time is, “Do you typically 
meet your measures? If not, why not?” The first 
question gave me good data about obstacles they 
face, but didn’t give me any information about 
how often it is an obstacle. The Project Steering 
Team caught on to that right away! They said, 
“Yes, that may be the reason measures aren’t met, 
but we only miss our measures once in a blue 
moon.” Next time, I’ll keep the master performers 
focused on what consistently keeps them from 
meeting their measures. These will be the issues 
that the Project Steering Team will need to decide 
whether or not to address.) 
 
Doing the Performance Models took us most of 
Day 1, all of Day 2, and the morning of Day 3. At 
the end of Day 1, just like Brian predicted, the 
master performers got the hang of the process. 
Pretty soon they were telling me the content to 
write before I could finish writing the label. Day 2 
was exhilarating. The rapport among the group 
was strong; everyone participated—and  
challenged each other. At the end of Day 2,  
however, I was getting concerned as to whether or 
not we would be able to get everything done in 
four days. We hadn’t finished the Performance 
Models yet, and we still needed to do the whole 
Knowledge/Skill (K/S) Matrix.  

We did get through all 
the outputs early in 
the morning of Day 3. 
We were ready to start 
the K/S Matrix. Once 
again, we needed to 
“go slow to go fast.” I 
reviewed the K/S 
categories with the 
master performers so 
they would be  
comfortable that there 
was a place to put 
every kind of K/S 
they came up with. 
Again, I explained the 

form as we worked through the first K/S  
category. I made some changes to CADDI’s K/S 
Matrix. I added a way to capture the criticality and 
depth of each K/S item for each AoP. The  
instructional designer in me wanted to know this. 
During the Performance Modeling session, I  
began to think I had made a mistake making this 
change. It took a long time to gather all this  
information. Now, I 
am glad I did. For this 
particular project, this 
information has been 
invaluable as we  
design our learning 
path. Would I do it 
this way again?  
Depends on how the 
data would be used in 
each project. As I said earlier, knowing how any 
data we gathered was going to be used down-
stream was extremely important. 
 
We started out well doing the K/S Matrix. Again, 
the master performers caught on to the process, 
figured out the pattern, and were able to “go fast.” 
However, by the end of Day 3, we were all mind 
numb, overwhelmed, and a bit discouraged that 
we weren’t finished yet. Day 4 loomed painfully 
before us. 
 
My project team put our heads together and 
talked about what went well, what didn’t, and how 
to make it go better—and get finished—on Day 4. 
We realized that most of the struggles came when 
the master performers were deciding what depth 
was needed for each K/S item. As we looked at 
the remaining K/S categories, the light bulb went 
on. Each category didn’t need to have awareness, 
knowledge, and skill as choices. Some categories 

(Continued on page 15) 

The data collected during a 
PACT analysis meeting is  
preconfigured for use downstream 
in the CAD and Modular  
Curriculum Development 
(MCD) design meetings. 
 
Considerable care should be 
taken in making upstream  
adjustments, because those 
“improvements” may disconnect 
the data from downstream design 
processes. 
 
This is very hard having not seen 
or experienced either a CAD or 
MCD design meeting. 

Gathering “depth” per Area of 
Performance makes that part of 
the models take six to eight 
times longer than necessary.  
 
But not knowing exactly, 
through experience, how you are 
going to use the data in CAD 
design versus MCD design is 
very tough.  
 
This is precisely why we like 
demonstration projects preceding 
the training and co-conduct/solo 
efforts when we train and certify 
PACT practitioners. 

The decisions made during 
analysis could have been held 
until the CAD design process 
and then detailed further in the 
MCD design process. Holding 
back is tough to do when you’ve 
not done, or even seen, the next 
two design steps! 
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(Continued from page 14) 
were obviously only awareness or knowledge, or only  

knowledge or skill, 
or only skill. For 
example, the  
Product Knowledge 
category was  
obviously either 
awareness or 
knowledge; any 
skills would come 
from items in the 
Interpersonal Skill 
category like 
“selling,” 
“influencing,” or 
“communicating.” 
  
This helped  
tremendously! The 
master performers 
dug in again on 
Day 4 with  
renewed energy 
and sense of  

purpose. We were able to complete the K/S Matrix by late 
morning. (What would I do differently next time? I would 
start by narrowing the depth choices to the obvious choices 
for each category. I would also have different definitions for 
awareness/knowledge/skill that fit each category better. For 
example, definitions of Awareness = know about it and 
Knowledge = able to explain it to someone work great for the 
Process Knowledge category. Definitions of Knowledge = 
able to read it and Skill = able to interpret it work great for the 
Reports/Information category.) 
 
We then took a step back and asked master  
performers to respond to five wrap-up  
questions (see Debrief Question/Response  
table). 
 
This was a great way to end the session. Not 
only did we get a chance to validate the data, 
but it was a great way for the master performers 
to reflect on all the work they had done and all 
the data we had gathered in only four days! 

Reflection 
It was truly amazing the amount of data we 
were able to gather in such a short time frame 
using CADDI’s process. Other techniques I 
have used have taken much longer to do and 
taken much more of people’s time.  
 

(Continued on page 16) 

Our analysis methods gather a lot of data in a 
short time. We’re often quizzed and challenged on 
why we don’t do it this way or that way, why we 
didn’t probe further. Well, after 20 years and  
several hundred application projects, we learned to 
defer a lot of data gathering, and save it for  
downstream in the rest of our methodology. 
 
We also facilitate our Analysis and Design Teams 
in a “learn by discovery” approach. After  
generating several knowledge/skill items and  
completing some of the columns on the matrix, we 
step back and ask if any of the columns will have a 
“default” of  “high, medium, low” or “awareness, 
knowledge, skill.” Having just done the tedious 
task for three items, it’s often easy for the master 
performers to declare that the default level might be 
skill and then just note the differences.  
 
This approach saves us four to six hours from a 
line-by-line, column-by-column approach to  
collecting the data. 

Mary used a good variation on CADDI’s standard five wrap-up  
questions, and the results were similar. CADDI’s standard  
questions are listed below. 
!What percent of everything possible (regarding the job  

performance and the required knowledge/skills) did we identify 
during our XX-day meeting? 

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

!What specific comments do you have regarding the products we 
produced (the Performance Model and Knowledge/Skill  
Matrices)? 

!What specific comments do you have regarding the process used to  
produce those outputs (the Performance Model and Knowledge/
Skill Matrices)? 

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

Debrief Question Response 

What percent of 
your total job have 
we captured? 

Range: 75–95%  Average: 90% 

What percent of the 
critical elements 
have we captured? 

Range: 90–100%  Average: 97% 

What do you think 
about the data 
we’ve collected? 

! Good information. Very high level, needs 
lots of details filled in. 

! Accurate data, well thought through. 
! It is complete and accurate data. 
! I think it is awesome! 

What do you think 
about the process 
we used? 

! Sometimes painful, but very necessary to 
follow the steps. 

! Process allowed us to section off small 
pieces and analyze without getting  
distracted (or overwhelmed) with the big 
picture. 

! Methodical, mechanical, efficient. Got 
long at times. 

! It was easy to learn. Made sense by the 
end of each step. 

! Process was great to take a lot of  
complicated information and put it into a 
workable format. 

What key issues does 
the Project Steering 
Team need to  
address? 

! Resources need to be available to ensure 
this (curriculum architecture and resulting 
training) happens. 

! Management needs to communicate 
(performance) expectations more to 
employees. Employees need to better  
understand the expectations of their new 
role. Management needs to support  
employees’ transition to this new role. 

We then took a step 
back and asked 
master performers to  
respond to five  
wrap-up questions. 
This was a great 
way to end the  
session. Not only did 
we get a chance to 
validate the data, 
but it was a great 
way for the master 
performers to  
reflect on all the 
work they had done 
and all the data we 
had gathered in only 
four days! 
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So, the main 
thing I learned is 
that there are no 
“right” answers 
to the Areas of 
Performance of 
this particular 

job. 

(Continued from page 15) 
The data is very powerful because it came from 
the master performers themselves. It is their job, 
from their view, in their words. Have I used all 
the data we gathered? Not yet, but we will as we 
continue our curriculum architecture project. It 
has given us a great framework to build on.  
 
Has the Project Steering Team addressed all the 
nontraining issues in the data? Some, but not all. 
And that’s the way it should be.—Mary 

Karla St. John 
The Principal Financial Group 

Prior Experience with CAD 
I had the interesting position on the project 
group, where I knew nothing about Curriculum 
Architecture Design, a little bit about Perform-
ance Modeling, and lots about the position for 
which we were defining Performance Models. 
Prior to the meeting, I was given an overview of 
the CADDI process. The process seemed very cut 
and dry. Before the meeting, I tried to anticipate 
questions and roadblocks for the project leader 
who was conducting the analysis process.  

The Performance Modeling Session:  
Observing the Meeting 

The most frightening thing for me was at the  
beginning of the meeting when we were faced 
with blank stares. Getting started was very, very 
slow and painful. I kept thinking that there was no 
way to complete the entire gathering of data in 
four days. However, once we got started and our 
master performers became more comfortable in 
the process, it got easier and easier. One of the 
things that we did that I think was critical to the 
success was establishing trust and rapport right up 
front with the master performers. The project 
group also did a great job of keeping things 
“light”: for example, we encouraged celebrations 
as we’d complete each folder, and we let the  
participants “vent” over procedures and processes 
within their performance that didn’t work well 
(while the project group took really good notes on 
these side conversations!). 
 
I feel very strongly that if we had been given  
different master performers, the data we gathered 
would have looked differently. So, the main thing 
I learned is that there are no “right” answers to 
the Areas of Performance of this particular job. 
The data we gathered was solely based on each 
participant’s experience in the job. The other 
thing I learned about performance analysis is that 

the Areas of Perform-
ance determined in 
this project were not 
the same as the  
outputs derived from 
performance profile 
data-gathering  
sessions when our 
company converted to 
a performance  
management system. 
These master  
performers thought of 
their job in a whole 
different way. 
 
Next time, I would 
like to challenge the 
participants to think 
about and formulate 
some thoughts about 
the work that they do. 
When we started our 
data-gathering  
sessions, the partici-
pants seemed blind-sided with the thought of de-
fining their job in such detail. I’m not sure that 
they were ready for it. I’d like to try and form that 

mindset before they 
come into the session. 
I don’t think the pro-
ject group would have 
had as many hurdles 
to overcome initially.  
 
Overall, I am  
extremely pleased 
with the data that our 
project group  
collected. I was 
amazed at how much 
data we captured, and 
after we had polled 

the participants, it was apparent that they felt we 
had captured a very large part of the job.  
 
Now that we have been through this process, we 
can use it as the example to help master perform-
ers and the steering committee see the end result 
as other Curriculum Architecture Design projects 
happen.—Karla 
 

(Continued on page 17) 

During an Analysis Team  
meeting, master performers  
negotiate aspects of and agree on 
common descriptions of the job. 
Convening different master  
performers from the same job 
family should result in similar 
data sets; after all, it’s the same 
job. 
 
The differences will often be in 
the configuration of the data that 
results when the team makes 
often arbitrary, “on the fly”  
decisions about where data  
belongs or what wording should 
hit the page. 
 
To broaden the buy-in for the 
analysis data, CADDI often 
employs Analysis Review Teams 
of master performers and other 
key stakeholders. They review 
the data and recommend  
updates/corrections. 

Allow No Surprises! #1 
Premeeting preparation is  
critical. But care should be taken 
not to over-prepare the master 
performers. The more  
preparation master performers 
do, the more locked into their 
mindset they become. You can 
slow the meeting considerably by 
being forced to repeatedly undo 
their mental models or facilitate 
through roadblocks. The trick is 
to prepare the master performers 
just enough.  
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(Continued from page 16) 
 
Misty Weaver 
A major telecommunications company 

Prior Experience  
I first observed CADDI’s analysis methodology 
during a PACT analysis meeting for an internal 
billing group. I was asked to go and observe what 
was described to me as a “different breed of task 
analysis.” Although I was looking forward to 
learning about what was rumored to be a more 
efficient approach to analysis, I will  
confess that I was less than thrilled at the idea of 
watching one for three days. It’s one thing to  
facilitate or even to participate in a task analysis, 
but simply observing an entire analysis sounded 
about as exciting to me as watching the Golf 
Channel for three days.  

First Impressions 
Initially, the meeting had the look and feel of a 
traditional task analysis. People representing  
different regions sat around tables, surrounded by 
coffee, snacks, and flip charts—critical ingredients 
to any successful analysis—and prepared to  
explain everything there is to know about how to 
do the job. Or so I thought. 
 
The first surprise was that the participants were 
not your typical subject matter experts; they were 
master performers, “clonable” employees who are 
so valuable in the workplace that it is almost  
unthinkable for managers to live without them, 
even if only for a few days. This made perfect 
sense to me. Who could better tell you how the 
job is done than the folks who do it best, every 
day?  Master performers are the ones who watch 
the new hires hit the floor and are ready to help 
them avoid (or clean up after) the most commonly 
made mistakes. Master performers understand the 
most critical tasks, the most efficient procedures, 
the biggest no-no’s (and their consequences), and 
the best practices of their job. Master performers 
are the job experts—the folks we should be listen-
ing to when it comes to defining performance. 
 
Defining the Areas of Performance (AoPs) 
seemed a little fuzzy at first. This was the only part 
of the meeting that didn’t involve any prepared 
materials. It was just a blank piece of paper, Pete 
(Hybert) with a marker in his hand, and a room 
full of people with blank stares on their faces. But 
before we knew it, Pete had magically elicited the 
AoPs from the master performers (before I  
realized how easy he had made it look!). Now, 
how did he do that? 

I must have done a double take when I first 
glimpsed the immaculate, jumbo-sized  
Performance Model flip chart. My first thought 
was that these guys really had their act together. 

Then, recalling images 
from past analyses of 
rooms wallpapered 
with elaborate lists of 
tasks, subtasks,  
knowledge/skills/
attributes (K/S/As), 
and all of their  
intricacies, I  
wondered: Are they 
actually going to try 
and cram all the  
details of this job into 
that chart? I would 
soon learn, however, 
that although the  
entire job would be 
captured in astound-
ing detail, we would 

leave much of the intricacy for just-in-time design 
and development. The master performers weren’t 
too happy about being cut short before getting to 
the minutiae of the job, but Guy and Pete had 
obviously anticipated this challenge. They assured 
the master performers that the finer details would 
be captured later in the process. This is when I  
realized the importance of the facilitator’s  
confidence in the process. If the facilitator knows 
and trusts the process and can convince everyone 
else to do the same, the analysis will be far more 
productive.  
 
Overall, I was impressed with CADDI’s  
systematic and streamlined approach to analysis. 
The process is based on sound instructional  
design principles, and it makes good business 
sense. I found myself wondering if I could  
conduct a task analysis using CADDI’s PACT 
Process without having attended any formal  
training.  

Preparing for My First Session 
I have had some prior experience conducting and 
observing traditional task analyses, but since my 
work group spends little time on new develop-
ment and mainly focuses on course maintenance, 
we rarely get to see this phase of ISD. When 
asked to facilitate a task analysis for our Web-
development group, I saw it as the perfect  
opportunity to put CADDI’s analysis  
methodology to the test.  

(Continued on page 18) 

The first surprise 
was that the  
participants were 
not your typical 
subject matter  
experts; they were 
master perform-
ers, “clonable” 
employees who 
are so valuable in 
the workplace 
that it is almost 
unthinkable for 
managers to live 
without them, 
even if only for a 
few days. 

PACT analysis is a standard-
ized, reliable, repeatable  
methodology. Because it is so, 
you can predict how others will 
react to it (as Pete and Guy did) 
and anticipate issues.   
 
As an analyst, you have a  
defensible position. You can 
explain how the analysis will go, 
what will be collected, and how 
and when it will be collected. 
 
When the process is in flux, 
valuable time must be consumed 
creating and managing the 
analysis process instead of  
managing the master performers 
and the analysis data. 
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Something I  
didn’t anticipate 
was uncovering 

processes that 
were not clearly 

defined. In a 
growing or  

restructured  
environment, you 

may be more 
likely to  

encounter this 
type of challenge. 

(Continued from page 17) 
To prepare for the task analysis, I first reviewed 
all the materials and notes I had kept from the 
billing CAD project. Then I read lean-ISD,  
focusing on the chapters pertaining to Perform-
ance Modeling and Knowledge/Skill Analysis. I 
also cited a couple of examples from both  
resources, knowing the Web developers I would 
be working with would appreciate examples from 
other job types. I even inserted and labeled  
Post-it® notes on pages containing additional  
information I may need to access during the  
meeting. All of these measures proved helpful. I 
learned that the facilitator cannot be too prepared 
for the analysis meeting. 

Conducting the Analysis 
As I anticipated, defining the Areas of Perform-
ance proved most challenging. The master  

performers struggled 
most with the over-
lapping nature of the 
AoPs. They wanted 
each AoP to be 
clearly and  
chronologically  
segmented, which is 
contrary to the  
cyclical nature of their 
job. I managed to  
assure the master  
performers that the 
AoPs are not a linear 
structure, and that 
moving back and 
forth among the 
AoPs is to be  
expected. But it sure 
wasn’t easy! 
 

Defining the AoPs wouldn’t be quite as tough if it 
weren’t the first major task to complete with the 
master performers. You’re still trying to earn their 
trust at this point, and the abstract nature of this 
phase isn’t very reassuring to the master perform-
ers. (Especially when 
you could use a little  
reassuring yourself!) 
Again, trusting the 
process and  
convincing everyone 
else involved to do 
the same is critical to 
the success of this 
phase.  
 

Because of the cyclical nature of the AoPs, certain 
complex tasks were difficult to fasten to one Area 
of Performance. Focusing on the outputs made 
this somewhat easier. But often the same output 
(actually, a newer version of that output), with 
different measures, resulted from the successful 
completion of another task. I had to coax the 
master performers into thinking about the outputs 
a little differently. Although the output had the 
same name, the different measures really made it a 
unique output. This explanation worked well, and 
we were able to pick up the pace again.  
 
The other major challenge was getting the master 
performers to distinguish the enabling knowledge 
and skills from the performance modeled. They 
wanted to address the 
technical details (e.g., 
programming lan-
guages), as they would 
be required to  
perform a task.   
Remembering I was 
dealing with a bunch 
of techie geeks, and—
like most master  
performers—that this 
is where they live, I  
finally ended up 
showing them the 
Knowledge/Skill Matrix and giving each master 
performer a copy of the categories. Assured that 
we would soon dive headfirst into the technical 
stuff, the master performers were able to trust the 
process and move forward. I am sure that a more 
thorough explanation of the process would have 
helped in this case. However, I wasn’t really  
surprised since I observed the same struggle with 
the master performers at the billing project. 
 
Something I didn’t anticipate was uncovering 
processes that were not clearly defined. In a  
growing or restructured environment, you may be 
more likely to encounter this type of challenge. 
Formal training may have prepared me to handle 
this situation. I would be interested to hear 
CADDI’s take on this issue. 

Reflection 
My familiarity with traditional task analysis helped 
reduce my learning curve significantly. But if I 
hadn’t observed at least the CAD process, I would 
have been completely lost trying to implement 
CADDI’s methods. My advice to someone who 
wants to learn this process is to observe as much 

(Continued on page 19) 
Post-it is a registered 
trademark of 3M. 

Defining the AoPs from a blank 
page is indeed the most difficult 
aspect of the Analysis Team 
facilitator’s job. It is almost  
always necessary. However, if 
“process modeling” work has 
been done previously, its 
“framework” may be used to 
describe the “cycles of  
performance.” For more on this 
topic, see our Web site article on 
“Performance Modeling” at 
www.caddi.com/articles-PACT 
Processes for T&D.htm 
 
The measure of good AoPs is 
that they contain the whole job 
and are not gapped or over-
lapped. Only the master  
performers can tell you if the 
AoPs meet that measure. 

Allow No Surprises! #2 
The difficulty of deriving the 
AoPs is predictable. Tell the 
master performers of the coming 
challenges, and assure them that 
this, too, shall pass. Predicting 
serves to increase your credibility 
and sets the tone.  

Always happens. Always. Only 
the master performers really 
know the job, and too often 
aren’t involved or are involved 
incorrectly when others define 
their work tasks, procedures, 
outputs, or tools. 
 
That’s why we insist that master 
performers drive the data; and 
that the T&D/ISD customers 
handpick them for their  
credibility. 
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(Continued from page 18) 
as you can of another project first. This will help 
you get your arms around why you are doing 
things the way you are doing them, which should 
in turn prevent you from vacillating between  
traditional and CADDI analysis methodologies. 
Although I haven’t attended any formal training 
on the PACT Processes, I have to assume that it 
would only further ensure the success of your 
analysis project. So if you have the opportunity to 
attend some formal training, go for it! 
 
A surprising reward of this experience was helping 
the master performers appreciate the value of the 
analysis results. Participants’ enthusiasm grew as 
they saw all their hard work transforming into 
data that could be used not only for performance 
improvement and performance measurement, but 
for hiring, benchmarking, and professional  
development.   
 
The enthusiasm is contagious, and I am excited 
about the current analysis project our sales group 
is working with CADDI to complete. In a post-
merger environment where everyone is looking 
for ways to cut costs and collaborate resources, 
PACT analysis is a great tool to help everyone 
achieve those goals.—Misty 

Alaina E. Dyer 
CADDI, Inc. 

Experience with CAD 
I used to write poetry as a hobby and would often 
get upset when people would tell me what they 
thought the poem meant, because it was usually 
wrong. I mean way out in left field. Then I had a 
teacher tell me that everyone has their own  
perspective, even if the issue/idea is the same; 
therefore, it is okay that people found different 
meanings in my poems. I guess that’s how you 
know what you’ve created is good.  
 
The PACT Processes are a lot like a good poem. 
Not in the aspect that you can provide your own 
definition based on your perspective because the 
meaning and outcomes are clearly defined, but 
you can base facilitation on your perspective. 
 
I joined the CADDI crew in November 1999 as a 
production specialist. I learned the basics of the 
PACT Processes from the inside out. I dealt with 
the outputs and how they linked to each other 
behind the scenes, but I didn’t understand how 
the information was generated. 
 

About eight months later, I began doing live 
documentation of analysis meetings to try to  
decrease the cycle time of final deliverables. This 
was my first experience viewing an analysis  
meeting and the front end of the PACT  
Processes. I was so impressed by the facilitation 
skills of the consultants I was traveling with, that I 
decided I would like to facilitate. I remember 
thinking, “How hard could it be to ask people for 
the information to complete the Performance 
Model?” My new goal was to learn how to  
facilitate so I could some day be a consultant.  
 
My second impression was of the processes them-
selves. I watched carefully as the consultants and  
Analysis/Design Team created Areas of Perform-
ance and a Performance Model. I couldn’t quite 
grasp why anyone would use another process. I 
see nothing but common sense in the PACT 
Processes, not to mention that the outputs are 
clearly defined and easy to understand.  
 
I have now had the opportunity to review other 
processes and models, and still to this day I don’t 
understand why people wouldn’t want to utilize 
the PACT Processes. I don’t hold this opinion 
because I am a CADDI employee. I came to this 
realization as a person who walked into a training 
organization without having any knowledge of 
human performance technology, instructional  
design, or the training industry as a whole. The 
PACT Processes just make sense to me. 
 
When I left to do live documentation of my third 
analysis meeting, my dream came true . . . to a 
point. One year after I started working for 
CADDI, I became a consultant. I was filled with 
pride and fear. Although I had one day thought it 
couldn’t be that hard to facilitate, I was praying 
that I wasn’t going to be asked to hold a marker. I 
didn’t know what questions to ask to get the in-
formation I needed. I wasn’t ready. HELP!  
 
Lucky for me, I wasn’t asked to hold a marker at 
that meeting, but I began to pay more attention to 
the different facilitation styles I was viewing and 
tried to think of tips and tricks that I could adapt 
to my own personality. Again, easier said than 
done.  

Performance Modeling Session:  
Conducting a Portion of a Meeting 

A couple of months ago, I got my chance to help 
a senior consultant facilitate a meeting. The day 
before the meeting, I was informed that I was go-
ing to get a little bit of “platform” time.  

(Continued on page 20) 

A surprising  
reward of this  
experience was 
helping the  
master performers 
appreciate the 
value of the 
analysis results. 
Participants’  
enthusiasm grew 
as they saw all 
their hard work 
transforming into 
data that could 
be used not only 
for performance 
improvement and 
performance 
measurement, but 
for hiring,  
benchmarking, 
and professional 
development. 
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Although it is 
difficult to  

facilitate an 
analysis meeting 

when you are  
unfamiliar with 
the job you are 
analyzing, the 

process is sturdy. 
And if you trust 
the process, you 

will leave with a 
solid product. 

(Continued from page 19) 
Amazingly enough, the cocky, naïve consultant 
that once said, “How hard can it be,” was  
petrified! I couldn’t sleep the night before the 
meeting and even had fears that I would trip and 
fall in front of everyone—both physically and 
metaphorically. 
 
I think some of my fears came from the fact that 
the partners and senior consultants had always 
told me that you lose 30 IQ points once you pick 
up the markers. I was new to this and wasn’t quite 
sure I could afford to lose that many! 
 
The next morning, I was watching the senior  
consultant facilitate the first portion of the  
Performance Model 
and began to calm 
down. I watched what 
she did, observed the 
questions she asked, 
and began to assure 
myself that I could do 
this. The difference 
between this day and 
my initial perception 
of facilitating an  
analysis meeting was that my initial perception was 
grounded in cockiness, whereas my new  
perception was grounded in a little knowledge, 
some coaching, and confidence. 
 
The first thing I found out was that you really do 
lose 30 IQ points when you pick up a marker. 
You revert back to the first time you had to give a 
speech in school and forgot how to speak.  
Fortunately, that feeling only lasts for about half a 
second, and you are able to conduct yourself like 
the confident facilitator you know you can be. 
 
I know that I floundered the first couple of  
minutes, but I managed to swim before long. I 
also knew that I wouldn’t be allowed to drown 
because I had another consultant in the room as 
my safety net. 
 
As I reflected on my facilitation, I originally had a 
hard time diagnosing what I did incorrectly and 
what I succeeded in, because I really couldn’t  
remember what happened. It was like having an 
out-of-body experience, and once I wasn’t at the 
flip chart anymore, I returned to my body.  
 
I think that my most successful attribute of  
facilitation was my ability to project clearly and try 
to stay on task. In the beginning, some in the 
group tried to lead me off the path, but I did my 

best to bring them back 
to join the rest of the 
group. In situations 
where I had a more  
difficult time bringing 
them back, I would 
continue with those 
who were listening, and 
the rest of the group 
would return their  
concentration to me 
shortly. 
 
The thing I think I need to work on the most is 
learning to ask the appropriate questions in order 
to gather the information needed to have a solid 
output. It wasn’t as difficult for me to ask the 
right questions in this project because not only 
was it my fourth meeting, it was my fourth  
meeting for the same type of occupation. Once I 
began facilitating in our training sessions back in 
the office, I realized that I wouldn’t be able to use 
the questions I had learned so well for all jobs. I 
had managed to paint myself into a corner and 
was having a difficult time getting myself out.  
 
Although it is difficult to facilitate an analysis 
meeting when you are unfamiliar with the job you 
are analyzing, the process is sturdy. And if you 
trust the process, you will leave with a solid  
product.  
 
I think the best thing about working for CADDI 
and moving up the ladder is the fact that you are 
given the opportunity to practice actual facilitation 
sessions in small 
groups and have the 
knowledge and  
experience of people 
who created and  
mastered the  
processes at your  
fingertips. Although I 
am privy to human 
reference materials, 
after reading the 
chapters of analysis in 
lean-ISD, I think that 
it is possible to learn 
the PACT Processes and get certified in  
facilitation of the process without daily access to 
the PACT master performers.—Alaina 
 

(Continued on page 21) 

PACT Analysis Is about  
Pattern Recognition 

The PACT analysis meeting is 
a highly structured effort. Good 
facilitators follow the structure 
closely; they don’t make it up as 
they go. The structure permits the 
facilitator to run the meeting and 
to listen for/search for patterns 
in the data.  

CADDI has reduced to prac-
tice the questions to use to 
collect data for each part of the  
Performance Model and  
Knowledge/Skill Matrix. 
While “putting the question in 
your own words” is always  
encouraged, straying from the 
intent will disconnect the data 
from downstream design  
activities. It’s not “just  
semantics,” it’s “always the 
semantics.” 

Practice, Practice, Practice 
Conduct mini-analysis meetings 
with a friend, a sibling, a parent, 
or other relative. Analyze an old 
summer job. To get good at this, 
you must practice asking the 
questions (using the CADDI  
standard questions and using 
your own words) so you gain 
confidence in the process/format. 
That will free you up to  
concentrate on the meeting and 
the data itself. 
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(Continued from page 20) 
 
No Analysis Paralysis . . . and No 
More Article Schmarticle 
PACT analysis isn’t your father’s task analysis — 
it is a robust, predictable, performance analysis 
methodology. Taken from handpicked master  
performers, the data provides a clear and detailed 
account of the required performance and required 
enabling knowledge and skills. As Mary said,  
predicting how long an analysis meeting will take 
is a great advantage in PACT, and indeed it is  
astonishing how much good data is collected.  
 
What these folks experienced during the PACT 
analysis is consistent with what we experience 
each time we step in front of a group of master 
performers. The blank stares belying a hidden  
uncertainty in the master performers; the raised 
heart rate as the Areas of Performance are  
determined; the master performers catching on to 
the methods for Performance Modeling and 
knowledge/skill derivation; the battling and  
eventual agreement over the words that end up on 
the flip chart; the bonding of a group of master 
performers around a common, and complete,  

description of the job; the realization during the 
meeting debrief that the job is accurately and 
completely described; and the sense of  
accomplishment are all pretty typical of any  
Analysis Team meeting.  
 
These four started much like I started. They saw a 
better way when they saw PACT, and like me, 
they tried it. They learned a bunch about the 
methodology in their initial attempts, about what 
to do differently next time, and how they can  
position it in their organization (or with a client). 
The challenge for this group will come when they 
conduct the next PACT analysis meeting. 
 
If you want to try this for yourself, buy a copy of 
lean-ISD, read it, and if you are still interested, go 
visit our Web site to license and then download a 
set of the free “basic” PACTForms (and pick up 
any of our past newsletters or articles in which we 
provide additional insights into the conduct of 
PACT projects).—Brian 
 
Next: Our group continues with their experiences in using 
the data in the PACT design methodologies.!!!!! 

Predicting how 
long an analysis 
meeting will take 
is a great  
advantage in 
PACT, and  
indeed it is  
astonishing how 
much good data 
is collected.  

Rules for Proper Flag Display/Disposal 
In the Sunday, October 21, 2001 Chicago Tribune, Bob Greene’s article on flag  
display/disposal etiquette was interesting. With so many American flags being  
displayed since the September 11 tragedy, we thought it would be a good idea to 
publish this little snippet on the rules of proper flag display/disposal for our readers. 
 
Proper Display 
If displayed from a staff projected from a window sill, balcony, or front of a building, the union of the flag 
should go to the peak of the staff (unless the flag is to be displayed at half-staff). When the flag is displayed in 
any manner other than being flown from a staff, it should be displayed flat, whether indoors or out. If  
displayed either horizontally or vertically against a wall, the union should be uppermost and to the flag’s own 
right; that is, to the observer’s left. When displayed in a window it should be suspended in the same way—that 
is, with the union to the left of the observer in the street.  
 
Proper Disposal 
First, prevent the flag from becoming soiled. When a flag is in such a condition, through wear or damage, that 
it is no longer a fitting emblem for display, it should be destroyed privately in a dignified manner. From the  
U.S. Flag Code and the Boy Scout Handbook, the recommended method of disposal of an American flag is by 
burning it. 

 

There is much more information on American flag  
display and disposal on the Internet. 

Two good Web sites we found include 
www.ushistory.org/betsy/flagetiq.html or 

www.flagco.com/etiquette.html 
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Three Levels of Instructional Systems 
Design (ISD) 
At CADDI, we have developed methodologies to 
support the design of training at three progressive 
levels of detail. These levels are comparable to 
design activities in other disciplines. 
!Curriculum Architecture Design (CAD) . . . is 

like . . . Systems Design, similar to the layout of 
lots and streets in a subdivision development. 

!Modular Curriculum Development (MCD) 
(which is primarily instructional process  
design) . . . is like . . . Component Design,  
similar to the floor plan for a specific house. 

!Instructional Activity DevelopmentSM (IAD) 
(which includes user interface design) . . . is 
like . . . Subcomponent Design, similar to  
specific room designs and interior decorating 
plans. 

 
In any design situation, you can begin at any one 
of these three levels; however, the ideal sequence 
is to design the overall system architecture before 
designing specific components within that system, 
and then finally the specific subcomponents (at a 
very detailed level). In a training setting, design the 
curriculum architecture first; the sequence of 
learning process(es) within each course or  
deliverable next; and the activities and materials 
formats, layout, organization, etc., last at the user 
interface or instructional activity level.  
 
In a previous article, I discussed how training  
design is like other kinds of design activities.  
Continuing with that comparison, in hardware, 
electrical, software, or other design efforts,  
engineers and designers are driven by design goals. 
Design goals are what you want the design to do 
or conditions the design must meet. (I am using 
the term “goals” broadly to encompass  
macrorequirements, key characteristics, and  
general statements of intent.) Training designs 
should have design goals, also.  
 
In the next three articles in this series, I will  
identify key design goals for each level of design. 
The design goals give the designer something to 
shoot for and something for the customer/
stakeholder to use to evaluate the suitability of a 
given design. My intent with this series is to  

demystify the instructional design process while, 
at the same time, propose targets that are different 
from those addressed by typical training designs. 
Most of those differences are based in our  
philosophy of designing for reusability—at  
minimum, the goals look beyond the immediate 
goal of creating learner interest or learning  
effectiveness as measured by knowledge testing 
and look toward organizational concerns. 
 
Since “top-down” design is more effective from a 
cost, cycle time, and functionality perspective, we 
will begin with the system design—the  
Curriculum Architecture Design.  

System Design = Curriculum  
Architecture Design 
The purpose of system design is to “chunk” the 
overall solution into discrete pieces so that  
specific functionalities can be allocated. For  
example, if you were designing an automobile, you 
would have separate systems for the power train, 
suspension, electrical system, etc. There might be 
more than one right way to partition the system; 
however, whichever way you did it, the intent 
would be to keep the pieces separate so the overall 
solution can be broken up and addressed by  
multiple teams. 
 
Instructional systems are the same. Design goals 
would define what you hope to accomplish with 
the chunking strategy. 

Designing for the Infrastructure 
There are always external constraints to which 
products need to conform. If you were going to 
design a standard automobile, you would probably 
plan on it working within the existing infrastruc-
ture. You wouldn’t, for example, make it 15 feet 
wide because it wouldn’t fit on the roads. This is 
precisely the challenge to anyone thinking about 
designing a car that runs on something other than 
gasoline—where do people go to fill up with  
natural gas, propane, or something else? Where do 
they go to get their car serviced?  
 
The training product architecture needs to be  
designed to work within the various training  
systems that exist (or plan for building new ones). 

(Continued on page 23) 

The purpose of 
system design is 
to “chunk” the 
overall solution 

into discrete 
pieces so that  

specific  
functionalities 

can be allocated. 

SYSTEMS ENGINEERING FOR TRAINING— 

Curriculum Architecture Design 
by Peter R. Hybert 
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(Continued from page 22) 
Some of the key systems for an individual project 
are listed belowi.  
!Delivery System: How will the content be  

presented/distributed to the audience? 

!Evaluation System: How will the training be 
assessed and improved over time? 

!Communication System: How will the target 
audience become aware of and decide on their 
need for the training? 

!Facilities/Infrastructure: How will the delivery 
channels be established/maintained? 

!Maintenance System: How will the content be 
kept current over time?  

 

The curriculum 
architecture 
should also  
organize the 
training into  
logical clusters of 
content and  
deliverables to 
meet the near and 
long-term needs of 
the organization. 

In most organizations, the above systems are 
fairly static—they are part of the corporation’s 
infrastructure. However, as companies work to 
address global audiences and make greater use of 
the intranet and Internet to deliver content, these 
systems need consideration if for no other reason 
than to confirm limitations or constraints and to 
test assumptions.  
 
Within the context of the support systems above, 
the primary focus of the CAD design is 
(preliminary) media selection and content  
chunking to address the specific needs of the  
targeted audiences. The curriculum architecture 
should also organize the training into logical  
clusters of content and deliverables to meet the 
near and long-term needs of the organization. 

General CAD Design Goals 
A set of high-level design goals for the curriculum 
architecture level is shown in the table below. 
 
Note: I am using the term “chunk” to refer to a piece of 
content (which can be information, a demonstration, or an 
application exercise) as it would be inventoried in a  
knowledge management/content management inventory 

(Continued on page 24) 

Curriculum Architecture Design Goals In Normal English 

! Modules/chunking of content that 
promote the sharing of components 
of, if not entire, training products 

! “Reuse” 

If you build a piece of training that explains a new process, you 
should be able to use it to train managers, salespeople, and  
technicians—even if you are training only the technicians right 
now. You need to keep the additional, detailed content for the 
technicians in a separate “chunk” to ensure reusability.   

! Delivery systems reach all key  
end-user groups 

Delivery capacity and target audience size are the key variables 
here. You can’t use group-paced, classroom training if you only 
have one instructor, one classroom, and a limited enrollment  
capacity if you need to train the entire global sales force within 
one month. 

! Modules/chunking/learning paths 
that address typical variations in  
target audience needs (e.g.,  
experienced versus new employees, 
generalists versus specialists, etc.) 

Existing employees only need to know what is different (the 
“delta”). The new employee doesn’t care about what has 
changed—they just need to know how it is supposed to be done 
now. But, a great deal of the content should be shared across 
these two groups. 

! Modules/chunking that minimize 
downstream costs for revisions due to 
future changes in content or  
audience 

Don’t put content that is revised every year in the same chunk with 
content that is very stable—this makes the annual revision task  
larger. 

! Deployment methods that support 
performance (e.g., if content is 
needed for on-the-job reference, it is 
designed for that type of access) 

Don’t make the group-paced training course serve as the on-the-
job reference (especially with the reference information mixed in 
with overheads and other learning content). Or, don’t plan to put 
your technicians’ information on the Web, expecting them to  
reference it on the job if, at the time they would need it, they 
would be adjusting some piece of equipment while standing on a 
ladder nowhere near a network connection. 

! Deployment methods that fit content 
characteristics 

Don’t plan to put content that changes frequently on video if you 
can’t easily make and distribute updates/revisions. Don’t expect a 
workbook or Web page to completely teach an interpersonal skill. 

i A useful model that describes the various training  
systems at an organizational level is the “clockface” model 
described/shown in the spring, summer, fall, and winter 
1999 issues of lean-ISD found under “Publications” at 
www.CADDI.com. This model makes visible all the 
functions that need to get done within a training  
organization. In fact, they are always present, even if 
unplanned and unmanaged. 



24                                                                                                                                                 THE CADDI NEWSLETTER 

 
(Continued from page 23) 
system. This is consistent with the idea of reusable learning 
objects—CADDI consultants have been thinking this way 
for approximately two decades. 
 
If you examine the design goals above, it is clear 
that Curriculum Architecture Design can get  
complex quickly—there can be a lot of 
“tradeoffs.” But how many business managers 
(our “internal clients”) really appreciate that? 
CADDI’s PACT Processes attempt to deal with 
this issue by facilitating a Design Team 
(handpicked by a Project Steering Team to  
represent the target audience) through the design 
decisions over a three- or four-day, structured 
meeting. We let them make the design tradeoff 
decisions. Our role is to design in front of their 
very eyes, inform them of the choices available 
and the implications, influence their decisions as 
needed, and then continue with the design. 

How Does a CAD Design Addressing the 
Goals above Look Different from Any 

Other ISD-generated Design? 
Most training does not begin from the CAD level. 
Often ISDers plan out a large-scale curriculum 
but, in my experience, it is not the same design 
process or outputs as one of our CAD designs. In 
most cases, the “typical” design is simply a series 
of blocks, each representing a course to be  
completed, usually in a specific sequence but  
occasionally with limited branching. In other  
occasions, it is a list of learning objects to be  
completed in no particular order. In some  
computer-based training programs, the end  
product may be a series of larger chunks planned 
for audience segments with reused smaller chunks 
underneath. But these programs usually start with 
a rough outline, evolve during the development 
process (rather than an upfront design), and are 
much narrower in scope than a typical CAD.  
 
Other than CADDI staff and CADDI-trained 
practitioners, I have yet to see a macrotraining 
design that specifies a system of training, based on 
performance, chunked for reuse, configured for 
specific audience segments, and stored in an  
inventory for downstream implementation and 
maintenance. But, below is an example of what 
one is like at a general level. 

The Situation  
Imagine that a company that installs customized 
computer systems into large business customer 
sites is planning to introduce a new software tool 
that will automate some of the functions that used 
to be performed by branch office field engineers.  

The new tool would allow the salesperson to get 
the answers to some key questions from their  
customers and then use the tool to “configure” 
the end solution. The engineer would then need to 
simply check the end solution configured by the 
salesperson and place the parts order. Imagine 
that previously the engineer would have  
performed the entire process.  
 
However, in order to package the engineering  
decision process into a tool, imagine that the 
tool’s designers had to “genericize” the solutions 
where, in the past, individual engineers often had 
idiosyncratic configurations based on personal 
preferences, experience, and local requirements. 
With the new tool, the engineer has less flexibility, 
but the overall process is much faster. 

A Common Approach  
Without a CAD to introduce such a tool, there 
would be a manual and some “show and tell”  
sessions at the individual field locations. (In  
business-speak, this is the “dog and pony show.”) 
 
Once the introduction has been completed, a 
course or two on the new product might be built 
or, even better, existing courses might be revised 
and expanded to include it. 

A Better Approach 
Beginning with a Curriculum Architecture Designii, 
the Design Team could have done the following. 
 
1. Worked with a team of existing engineers and 

salespersons (along with leaders from the tool 
development team) to define the work process 
and identify the new/changed outputs, tasks, 
knowledge, and skills required by the engineer 
and salesperson. The facilitator would lead the 
group to the understanding that the audiences 
need to know how to do their jobs with the 
new tool, not simply describe the features, 
“gozintas” (as in “goes into”), and bells and 
whistles.  

2. Next they would define the overall training 
system at a high level. This would include 
thinking about the rate and sequence at which 
individual field locations would be introduced 
to the tool. It would also include deciding how 
to deploy the training and support information 
(e.g., by group-paced classroom sessions, using 
CDs, video, etc.).  

(Continued on page 25) 

Other than 
CADDI staff 
and CADDI-

trained  
practitioners, I 

have yet to see a 
macrotraining 

design that  
specifies a system 
of training, based 

on performance, 
chunked for  

reuse, configured 
for specific  

audience  
segments, and 

stored in an  
inventory for 
downstream  

implementation 
and maintenance. 

ii For a complete description of the CAD design  
process, refer to the book lean-ISD by Guy W. Wallace. 
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Designing a  
curriculum  
architecture before 
designing  
individual  
training products 
(courses, job aids, 
Web sites,  
on-the-job  
checklists, etc.) 
ensures  
consistency in 
how the same 
content is treated 
when it is applied 
to different  
audiences and job 
tasks. 

(Continued from page 24) 
3. Then, they would allocate the data from Step 

#1 into chunks (modules) to maximize  
shareability. In this case, there would clearly 
need to be a general introduction to the  
purpose of the tool, who would be using it, the 
expected changes to the way the work would 
be performed, etc. This content should be the 
same for at least salespeople, field engineers, 
and the managers/supervisors of both groups. 
It should be defined as a single module and 
then shared across these audiences. In  
addition, you would design additional specific 
chunks addressing the detail needed by  
individual audience segments. 

4. The facilitator would help the team make 
chunking decisions by considering other 
groups that need to share the module, how 
often the content would change, and how to 
decide whether Web-based or classroom  
delivery would be most effective. The  
customer might want to put everything on the 
Web, but then they would have to wrestle with 
how people would build skill. Or, they might 
want to make everything classroom, but then 
they have to figure out how to get the training 
to everyone quickly enough. Like anything 
else, training design is a series of business  
decisions—and you’re always better off if the 
customer makes them, assuming you can make 
the implications clear to them.  

5. The team would then decide, relative to all the 
training that they could provide, how to best 
meet the business need with the available  
resources (e.g., people, dollars, technology, etc.). 
By now, the master performers and subject 
matter experts would have a much greater  
understanding of the design decisions and 
tradeoffs. They will also have a better under-
standing of what will be new and difficult for 
the audience to adopt when the new tool 
comes out—in fact, this process might well 
affect the design of the tool itself! 

Conclusion 
Designing a curriculum architecture before  
designing individual training products (courses, 
job aids, Web sites, on-the-job checklists, etc.) 
ensures consistency in how the same content is 
treated when it is applied to different audiences 
and job tasks. It ensures that the training is based 
on the performance requirements. It will also  
ensure that you design training that fits the  
constraints of the organization’s capability to  

deliver. The CAD also identifies opportunities for 
“templating” (or “cloning and modifying”)  
modules for more rapid development. 
 
And, the CAD-level design streamlines and  
organizes the next levels of design: Modular  
Curriculum Development (MCD). In the next  
issue, I will propose design goals for the MCD 
level. Though MCD is more like a traditional ISD 
process (e.g., ADDIE), when informed by the 
CAD design and driven by business in addition to 
learning/ISD priorities, the design goals will still 
look different than many traditional processes. 
 
Note: An earlier version of this article was published under 
the title of “Give Customers What They Meant to Ask 
For—Designing Training Systems at Three Levels” in the 
October 2001 issue of Performance Improvement, the 
journal of ISPI.!!!!! 

Don’t Be Left Out! 

Plan on joining the CADDI  
consultants! 

ISPI Conference 2002ISPI Conference 2002  
“Pathways to Performance”“Pathways to Performance”  

April 21April 21––25, 200225, 2002  

Dallas, Texas 
Adam's Mark Hotel 

This is ISPI’s 40th annual  
international conference 

Visit www.ISPI.org or contact ISPI for 
more information! 

ISPI 
International Society for Performance Improvement 

1400 Spring Street, Suite 260 
Silver Spring, MD 20910 
Phone: (301) 587-8570 

Fax: (301) 587-8573 
E-mail: info@ispi.org 

ISPI—Dedicated to improving human and  
organizational performance since 1962. 
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This is the third in a four-part series on performance  
checklists. 
 
There are four aspects of a performance checklist 
that must be at least assumable if it is, indeed, a 
performance checklist. These are the characteris-
tics that separate this instrument from any other.   
 
A performance checklist must 
1. Define the performance in question. 

2. Provide a description of the performance. 

3. Provide a way to learn and/or remediate the 
performance. 

4. Provide a mechanism for assessing the  
adequacy of the performance. 

 
If it doesn’t do all of these four things, then it is 
not a performance checklist. However, these  
characteristics aren’t difficult to include or  
ascertain. This can probably be shown best 
through the use of an illustration. In the checklist 
we use to identify a duck (see Figure 1), the first 
attribute is in the nature of the checklist. Its  
purpose is to define the performance. The  
description (look, walk, etc.) is in the steps. The 

checklist is, in and of itself, a learning tool. And 
assessment is easy, because all the assessor has to 
do is point to an example and ask the respondent 
if it is a duck. 

Figure 1: Example of a Checklist—Duck 
 
Now let’s look at a checklist for a kiss (see Figure 
2 below). 
 
Again, the definition of the performance, the  
description, and learning are embedded in the 
steps. Assessment is a matter of simple observa-
tion using the steps because the criteria for  
judgment are built in. For example, the observer 
will be able to decide if the angle is appropriate. 
 
The critical reader is probably saying, “Enough of 
this foolishness about ducks and kissing, what 

(Continued on page 27) 

CHECK THEM OFF 

The Critical Attributes of a  
Performance Checklist 
by Odin Westgaard, Heurists 

Odin Westgaard, 
Ed.D. 

Heurists 
6708 Prairie Rd., NE, 

#811 
Albuquerque, NM  

87109 
Phone: 

(505) 883-3697 
E-mail: 

OdinHeurist@aol.com 

Step Description Check Comments 

A. Ducklike appearance   

B. Sounds ducky   

C. Waddles as it walks   

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.   

Figure 2: Example of a Checklist—Kiss 

Assessment is a 
matter of simple 

observation using 
the steps because 
the criteria for  

judgment are 
built in. 
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(Continued from page 26) 
about a real job?” Well, accepting the fact that 
kissing is more fun than many jobs, try the 
example in Figure 3 below. 
 
In this sort of checklist, it is more difficult to  
include the criteria. A second document is in  
order. This document would include the criteria 
and ways to remediate when a respondent doesn’t 
perform correctly. It can take many forms, but the 
most usual is a paraphrased copy of the checklist 
with criteria added to the steps and remediation in 
the comments section (see Figure 4 below). 
 
All four attributes are in place. This is a perform-
ance checklist. 
 

In the next issue, we’ll wrap up our discussion of 
performance checklists by describing their critical 
elements.!!!!! 
 
 
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. 

A performance 
checklist must 
 
1.  Define the 

performance in 
question. 

 
2.  Provide a  

description of 
the  
performance. 

 
3.  Provide a way 

to learn and/
or remediate 
the perform-
ance. 

 
4.  Provide a 

mechanism for 
assessing the 
adequacy of 
the  
performance. 

Step Description Check Comments 

1. Make sure PC is up.   

2. Select Juno®.   

3. Select “World Wide Web.”   

4. Close advertisements.   

5. Wait for return to normal operation.   

6. Select Web search window.   

7. Enter.   

8. Go.   

Step Description Check Criteria (and Remediation) 

1. PC is up? Green light is on, no blinking lights.  Show where indicator lights are on 
tower. Get rid of other programs that 
might interfere, such as AOL. 

2. Click on Juno icon.  Juno icon is a large green “J” on 
world globe. Should come up quickly. 
If there is no Juno icon, go to “Start,” 
“Programs,” “Juno.” 

3. Click on “close” for each advertisement as they 
come up. 

 Close is usually on bottom far right or 
far left in small letters. Sometimes it is 
obscured, but it must be there. 

4. Click on “World Wide Web” button.  Bottom center. Do not click on E-mail. 

5. Wait until cursor returns to normal.  Assumes “finger” shape. 

6. Move cursor to Web search area.  Top of window in center. 

7. Type keyword or words in window.  Be sure of spelling and make as spe-
cific as possible. 

8. Left click on “Search” button.  Oblong red with word “Search” on it. 

Figure 4: Criteria Document for Finding a Web Site on Internet Explorer with Juno as Provider 

Figure 3: Finding a Web Site on Internet Explorer with Juno as Provider 

Juno is a registered  
trademark of Online  

Services, Inc. 
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At CADDI we don’t limit ourselves to T&D only. 
We believe in managing employee and enterprise 
performance by putting all the systems and  
methods in place to direct and support human 
performance within the context of the business 
process. Although the primary focus of our  
business has been on T&D (through the PACT 
Processes for T&D), our systems and processes 
orientation has led us to a “big-picture” view 
where our T&D methods are part of a set of 
methods that go beyond T&D to affect overall 
human and enterprise process performance. 
 
This is the first in a series of articles on CADDI’s 
approach and systems/processes for affecting  
human process performance, otherwise called  
Human Asset Management Systems (HAMS), and 
how we are tackling several projects to improve 
(or just implement) the systems within our  
organization. The series will cover  
!An overview of CADDI’s business rationale for 

the projects and a look at the upfront project 
targeting and planning 

!How we used macroprocess mapping and  
Performance Modeling to establish a common 
view of performance to drive the various  
systems/subsystems 

!How an existing certification program was  
incorporated into the design of the overall 
HAM system 

!How we designed and developed a perform-
ance-based T&D system  

!How a performance appraisal and management 
system was designed, developed, and  
implemented 

!A process recap, project “lessons learned,” and 
plans for the future 

Why We Decided to Do This 
Earlier this year, CADDI decided to implement 
some integrated, performance-based systems for 
managing human assets within our organization 
and better “walk our talk.” All our methods are 
performance-based, and we knew once process 
performance is defined, you could design roles, 
design recruiting and selection tools, design and 
build T&D, etc. Why not tackle some of those 
other areas under the HR umbrella; after all,  
performance-based systems are what we preach 

(not to mention sell) to our clients, and we  
definitely had some experience and a lot of ideas 
for those other HR systems.  
 
It was more than just the desire to “practice what 
we preach,” though. There were real business 
drivers for putting more formal systems for  
managing employees in place at CADDI, such as 
the need to  
!Gain control of the systems within the  

organization.  

!Redesign several roles within the organization.  

!Prepare for future growth. 

!Train and certify PACT practitioners. 

!Prove-in CADDI’s Enterprise Process  
Performance Improvement (EPPI) and HAMS 
concepts, methods, tools, and techniques. 

 
We wanted to prove-in CADDI’s HAMS  
approach, because we plan to add Targeting EPPI 
and HAMS efforts to our product/service line. 
Although we had created the components of the 
HAM systems for clients before, we have never 
had the opportunity to design and develop an  
entire integrated HAM system for a single  
organization. The opportunity to “operate on  
ourselves” would allow us to test the wiring of all 
the systems; create the automated, data-driven 
tools to support the various systems/subsystems; 
and test the scalability of the approach—from 
individual systems to an enterprisewide system. 
 
Another business driver was the need to certify 
people in using CADDI’s methodologies for  
designing and developing T&D, which we call our 
PACT Processes for T&D. These “PACT  
practitioners” are either our own employees or 
employees of our customers (who have entered 
into a CADDI licensing agreement and a  
technology transfer). CADDI already had some 
existing T&D materials and a certification system 
for the PACT Processes that were created as a 
part of a prior PACT Process Technology  
Transfer (PPTT). These would be incorporated 
into the overall design of the HAMS. 
 
CADDI started in 1997 as a very small organiza-
tion. With only nine people, the leaders of the 

(Continued on page 29) 
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(Continued from page 28) 
business directly managed the employees. At this 
size, and with this organizational structure, we 
didn’t need very formal systems for managing our 
employees. However, over the years we have  
inserted managers to run the day-to-day  
operations, meaning the leaders are letting go of 
their direct handle on the management of  
employees. Not only that, but we want to plan for 
future growth. These new employees and the need 
to have the systems and tools for the managers, 
will require more formal HAMS to manage 
CADDI’s employees. CADDI’s leadership wanted 
a performance-based business—from the  
organization design, to business systems, to  
rewards and recognition, and everything in  
between. Implementing HAMS will provide  
employees and the managers with better/clearer 
definitions of job/role responsibilities and  
expectations; materials to train, develop, and  
certify employees based on their job responsibili-
ties; and tools to appraise and manage employees’ 
performance. 
 
CADDI also needed to create and redesign  
several roles within the organization. To do this, 
we needed a clear picture of the job responsibili-
ties and performance requirements in order to 
carve out a new role and rescope the current role 
responsibilities. But we already knew that. 

How Is CADDI Going to Do This? 
How is a small consulting  
organization going to tackle 
such a big project  . . . while 
still doing work to pay the 
bills . . . with an operations 
manager (me) in charge of the 
effort who is also a working 
consultant? The answer: get 
our arms around the whole 
thing and target the priority  
systems to put in place and the roles to address 
rather than trying to tackle everything at once. 
 
The business drivers mentioned above helped 
clarify our focus. We needed to 
!Leverage what we already had available with the 

current T&D and certification systems. 

!Focus on creating the systems and tools that 
would help the new managers of our organiza-
tion most—performance-based job designs/
descriptions and supporting systems for T&D/
certification and performance appraisal and 
management. 

!Focus on key, critical job audiences—the  
consultant role and the production specialist 
role, which are the largest populations in the 
organization. 

 
This was still going to be quite an undertaking, so 
we (as any highly structured, planning organiza-
tion would) created a master plan that laid out the 
big picture with “miniprojects” ensuring we only 
bit off chunks we could chew and allowed the 
effort to be fit in around client work. 

Overview of the Process 
CADDI’s HAMS approach is embedded in the 
Enterprise Process Performance Improvement 
product/service. EPPI is all about systematic, but 
quick, analysis for targeting worthy enterprise 
process performance improvement. Ultimately, 
the targets for improvement initiatives involve 
addressing the human assets and/or the environ-
mental assets within the targeted processes. 
 
For more about EPPI, please see the white paper 
“Targeting EPPI via Human Asset Management” on 
CADDI’s Web site at www.caddi.com. 
 
We first conducted these four Targeting EPPI 
phases (although at the time it wasn’t quite as 
clear to us as it is now). 
 
 

Phase 1: Project Planning & Kick-off – In this 
phase, the overall plan for the effort is created. 
We targeted our efforts on some key, critical areas 

(Continued on page 30) 
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(Continued from page 29) 
of our business. 
Phase 2: Current-State Analysis – The current 
state is analyzed as macroprocess mapping and 
Performance Modeling/enabler analysis is  
conducted for the targeted areas of the business.  
 
Phase 3: Future-State Design – In this phase, the 
future state is determined and targeted using both 
the models and data from the Phase 2 efforts as 
starting points for identifying potential 

“interventions.” 
Phase 4: Implementation Planning – Here the 
specific process improvement interventions are 
planned for to address the missing/deficient  
enablers that need to be put in place or fixed, or 
where the process is to be re-engineered and then 
the enablers righted.  
 
This phase resulted in plans for multiple down-
stream project efforts, with integration efforts to 
ensure their effectiveness. 

Preview of Upcoming Articles in This 
Series  
The next article in the series will cover how 
Macroprocess Maps and Performance Models 
establish a common view of performance from 
which to drive the various HAMS subsystems. 
Now it’s time to fess up . . . the effort is still  
definitely underway. So, as the effort at CADDI 
continues to move forward, subsequent articles in  

 

the series will address the targeted HAM projects, 
including 

!Integrating an existing performance-based  
certification system 

!Designing and developing a performance-based 
T&D system 

!Designing and developing a performance-based 
performance appraisal and management system. 

!!!!! 

Performance Models and process maps are used to systematically derive the enablers—both human asset 
enablers and environmental asset enablers 

©2001 CADDI, Inc.
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HAMS – Human Asset Management Systems 
These systems must behave in an integrated manner to improve performance 

HAM Systems & Processes

Organization & Job Redesign 
Systems

Staffing & Succession Planning 
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Training & Development 
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Performance Appraisal & 
Management Systems

Compensation & Benefits 
Systems

Reward & Recognition Systems
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!The HAM data is used to design  HAM 
systems and processes, thereby 
aligning/anchoring the HAM system to 
process and job performance
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Free Agent Nation by Daniel H. Pink is my new 
favorite book. It describes our pre-September 11th 
business climate as a fertile ground for the small 
or single-person business that provides products 
and services to larger organizations. He proceeds 
to document an array of examples across numbers 
of industries and presents the “free agent” as “the 
next big thing” in world business. 
 
Besides giving me, as the principal of Carol Haig 
& Associates, a new club to belong to, this book 
caused me to reflect on my tenure as a free agent 
and to reconsider the questions I asked as I  
created my consulting business. My free agent  
colleagues, as well as corporate clients, have found 
my answers and insights valuable. Although we 
will have to wait a bit longer to determine if  
different answers will be needed in the post-
September 11th economy, I am confident that 
both Pink’s insights and my own experience will 
remain true in the times ahead. 

How Can a Free Agent Leverage 
“Inside” Experience for “Outside” 
Use? 
Like many free agents, I spent years inside organi-
zations helping to improve employee perform-
ance. I was able to leverage my project manage-
ment skills to help clients achieve results, because 
I was successful sitting in their seats. In addition, 
my years of experience with internal politics 
helped me recognize political maneuvering,  
hidden agendas, and other cultural trappings,  
enabling me to help my clients find new ways to 
make their projects successful. 

Which Consulting Role Works Best? 
Most of us probably ask this question after a few 
years as free agents. First, we have to get past the 
what-if-I-don’t-get-work panic. Typically, we analyze 
the nature of our consulting relationships later in 
our consulting career. Peter Block offers a useful 
model in his book, Flawless Consulting. 
!Pair of Hands – performing the tasks of a  

department or project team member, like a  
temporary employee 

!Expert – functioning as the person who has 
skills and knowledge to solve the problem and 
call the shots 

!Collaborator – working interdependently with 
the client, sharing skills and knowledge equally 

 
I find myself in all three roles. In all my projects 
and consulting relationships, the Collaborator role 
is most fulfilling. Yet, interestingly, Pair of Hands 
relationships have produced the most lucrative 
assignments. What is important here is not so 
much knowing which role you prefer, but helping 
clients clarify their expectations of the consultant. 

What Is the Best Business Mix for Me? 
There are probably as many ways to contract work 
as there are types of free agents. Many of us begin 
as subcontractors, a relatively painless way to start 
a business. The primary contractor gets the  
business, writes the proposal, handles the  
contracting, and gathers appropriate subcontrac-
tors to do the work. The primary contractor  
usually handles the project management details 
and secures the revenue. This leaves the subs to 
do the work without the hassle, and they earn less 
for this privilege. Subcontracting offers a wonder-
ful way to be introduced to free agency. For many, 
it is the primary source for work. 
 
I prefer a mixture of sub- and primary contract-
ing. Frankly, I like running my own show and  
getting the money for it. However, being the sole 
consultant can be lonely, no matter how nice the 
client. Having colleagues to share ideas and  
commiserate with can be stimulating and profit-
able. I try to balance my independent gigs with 
subcontracting opportunities when the client  
organization or the project content is of particular 
interest. 
 
Another variation in the business mix is to  
assemble a team of colleagues for larger projects. 
As the primary contractor, I assume project  
management accountability and gain the promise 
of more income. It’s helpful to establish a collegial 
network with a range of skills and experiences in 

(Continued on page 32) 
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(Continued from page 31) 
order to pull together (organize) the right team on 
short notice. The satisfaction of bringing a big 
project to a successful close is worth the extra  
effort required of a primary contractor. 
 
And then there is the increasingly prevalent long-
term contract. Free agents need to look carefully 
at long-term contracts where they will be  
operating almost exclusively at the client’s site. 
Pay attention to the IRS’s stricter interpretation 
about what constitutes an employee. There are tax 
implications if a free agent receives a W-2 form 
rather than a 1099 from a client. Tax audit bells 
can ring if we don’t consult with our accountants 
before accepting such assignments. The other 
concern, of course, is how to reconnect and get 
back on the market when the long-term contract 
is over. Few of us are disciplined enough to keep 
up our marketing efforts when we have steady 
work. 

How Much Information Should I 
Share with My Colleagues? 
You know how secretive most organizations are 
about employees’ salaries, commissions, and  
bonuses? You know how competing sales teams 
within the same organization jealously guard their 
sources and tactics for developing business? In the 
world of the free agent, all the rules change. Once 
the new consultant realizes there is enough work, 
even in tough times, for everyone, and that we 
each have specialties, sharing information about 
companies and clients becomes an important  
marketing component. There is always going to be 
work I can’t do—because of my schedule, because 
it requires skills I don’t have, because it is a  
potential conflict of interest. When this happens, 
the smartest move is to pass the lead on to a  
qualified colleague. Everyone is thrilled when this 
works out: the client gets the right consultant, the 
consultant gets a great project, and I get a valuable 
marker to call in when the time is right. 
 
The same new rules apply to discussing the rates 
we charge, how we market, and whom we like to 
use as subcontractors. We are a community of 
practice, after all. Sharing information about how 
we do business increases our professional status 
and presents a consistent, united face to our  
marketplace. Using more formal communities of 
practice, such as ISPI and other professional  
organizations, to market our services and network 
for colleagues increases our knowledge and  
enhances our standing with prospects and clients. 

What if I Don’t Like Working by  
Myself? 
The term “self-starter” acquires new meaning for 
the lone consultant. Free agents find it helpful to 
identify what self-motivating techniques work best 
and use them when they need another profes-
sional view, a new idea, or a place to express their 
frustrations. In particular, I’ve developed  
substitutes for the actions I used to take when I 
was inside. Instead of hanging over the cubicle 
wall or going to my boss’s office to have a chat, I 
now use phone buddies to discuss concerns and 
ideas. I make lunch plans to stay connected with 
colleagues and clients. I plan evening activities 
involving others for days when I’ve been heads 
down with the phone turned off. Free agents need 
to actively pursue activities that provide inclusion. 

What Should I Charge for My Work? 
One of the scariest challenges for the free agent is 
determining what to charge. I have discussed fees 
with many colleagues and clients and have  
discovered there are as many ways to structure 
fees as there are practitioners. Here are some  
general questions to consider. 
!What exactly are my clients buying when they 

contract with me? Knowing this helped me put 
a dollar value on my services. 

!What do local people charge for similar  
services? As an inside project manager, I hired 
free agents all the time and knew the range of 
fees they charged.  

!What other expenses must be factored into the 
fee? 
-Subcontractors’ fees plus profit for the  
primary contractor 

-Proofreading or copy editing services 
-Desktop publishing 
-Graphics design 
-General administrative support 

!What other nonproject expenses must be  
covered? 
-Travel time 
-Office rental 
-Utilities 
-Maintenance 
-Equipment and  
supplies 

- Insurance 

!What is my breakeven point? The cost of doing 
business and the money required to live  
determine my hourly and daily rates. This is the 

(Continued on page 33) 
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(Continued from page 32) 
amount I need to earn to break even.  
From this, I set my minimum fee, and I  
recalculate it every year. 

 
Another successful pricing option is to establish a 
pricing menu, charging different amounts for  
diverse services, such as executive coaching,  
strategic planning, and instructional design. 
 
There are only two kinds of time in the life of a 
free agent: billable time and the rest of the time. I 
set my billable day at eight hours. I track my time 
in 15-minute increments and identify the task I’m 
doing. I quickly learned that to bill an eight-hour 
day I actually “work” 10 or 12 intense hours. This 
is an important awareness for all free agents and 
prospective free agents. 

What about Advance Bookings? 
An early lesson for the free agent is the lesson of 
extremes. Work opportunities come when they 
are ready, not necessarily when we are. Often, 
we’re juggling several possibilities for work or 
we’re in a dry spell where there are few or none. I 
always have preferences for which contracts I’d 
like to get, and I am also a realist: show me the 
money. Even firm bookings for future work, like a 
three-day seminar two months from now or a 
large project that will launch after the New Year 
can go away. So, I put them on my calendar and 
am ready to juggle when they are rescheduled or 
canceled. I am careful, too, of the ongoing  
obligation: every Tuesday for two months, or two 
days a week for six weeks. It can be a challenge to 
accommodate other, larger projects around these 
assignments. 
 
One word about prebilling: Caution! Sometimes, 
clients will know that there will be consulting 
work in the coming year, and they will have no 
budget for it. So they may ask a consultant to pre-
bill at the end of the current year so they  can use 
consulting services during the following year 
against that dollar amount. My experience with 
this created some difficulties worth considering. 
 
When I prebilled, that amount showed as taxable 
earnings for the year in which I submitted my  
invoice. It was reflected on the 1099 my client’s 
firm filed with the IRS. This raised my taxable 
income and increased my estimated quarterly taxes 
for the coming year. Then I had to track my “days 
owed” and account for them at the rate I was 
charging when I submitted the invoice—quite a 
bit less than my fees in the year I did the work. 

How Do I Raise My Spirits by Myself? 
Working alone has wonderful benefits as well as 
some disadvantages. When they feel down, some 
free agents talk with mentors or supportive family 
members to be reassured of their competence. 
Working alone seems to accentuate the highs and 
lows that are part of everyone’s workday. When I 
have a bad experience or lose work I really 
wanted, I may call a good friend or colleague to 
seek some shameless admiration. 
 
A handy way to remind myself of my abilities is 
with my Attagirl file. In it I place thank you letters 
from grateful clients and colleagues, awards and 
achievement citations, E-mails from students who 
appreciated my teaching, and all the other  
professional accolades I receive. I keep mine in a 
paper file. I read selected items to remind myself 
that my consulting services add value to the  
client’s bottom line. An Attagirl file is also a  
record of success stories for future clients,  
references, and marketing venues.   
 
Working as an external consultant is challenging, 
rewarding, and worth the risks. Being independent 
does not mean being isolated. Enjoy the freedom, 
build your professional connections, and go do 
great things!!!!!! 
 
Carol Haig has more than 25 years of multi-industry  
experience improving employee performance. She has  
established and managed training departments, consulted to 
line managers, trained trainers, written for professional 
publications, and mentored instructional designers. She is a 
past director of ISPI. 
 
Carol Haig & Associates is a performance improvement 
consulting firm that helps organizations improve employee 
performance with culture-sensitive solutions that align the 
work, the workers, and the workplace to meet business 
goals. We manage projects; design, develop, and deliver 
training and communication materials; facilitate meetings; 
and train trainers. We write white papers, newsletters, 
executive scripts, and briefings; develop video scripts; and 
document procedures and processes. We work in sales,  
customer service, change management, mergers and  
acquisition support, management development, operational 
analysis, program implementation and communication 
strategies, and human resources. 
 
Our clients include: Agilent Technologies, Hewlett  
Packard, ISPI, Oracle Corporation, San Francisco  
Newspaper Agency, SBC/Pacific Bell, Sun Microsystems, 
University of California, U.C. Berkeley Extension, Wells 
Fargo Bank. 
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This is the second in a series of articles on call centers. 

The Roadmap for Customer Calls—
the Call Flow Model  
The more time we spend working with call  
centers, the more the common learning and  
development challenges become evident. This can 
be a benefit (and occasionally a risk) of being a 
consultant—we tend to see commonalities between 
different businesses, because we can apply lessons 
learned from one situation, even industry, to  
another.  
 
One of the common features of many call center 
environments is the use of a standard “call flow.” 
The call flow is basically a process model for the 
primary segments of a call. It does not assume 
that every call follows the process rigidly or that 
every step is listed in the call flow. The call flow is 
a “macrolevel” model. A good one describes the 
process as a series of objectives or goals to  
complete to get through the call in the sequence it 
should be completed. 
 
To be useful, the call flow should be applicable to 
multiple types of calls. In fact, it would ideally be 
appropriate for all calls within a center. A  
collections call may follow a different call flow 
than a sales call, but if all of the sales calls can  
follow the same general structure, that structure is 
very useful for a number of purposes. 
!Training: New agents can be taught the overall 

structure of the call before getting lost in details 
of specific policies, objection-handling skills, or 
even telephone etiquette. The call flow model 
demystifies the call and helps them understand 
the big picture when they are observing live 
calls, learning specific skills, or beginning to 
take calls themselves. 

!Coaching: A standard call flow gives the coach/
trainer/supervisor something specific to  
evaluate against. Specific skills, techniques, or 
policies tend to apply to certain segments—the 
coach can target the observations if assessing 
for particular behaviors. Individual and team 
coaching discussions can center around a  
common mental model of what should be  
happening on the call. 

!Process Improvement: Using a standard call flow 
will enable tool designers to build data-
collection and information support tools that fit 
the call process. The call flow model will enable 
performance analysts to track data per segment 
to identify improvement opportunities. (For 
example, the analysis could identify the  
segments that take the longest or during which 
a successful call is most likely determined.) And, 
the call flow model will serve as a commonly 
understood model to use when explaining 
changes. 

General All-purpose Call Flow 
If you were to research product development 
processes, whether in the automotive, aerospace, 
general manufacturing, telecommunications, or 
even software industry, you would quickly find 
that the general framework is pretty much the 
same (trust me). This is not unique to product 
development processes. I believe that most work 
has an inherent logic that is built into it by virtue 
of the output and the tasks necessary to produce 
it. That logic or structure is what analysts try to 
discover, and it is what process and training  
designers try to make visible and manageable. It 
drives organization and job design. A significant 
innovation in the work process is one that 
changes the inherent logic, allowing fundamental 
change in the work processes and environment.  
 
A simple example is writing a letter. You need to 
think about and outline the points you want to 
cover (maybe on paper or maybe in your head). 
You might also decide the tone, whether you plan 
to sound friendly or professional, etc. Then you 
have to actually construct sentence wording. A 
word processor seems like a significant change, 
but it really doesn’t change the inherent work—it 
just makes some parts of it easier, for instance, 
making revisions or checking spelling and  
grammar.  
 
All the above is to say that in most cases, most 
changes do not affect the inherent work structure 
or logic. The call flow is no different than any 
other work process. Though there are specific 

(Continued on page 35) 
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Why Your Call Center Needs a Call 
Flow Model 
by Peter R. Hybert 
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(Continued from page 34) 
differences for different call types, there is a built-
in general structure to customer calls in general, 
no matter whether you are doing sales calls,  
customer service, collections, or technical/“help” 
support. Figure 1 is an example (don’t worry, this 
is giving away nothing proprietary to any of our 
clients—if you have a call flow, see if it doesn’t 
pretty much fit this format). 

Figure 1: Call Flow Example 
 
Somewhere in the process, you should also make 
sure you have current customer address and 
phone information in the system. Often there are 
disclaimers or statements required by law and/or 
company policy (for example “this call may be 
monitored for quality control purposes”). Some-
times there will be promotional pitches for certain 
products or services. These extra steps would 
need to be fit into the generic process where  
applicable. 

Using the Call Flow 
Model to Organize  
Training 
Using the model in Figure 1, it is 
easy to see how it would be use-
ful for a new agent to get a sense 
of the overall structure of the call. 
It can be made into a diagram. It 
can be part of the structure of 
observation/evaluation forms.  
 
One thing we often do is organize the training 
into chunks that align with the model. For  
example, you could teach and practice how to 
greet the customer, then later teach and practice 
how to recognize and address needs for simple 
product/service requests, recap and close, etc. 
You can continue to build complexity while  
reinforcing the structure of the call. This is much 

easier on the learner than a common approach 
that focuses on teaching lots of enabling knowl-
edge and skills upfront and defers teaching the 
complete call until late in the curriculum path. 
(More on this in the next article.)  
 
Ultimately, the call flow model is a roadmap for 
everyone to use to shape consistent performance 
across calls and across the organization. Ideally, it 

should drive orientation, training, systems and 
tool design, performance management, and  
process performance improvement efforts.  
 
I hope by now you have noticed that application 
of the call flow model is similar to the way we use 
Areas of Performance from CADDI’s Perform-
ance Modeling process. They are very similar. In 
call center projects, the call flow segments serve as 
the Areas of Performance if the focus is strictly on 
call handling performance1. 

(Continued on page 36) 
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1 When agents have other duties, such as data entry or 
problem resolution/follow-up, that require separate 
Areas of Performance, we may approach it differently. 
However, in most cases, 90 percent of the job is  
handling calls, and it is more efficient to go to the lower 
level of detail and use the call flow model as Areas of 
Performance. If you are interested in more detail about 
this issue, please call or E-mail me. 
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Figure 2: Call Flow Model 



36                                                                                                                                                 THE CADDI NEWSLETTER 

 
(Continued from page 35) 
 
Typical Problems with Call Flow 
Models 
CADDI certainly didn’t invent the idea of the call 
flow model, but because of our experience with 
Areas of Performance, we can see opportunities 
to improve many of the models we see in  
industry. 

Problem #1: Too Much Detail 
Call center work is not easy, and one reason is that 
the policies, procedures, tools, etc., are constantly 
evolving. There is a lot of change, and changes are 
often added on top of  
previous changes, which 
means you end up with 
very conditional rules that 
sound like: “You can’t 
change that field of the 
account when you are in 
this system if it is more 
than 10 days past due  
without supervisor  
approval—unless, the  
customer is in Region 3 or 
4 or opened the account 
while living in Region 3 or 
4. Then you can make the change in this other 
field if you hit function key F3 and tab over to 
PRN 4 and ‘X’ it back in, which will populate the 
right field.” Though the above is fiction, it isn’t 
much of an exaggeration. People who are coaches 
and supervisors know tons of information, and 
most of it is situational. 
 
Another issue is that many centers tend to have 
evolved multiple data entry/management systems 
for different accounts, products, regions, etc. 
Sometimes the systems actually influence the work 
tasks (sometimes, not intentionally). This further 
complicates the work environment and perform-
ance. 
 
So, the natural tendency is to create call flows with 
lots of detail to accommodate all of the situational 
variability. Other times the organizations will  
create several versions of very similar call flows 
instead.  
 
If you can get performance standardized around a 
single call flow model, it will have a lot more 
power for training and management purposes. 
Having and maintaining multiple call flows is an 
indicator that things may be too complicated,  
resulting in excess training and support costs,  

potential customer dissatisfaction, or quality  
problems. A call flow with too many steps is a 
candidate for simplification. An organization with 
lots of call flows but each slightly different is an 
opportunity for “commonization.”  
 
A variation on this problem is having scripts with 
detailed, specific wording but without an overall 
structure to the call. Though it’s possible to infer 
the call flow from the scripts, as a learning tool, a 
script with 40 lines of dialogue is much harder to 
grasp conceptually than a seven-stage call flow 
model across which the 40 lines of dialogue are 
distributed. 

Figure 3: Script with and without Call Flow Structure 

Problem #2: Fear that Linear Process 
Steps will Hamper Agents’ Personalities 

Some people just do not like process models. In 
call center work, some agents and even some  
supervisors may resist a common structure to  
either the call process or wording. They feel that 
individual agents need to create their own  
personal style, and prescribing the call flow will be 
unnatural for some people and result in poor  
performance for them. 
 
First of all, it is important to stress that calls do 
not have to be lockstep, but simply that the call 
flow provides an organizing scheme. At an  
individual level, it may make sense to allow master 
performers to improvise or combine steps for  
efficiency, but it really is not appropriate to give a 
learner or novice performer that freedom.  
Learners need the macro-organization of the call 
flow to help them navigate toward known destina-
tions so that even if the customer takes them off 
course, they stand a better chance of recovery. 
 
But from an organizational perspective, the closer 
you look at the performance, the more you can 
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(Continued from page 36) 
improve results by managing the process. Once 
you define the call flow, inevitably you will begin 
looking at ways to improve it. The reality is, there 
are paths through the call that are better than  
others. Once the call flow is refined, you will  
inevitably begin to find wording that works better 
and end up with scripts or recommended wording 
for at least key parts of the call. Documenting 
these standards and reinforcing them in the job 
environment is a necessary first step to testing and 
improving the standards until you have refined 
them to the point of achieving excellent  
organizational performance. 

Problem #3: Confusing Criteria or  
General Activities with Call Flow  

Segments or Steps 
Another common mistake in call flow models is 
including criteria as process steps along with call 
segments. An example might be “effective  
listening.” Clearly a good agent should  
demonstrate effective listening, but effective  
listening is not something that is done at a specific 
point in the call the way that greeting the  
customer is. Instead, it is done throughout the 
call.  
 
Another example would be “overcoming  
objections.” Like effective listening above, this 
isn’t a call task; rather, it’s something that would 
be done wherever appropriate. True, it is more 
likely to be applied during a sales or negotiation 
process, but it isn’t a specific step that needs to be 
completed within all calls. 
 
The reason it is important not to have items such 
as criteria or general activities or behaviors mixed 
in with call segments is that including them makes 

the call process less clear from a learning or  
performance management standpoint. Learners 
trying to use the model will have more difficulty 
understanding the stepping stones through the 
call—the call will appear more idiosyncratic,  
mysterious, and nonlinear (and, therefore, less 
learnable) than it really is. 
 
These general underlying activities are like 
“enabling knowledge and skills” in our knowl-
edge/skill analysis process. Separating them from 
the call flow steps allows the underlying activities 
to be trained separately and then applied where 
appropriate in the process. 

Recap and Close 
In the generic, all-purpose call flow, all calls end 
with a wrap-up. The wrap-up for this article is that 
a call flow model supports a business and work 
management philosophy consistent with TQM 
and ISO 9000 approaches. The underlying  
principle of these approaches (and the way we 
approach work at CADDI) is that defining  
processes is the necessary first step in improving 
them.  
 
We believe that a larger-scale conceptual frame-
work is necessary to organize later detail. While it 
may appear simple after it is written down, it is 
not as easy as it looks to get there. 
 
In general, communicating by using models  
improves learning by providing a common  
vocabulary and frame of reference for new  
learning and for building on previous learning. 
The call flow model, tailored to your business, is a 
key performance tool for training and manage-
ment within your center.!!!!! 

We believe that a 
larger-scale  
conceptual  
framework is  
necessary to  
organize later  
detail. 

Nailing Performance . . . it’s in the details!Nailing Performance . . . it’s in the details!  
    

“For want of a nail, the shoe was lost“For want of a nail, the shoe was lost“For want of a nail, the shoe was lost“For want of a nail, the shoe was lost    
For want of a shoe, the horse was lostFor want of a shoe, the horse was lostFor want of a shoe, the horse was lostFor want of a shoe, the horse was lost    
FoFoFoFor want of a horse, the rider was lostr want of a horse, the rider was lostr want of a horse, the rider was lostr want of a horse, the rider was lost    
For want of a rider, the battle was lostFor want of a rider, the battle was lostFor want of a rider, the battle was lostFor want of a rider, the battle was lost    

For want of a battle, the kingdom was lostFor want of a battle, the kingdom was lostFor want of a battle, the kingdom was lostFor want of a battle, the kingdom was lost    
And alAnd alAnd alAnd all for the want of a horseshoe nail”l for the want of a horseshoe nail”l for the want of a horseshoe nail”l for the want of a horseshoe nail”    

————AnonymousAnonymousAnonymousAnonymous 



38                                                                                                                                                 THE CADDI NEWSLETTER 

 

The site provides 
a large number of 
resources. I would 
highly recommend 

it for any call  
center looking to  

improve  
performance and 

technology. 

With the World Wide Web continuing to grow at 
staggering rates, searching for a site that gives you 
what you need can be quite frustrating. After 
searching through numerous call center specific 
Web sites, below is a brief overview of one site 
that seemed especially useful:  
www.contactcenterworld.com 

Content 
!Books – Offers a great selection of books for 

improving your call center. 

!Competition – Current competitions are 
-Stories – E-mail your unusual or funny stories 
for a chance to win $120.00. 

-Feedback – E-mail your feedback for a chance 
to win $150.00 worth of books and  
accessories. 

!Events  
-Provides a detailed listing of seminars and 
events. 

-Either submit your event to be listed or find 
out what events are scheduled. 

-Grouped by conferences/exhibitions/
training/past events. 

!Heroes and Villains – Individuals can  
E-mail their own personal stories of  
experiences with call centers; this is  
broken down by whether the  
organization is a hero or a villain. 

!Suppliers Directories – Easily navigated 
with drop-down lists to select the  
category and the country of a supplier to 
suit your needs. 

 
If you sign up through the free 
registration, you can enter the “members 
only” section of the Web site, which 
includes the following: 
!Articles – You can submit your own 

article to be included on the site. All  
articles are easily navigated by browsing 
through the categories of interest or 
through a keyword search. 

!Associations – Lists of associations/
industries by country. 

!Ask the Expert – This section proved quite  
interesting because they list the questions the 
experts have received and post the answers 
given. This gives the user the opportunity to get 
answers to common questions quickly, without 
E-mailing their own question and waiting for an 
answer. 

!Discussions/Forums – Provides a section in 
which you can post your questions/views in a 
message board. 

!Industry Research – Supplies extracts from  
research projects. There are many of these that 
include statistics in the call center industry. 

Summary 
This Web site, in my opinion, contains the most 
useful information of six that I researched. It is 
also the easiest to navigate. The site provides a 
large number of resources. I would highly  
recommend it for any call center looking to  
improve performance and technology.!!!!! 

REVIEW 

Call Center Web Site 
www.contactcenterworld.com 
by Danita R. Westbrooke, CADDI production specialist 

www.contactcenterworld.com 
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This is our fifth article in this series regarding knowledge 
management systems (KMS). We have labeled our  
approach: push-pull. Push-pull KMS is a targeted versus 
all-inclusive approach to a performance improvement  
vehicle: the targeting, development and accumulation,  
synchronization, deployment, and maintenance of intellec-
tual capital assets, focused on improving enterprise process 
performance via improved human asset performance. 

Background 
In our view, KMS should exist within the  
enterprise to improve and/or protect the enterprise. 
The investments an enterprise will be required to 
make in KMS are for products, services, staff, and 
infrastructure. 
 
And like any investment of enterprise resources, 
the capital and human energy put in should result 
in greater returns than the enterprise can get else-
where. Return on investment—ROI. If KMS  
investments can’t generate a return equal to or 
better than investments made in the hundreds or 
thousands of other opportunity places/people/
processes within its universe, then it shouldn’t get 
the capital and human energy it requests.  
 
As a business owner (part-owner), I’ve got situa-
tions where I am involved in making decisions 
regarding literally hundreds of areas of process 
performance within CADDI where we could create 
or buy training or job aids, build databases and 
other tools, write detailed policies and procedures, 
create and administer performance-based certification 
tests, and track key data regarding each effort.  
 
But should we? Often, “no” is the hard-nosed,  
reality-based, business-oriented, final decision. As 
a shareholder, I am happy with that decision. 
 
Creating or buying T&D might cost more than 
just doing nothing and letting it occur via unstruc-
tured, on-the-job training (U-OJT). U-OJT is 
where the performer-learner just figures it out, one 
way or another.  
 
Sometimes the learner simply asks someone else 
or it becomes, upon inspection, self-evident. In 
our T&D consulting projects, we work with teams 
of master performers and often target specific 

performance and knowledge/skills, documented 
during the analysis efforts, for U-OJT during the 
subsequent design efforts.  

In Addition 
Oh, I’ve gotten a little push-back regarding this 
push-pull concept.  
 
Usually it is seen afterward as a heated agreement 
overall, but I find myself speaking with others on 
totally different levels. I know this as we start, and 
I have found it difficult to get this push-pull past 
people’s paradigm of what push is (and who does 
the pushing) and what pull is (and who does the 
pulling). 
 
When we promote push within this push-pull KMS 
model, we mean that the customer’s leadership 
pushes—not the T&D organization (or whoever is 
the function behind/supporting/leading KMS). It 
is the customer’s management/leadership that 
determines where their critical needs are, as  
facilitated by the KMS/T&D organization.  
 
Then they demand the push and that creates the 
pull on the T&D system/processes in place to 
provide products and services. It is a customer-
centric process facilitated by the supplier. 

(Continued on page 40) 
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Stage 3: Initial KMS Content  
Development and Implementation 
by Guy W. Wallace 
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leadership “pushes.” T&D then builds content 
deliberately for push audiences and configures 
deliberately for both push and pull audiences.
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(Continued from page 39) 

Déjà vu 
In the CADDI push-pull KMS model that we are  
promoting, customer orientation is taken to the 
level of collaboration between customer and  
supplier, facilitated by the supplier but controlled 
by the customer.  
 
This is much the same as we model in our PACT 
Processes for T&D, which themselves play a  
significant role in push-pull KMS as proven  
approaches for prioritizing targets of opportunity; 
conducting analysis; and chunking content for 
reuse, time and cost reduction, and performance 
impact.  
 
In push-pull KMS, we are calling for a set of  
systems/processes to facilitate the collaboration 
of T&D customers and T&D suppliers, and then 
a targeted approach, not a blanketing approach. 
 
Currently in T&D we are taught to think: don’t 
push products at customers, get them to pull. 
Market toward their real needs. Figure that out, 
and then “build it/them and they will come”—a 
T&D-flavored field of dreams. 
 
Dream on. The critical needs of the enterprise to 
ensure the competence of certain people, in  
certain jobs, in certain processes, cannot be left to 
chance. KMS is one enabling response for enter-
prise leadership to employ, and it certainly needs 
to work in concert with many other enterprise 
systems/processes (HR, T&D, etc.). The enter-
prise simply cannot and should not attend to  
everyone’s needs. They cannot, without sacrificing 
the quality, impact, and return potential of the 
critical needs that really should be addressed. 
KMS needs are not all equal. 
 
All we ask is that you and your customers judge 
every opportunity for each potential KMS product 
and service offering with an ROI measure. Do not 
get enamored with what it could be. Focus more on 
what it should be. 
 
The following are the four stages of KMS/
implementation: 
!Stage 1: KMS Business Case Development 

!Stage 2: KMS Process and Infrastructure  
Development/Deployment 

!Stage 3: Initial KMS Content Development and 
Implementation 

!Stage 4: Ongoing KMS Operations and  
Maintenance 

This article picks up at Stage 3: Initial Content 
Development and Implementation.  

KMS Content Development and  
Implementation 
We propose our PACT Processes for KMS  
content development. The following presents an 
overview of the PACT Processes as they apply to 
T&D and KMS. We see T&D as simply one of 
the many types of products a KMS makes  
available to users, and PACT can be used to build 
or buy KMS content. 
 
PACT is an acronym. 
          P  erformance-based 
          A  ccelerated 
          C  ustomer-/Stakeholder-driven 
          T  raining & Development 

PACT Processes Attributes 
The PACT Processes for T&D are systematic, 
gated, collaborative approaches for ISD that are 
consistent with and reflective of many of the 
newer approaches and practices for managing the 
business processes of high-performing enterprises 
in a business-rational manner. 
 
The PACT Processes 
!Are always in control from a schedule and 

budget perspective and are driven strategically 
by key line and executive management stake-
holders. 

!Focus squarely on the knowledge and skill  
enablers required by performers within business 
processes. 

!Select the best mix of T&D deployment  
strategies, including the intranet/Internet, CBT, 
self-paced readings, videotapes, and audiotapes, 
as well as the most traditional approach:  
instructor-led classroom delivery. 

!Create a macrodesign for a modular, perform-
(Continued on page 41) 

The critical needs 
of the enterprise to 

ensure the  
competence of  

certain people, in 
certain jobs, in 

certain processes, 
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������������������
������������������
������������������

���
���

������������������
������������������
������������������
������������������

����������������
����������������
����������������

������������������
������������������
������������������

����������������
����������������
����������������

����������������
����������������
����������������
����������������

������������������
������������������
������������������

�����������������
�����������������
�����������������

������������������
������������������
������������������

����������������
����������������
������������������������

��������

������������������
������������������
������������������

��������
��������

����������������
����������������
����������������

PACT, n.

1.  “A
formal
agreement;

a bargain”

Source:

The
American

Heritage

Dictionary

of the
English
Language

T&D Customers/  T&D Staff
Stakeholders
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(Continued from page 40) 
ance-based library of T&D while salvaging all 
previous investments assessed as worthy for 
reuse. 

!Enable prioritization for the gap T&D based on 
ROI, economic value added (EVA®), 
and criticality/impact to  
critical business processes and  
initiatives. 

!Greatly increase the shareability of the 
T&D Modules, thereby reducing the 
typical  
redundancy of the content produced separately 
for each audience and generating huge savings 
in first-time development costs, life-cycle  
maintenance costs, and ongoing development 
costs. 

 
The three PACT Processes are Curriculum  
Architecture Design (CAD), Modular Curriculum 
Development (MCD), and Instructional Activity 
Development (IAD). They each operate at three 
distinct, different levels of ISD. Each is driven by 
the PACT Process analysis methodologies for 
Performance Modeling and Knowledge/Skill 
Analysis (see Phase 2 of each PACT Process 
model below). 

Using a CAD-like Approach 
CAD (Curriculum Architecture Design) is the 
macroprocess. It generates the overall, macro-, 
modular design for the entire T&D product line 
so that business decisions can be made as to 
which of the current gap T&D/KMS products 
should be developed/acquired and brought to 
market, and which of the current existing T&D 
products need maintenance. Both needs 
compete for the limited resources of 
the T&D/KMS organization.  
 
The T&D products are referred to as 
T&D Events, and the T&D product  
subassemblies are referred to as T&D Modules. 
The CAD process has four phases and four key 
gates. 

Using an MCD-like Approach 
MCD (Modular Curriculum Development) is the 
midlevel process. It generates the T&D Modules 

and T&D Events of the CAD, consistent with the 
business priorities established in the CAD  
process. The macrolevel analysis and design work 
from the CAD is brought to the midlevels in 
MCD. The MCD process has six phases and four 
key gates. 

Using an IAD-like Approach 
IAD (Instructional Activity Development) is a 
special process that stands alone, or operates 
within MCD Phase 4, that generates subassem-
blies or components of instruction including 
!Best practices 

!Performance/job aids 

!Electronic or paper desk procedures 

!Performance checklists 

!Simulation exercises 

!Knowledge tests 

!Performance tests (for pre- and posttesting 
and/or certification/qualification testing) 

!Case studies 

!Instructional content (at the awareness,  
knowledge, or skill level) via instructional  
activities, demonstration activities, and  
application activities 

 
The standalone IAD process has six phases and 
four key gates. 

Key Roles and Responsibilities for 
Customer and Supplier Staff 

Team Methodology 
A number of methodologies are 
used throughout the PACT 
Processes; however, the most 
critical from both a quality and 
cycle time standpoint is the use 
of teams throughout all phases. 

 

(Continued on page 42) 

Reduced costs for 
first-time  
development and 
life-cycle  
maintenance are 
due to the  
modular design 
concepts and 
frameworks  
already  
established and 
populated in the 
initial  
implementation 
projects. 
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(Continued from page 41) 

The use of appropriate company personnel on the 
designated project teams will ensure higher quality 
of both the project inputs and outputs. In  
addition, it will provide for a level of participation 
in the project activities that will create increased 
ownership of the results and more support for 
eventual implementation. 
 
The project’s overall structure for key roles and 
the teams is as follows: 
!Project Steering Team 

!Customer-side project manager 

!Supplier-side project manager 

!Analysis Team 

!Design Team 

!Development Team 

!Pilot-Test Team 

!ISD Team 

Business Benefits of the PACT  
Processes for T&D 
There are many business benefits to be derived 
from the adoption/adaptation of CADDI’s PACT 
Processes for T&D. The benefits are for your 
shareholders, your customers, your T&D staff, 
and your T&D suppliers/vendors. The key  
benefits are best summarized as follows. 
!Improved effectiveness of the T&D due to its 

focus on performance requirements within 
business processes 

!Reduced costs for first-time development and 
life-cycle maintenance due to the modular  
design concepts and frameworks already  
established and populated in the initial  
implementation projects 

!Reduced project cycle time and costs due to the 
use of predefined teams and roles/
responsibilities, phases and tasks, and  
templates for both project inputs and outputs 

The PACT Processes provide you with the  
following: 
!A common, gated, in-control ISD process that 

engages the right personnel at the right time to 
do the right things; uses sound ISD principles; 
and frees up the time and energies of the ISD 
professionals to be creative instructionally and 
not forced to continually reinvent the ISD 
process or replan the project. 

!A blueprint for a modular T&D product line 
that leverages a design concept and methodol-
ogy that specifies both the shareable and unique 
T&D Modules and Events. These Modules and 
Events allow the organizations’ key stake-
holders to strategically place the T&D resource 
bets for the strategic and financial returns while 
enabling the sharing of content (Modules and 
Events), thereby reducing future development 
and maintenance cycle times and costs, as well 
as deployment costs. 

!The avoidance of analysis paralysis and the  
increased/unpredictable schedule and cost 
overruns due to a “jump in at the weeds level 
approach” where one needs to analyze everything 
at a detailed level, just in case it will be needed. 

!A top-down, systems-engineering approach to 
the T&D product line, covering the entire  
enterprise, or key functions and job families, or 
key business processes and the key roles within, 
or a single function/job/role/task. 

Features/Advantages/Benefits of the 
PACT Processes for T&D and KMS 
The PACT Processes tie everything together to 
ensure a systems approach to the performance-
based T&D/KMS product line—content for the 
sake of business performance, ROI, and EVA 
(refer to Table on page 43). 

PACT Processes for T&D and KMS 
Summary  
The ultimate goal of the T&D and KMS is  
improved performance by the learners. That is how 
their impact is best measured. The PACT Process 
goals are to create this quality T&D/KMS in a 
reduced cycle time and at reduced costs.  
 
Over the past 20 years, CADDI consultants have 
reduced to practice all of the prevailing ISD concepts, 
philosophies, methods, processes, and practices. 
Our efforts have resulted in what we call the 
PACT Processes for T&D. They are equally  
applicable to KMS. 

(Continued on page 43) 

PACT Processes 
provide common, 
gated, in-control 

ISD process that  
engages the right 
personnel at the 
right time to do 
the right things; 
uses sound ISD 
principles; and 

frees up the time 
and energies of the 
ISD professionals 

to be creative  
instructionally and 

not forced to  
continually  

reinvent  the  
content. 

*The project can also be accomplished via individual 
analysis interviews and document reviews, but at 

increased costs and cycle times

*The project can also be accomplished via individual *The project can also be accomplished via individual 
analysis interviews and document reviews, but at analysis interviews and document reviews, but at 

increased costs and cycle timesincreased costs and cycle times

All PACT Processes are best accomplished 
via participative, facilitated team analysisteam analysis
and team design methodologies* using the 
situationally appropriate mix of . . .

•Subject matter experts (SMEs)
•Master performers (MPs)
•Novice performers (NPs) (6–12 months job 
experience)

•Management and supervisory personnel 
(M&Ss)

. . . to analyze the work performance requirements and knowledge/skill 
requirements, specify CAD design criteria, and spec out the T&D Modules, 
T&D Events, and KMS products

PACT
Processes
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(Continued from page 42) 
 
CADDI’s four proprietary components of the 
PACT Processes for T&D link together to create 
a powerful, lean-ISD methodology. 
 
The PACT Processes for T&D and KMS include 
!PM & K/SA: Performance Modeling and 

Knowledge/Skill Analysis 

!CAD: Curriculum Architecture Design (KMS 
Product/Service Architecture) 

!MCD: Modular Curriculum Development 
(KMS Product/Service Development) 

!IAD: Instructional Activity Development 
 
The PACT Processes for T&D provide a  
proactive, strategic, lean-ISD approach to the  
development and deployment of performance-
based/competency-based, traditional and non-
traditional T&D interventions. These can meet 
the needs of a KMS effort. 
 
The benefits to the organization for the adoption 
of the PACT Processes for T&D/KMS are  
increased quality and effectiveness of the product 
line, with both reduced cycle time and reduced 
life-cycle costs. Improvements in product quality, 
quantity, cost. Better, faster, cheaper. 

Uploading into Your KMS Deployment 
Systems, Such as an LMS 

Once your KMS products have been bought/built 
and pilot tested (as appropriate), they will need to 

be uploaded into your “knowledge warehouse” 
and linked to various systems such as 
!LMS/CMS 

!HRIS 

!ERP 
 
In the next issue, we will discuss Stage 4: Ongoing KMS 
Operations and Maintenance.!!!!! 

Other Readings  
Articles we have published regarding the PACT 
Processes and related techniques/methods include 
the following: 
 
!“How to Build a Training Structure that Won’t 

Keep Burning Down,” Doug McKenna, Ray 
Svenson, Karen Kennedy, Guy Wallace,  
Training Magazine, September 1984 

!“Using a Group Process to Create Models and 
Matrices,” Ray Svenson, Karen Kennedy, Guy 
Wallace, Performance & Instruction Journal,  
November 1984 

CADDI Web Site Resources 
The following additional articles are currently 
available on CADDI’s Web site: 
!“lean-ISD via the PACT Process for Training & 

Development” 

!“Performance Modeling for lean-ISD” 

!“PACT Facilitation” 

The benefits to 
the organization 
for the adoption 
of the PACT 
Processes for 
T&D/KMS 
are increased 
quality and  
effectiveness of the 
product line, with 
both reduced cycle 
time and reduced 
life-cycle costs. 

PACT Processes Features PACT Processes Advantages PACT Processes Benefits 

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

Accelerated project efforts breeze 
through an inherently complex set 
of project tasks, and analysis  
paralysis is always avoided 

! Realistic project planning for both schedule and costs 

! Reduced rework and wasted effort 

! Reduced cycle time and labor costs 

! Lower investment costs and higher returns 

Uses teams of key stake-
holders for the key inputs, 
process oversight, and 
business decision-making 
within the ISD/T&D  
processes 

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

! Brings stakeholders with differing needs to a consensus view 
to optimize for the shareholders and not parochial interests 

! T&D is focused on the critical, high-payoff business needs 
and not on the next T&D need uncovered 

Produces a four-level  
series of analysis and  
design data that ensures 
an orientation to business 
process performance  
versus content 

Business decisions by organized 
stakeholder teams are at just-in-
time, critical process ISD/T&D mile-
stones 

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

! Deployment methods can vary depending on the target 
audience demographics and the nature of the content/
performance to be learned 
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Overview 
As its name would suggest, Free-Ed.NetTM is a 
Web site that provides access to online courses, 
tutorials, and other educational activities at no 
charge—no sign-up fees, no tuition, no book/lab 
fees, no room and board, and no travel expense. 
On the other hand, Free-Ed.Net doesn’t offer 
college credits, continuing education units 
(CEUs), or certificates either. And what is this 
organization all about? Free-Ed’s mission  
statement says, Free-Ed is committed to providing an 
online, virtual university where users from around the world 
can study, take courses, and participate in community  
activities at no cost. 
 
The Web site is produced by a Columbus, Ohio 
firm called Free-Ed Ltd. (an Ohio limited liability 
corporation) and is run by David L. Heiserman, 
manager and Paul D. Heiserman, director.  
Free-Ed.Net boasts offerings from 120 different 
vocational and academic disciplines. 

Content 
This site consists of an assemblage of hyperlinks 
to courseware provided by sources that run the 
gamut. 
!College professors from fully accredited  

educational institutions 

!Training vendors 

!Special interest groups 

!Other online education/training Web sites 
 
The Free-Ed.Net staff apparently surfs the net 
looking for appropriate courseware and when they 
discover items that meet their “exclusive  
standards,” they insert a corresponding hyperlink 
in one of their two course catalogs. If they are 
unable to find courseware that fits a specific need 
and meets their standards, they create the course-
ware themselves. Interestingly enough, a large 
number of the courses have been developed by 
Free-Ed.Net or SweetHaven Publishers, Inc. 
(both of which list the same street address and 
telephone number). 
 
In some instances, particularly in the Information 
Technology Courses, the hyperlinks simply branch 
to other sites that provide free access to online 
education/training and reference material.  

For instance, the InformIT site allows access to a 
free online Quick Reference Guide to Excel ’97. 
These free offerings may be loss leaders, though, 
as the sites often tempt users with products that 
are for sale, too. (InformIT also offers a book, 
Special Edition Excel 2002 by Patrick Blattner, on 
the more current version, but this book is on sale 
for $31.95.) 
 
The “Content Rating” on the site is simply a  
rating done by an organization called the Internet 
Content Rating Association (ICRA). Basically, 
ICRA certifies that any Web site bearing the 
ICRA seal of approval filled out a form stating 
that all the content on the Free-Ed.Net site is safe 
for kids. (ICRA’s two objectives are to protect 
children from potentially harmful material and 
protect free speech on the Internet.) 

Structure 
Like most Web sites, Free-Ed.Net is organized 
hierarchically. The two course catalogs, General 
Course Catalog (sometimes referred to as Main 
Course Catalog) and Information Technology 
Course Catalog are subdivided slightly differently, 
though. The General Course Catalog is broken 
down into colleges, departments, offices, and 
courses. The Information Technology Course 
Catalog is organized by IT topic area, then by 
course. 
 
There is some overlap in content between the two 
course catalogs. For example, the General Course 
Catalog has a College of Computer Science,  
Department of Computer Information Systems, 
Office of Spreadsheets that provides links to six 
courses on Microsoft Excel. The Information 
Technology Course Catalog has a Spreadsheets 
topic area that offers one course on Excel that 
happens to be one of the six Excel courses found 
in the General Course Catalog. (Does that seem 
strange to anyone else besides me?) 
 
Typically, courses include an “About this Course” 
section at the beginning and some of them include 
sections on “How to Take this Course” and 
“About Your Online Textbook.” Within the 
course, most lessons have an area for lesson  
objectives, assignments, and notes from the 
courseware provider. Sometimes these sections 

(Continued on page 45) 
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Free-Ed.Net 
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Free-Ed.Net is a  
trademark of  
Free-Ed Ltd. 
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(Continued from page 44) 
consist of the headings only—nothing else . . . no 
text, no graphics, no information at all. 
 
To be fair, Free-Ed.Net is a self-proclaimed work 
in progress. Free-Ed.Net is ever on the prowl for 
new offerings, and some subject areas are listed 
because the plan is to find or develop courses in 
these subject areas. But users will find it frustrat-
ing to see an interesting subject area listed and 
find no associated courseware links. 
 
Free-Ed.Net checks their links once each month, 
but users occasionally still experience “This Page 
Not Found” messages when Web sites are down 
or the site has moved without a forwarding  
address or has left the Internet altogether in  
between monthly net checks. 

Navigation 
Navigating around Free-Ed.Net is a fairly simple 
task, but like other facets of the site, navigation 
tools are inconsistent. For example, sometimes 
there’s a hyperlink to help you get back to the  
previous menu or course catalog; sometimes there 
isn’t and users have to rely on their browser’s 
“back” button. 
 
The site has no search engine that I could find, so 
if I’m looking for a course on Excel, I have to 
step through one of the course catalogs and hope 
I can find something. 
 
Hyperlinks for the courses in the Information 
Technology Course Catalog appear to be color-
coded, but I could not find a color code key. 
Hence, users (at least this user) are not clued in to 
the significance of each color. 

Utility 
Internet users who may find this site useful are 
!Students looking to supplement their textbooks 

and classroom experiences 

!People who are re-entering the workforce and 
need basic refreshers 

!IT workers (or future IT workers) interested in 
bolstering their knowledge of various languages, 
operating systems, hardware/software 

!People who just like to learn stuff 

Evaluation 
Now that I know about Free-Ed.Net, I would 
probably use it as a starting point if I felt  
compelled to seek online education in one topic 
or another, but I take issue with a few of its  
elements. 

!Breadth/depth of coverage – Many of the topic 
areas don’t include many offerings, e.g., the 
Business Department only links to two courses, 
and both of them are in the area of small  
businesses. 

!Currency – Free-Ed.Net touts “exclusive  
standards,” but courseware in several subject 
matter areas, especially in the Information 
Technology Course Catalog, is woefully absent, 
and those few courses that are on the site are 
somewhat outdated. Of course, it could be that 
newer courses are available but require cash 
outlay and are thus not appropriate for  
Free-Ed.Net. 

!Inconsistency – There are some minor inconsis-
tencies with regard to terms and structure of 
the lessons, but nothing that would get in the 
user’s way. 

!Advertising – By this time, you’re probably ask-
ing yourself, “If the courses are free, how is 
Free-Ed.Net funded?” Surely, the existence of 
Free-Ed.Net is not purely philanthropic. That’s 
right! It’s not, and as they say in Free-Ed.Net’s 
About Us,  
 
… it is often said that there is no such thing as a free 
lunch. So who’s paying the way for Free-Ed.Net? For 
the time being let’s just say that advertising is paying the 
way. 

 
Yup! It’s all about advertising. There’s so much 
blinking, jumping, popping, visually screaming 
advertising on the screen, that there’s not much 
room left for course content. Banners run across 
the top daring users to “Shock the Monkey” for 
some reason (sounds a little weird to me) or to 
“save big on travel with Hot-Fares on Hotwire.” 
Windows pop on alerting the user that he has one 
message waiting (wink wink). “Sprinks” (smart 
links that allow customers to advertise on  
“About.com’s targeted GuideSites”—whatever 
that means) come out of the virtual nowhere and 
post themselves on the bottom of the page or  
actually launch another browser session and tempt 
users to broadcast their résumés for just pennies 
or find business supplies on eBay or buy their 
own links on the sprink—YIKES!! 
 
Nevertheless, I suppose if you can filter out all the 
visual advertising noise, truly are determined to 
learn, and the topic you’re interested in happens 
to be listed on Free-Ed.Net, this site might suit 
your needs.!!!!! 
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In recent years, mobile phones have become  
increasingly popular as business tools across the 
globe. In fact, with digital service becoming widely 
available (and affordable), many people have  
begun to use their cell phones as their primary 
method of communication on the job. So it’s no 
wonder that cell phone manufacturers have 
started to expand the capabilities of cell phones 
beyond simply making phone calls. 
 
Many mobile phones now have access to mobile 
Internet services, enabling instant wireless access 
to the Web using the numeric keypad as a key-
board, and an enlarged high-resolution display to 
view the Web pages. Other common features  
include an extended battery life, support for high-
speed online data transfer, and even customizable 
software like organizers and authoring programs  
especially for designing applications for Web-
enabled cell phones. These cell phones by nature 
allow almost simultaneous calling and Web  
browsing. Web-enabled cell phones run special 
browsers designed to format Web pages to the 
size of the phone’s display. Currently these  
browsers can only access certain Web sites on the 
Internet that are specifically formatted for cell 
phones’ tiny screens and limited processing  
capabilities, typically news, financial, and  
entertainment sites. 
 
There are several different technical transmission 
standards for mobile Internet services, and they 
require phones that are specifically manufactured 
to be compatible with each standard. The systems 
that support cellular E-mail and Web browsing are 
not yet available in all areas of North America, 
although they are common in Europe and Asia. 
But these advanced cellular services are becoming 
more widely available, and some cell phones are 
able to run on more than one standard. Currently 
there are more than 50 million Web-enabled cell 
phone users worldwide, and that number is  
expected to quadruple in the next three years. It is 
also estimated that by the end of this year,  
virtually every cell phone manufactured will be 
Web-enabled. 
 
Some new cell phones integrate personal digital 
assistants (PDAs). For example, Fujitsu has a new 
cell phone out that incorporates a Palm organizer, 

and Handspring Visor PDAs can be outfitted with 
a cell phone module. Using the PDAs, users can 
automatically dial numbers that are stored in the 
PDA address book, and they can also run small 
training and EPSS applications. In addition, some 
new cell phones incorporate MP3 players, so users 
can download and play music and audio files,  
including audio training materials and excerpts of 
current books and magazines. 
 
Web-enabled cell phones are especially useful for 
executives and instructional developers who  
regularly deal with time-sensitive material. Being 
able to access E-mail and news is a great plus for 
people whose jobs require them to be away from 
the office on a regular basis, such as on-site  
trainers, mechanics, factory personnel, etc. They 
can also be used effectively as training tools, since 
short tutorials and job aids can be created to run 
on Web-enabled cell phones. The fast transition 
between their calling and browsing capabilities 
would allow trainees to go through a Web-based 
training program and contact their trainers for 
support—with the same gizmo—virtually any-
where! Although this technology is relatively new 
to the business world and not yet commonly  
available or dependable, it is certainly the future of 
cell phones and their use in the world of training.   
 
The mobile phone manufacturer 
Nokia (www.nokia.com) currently 
offers at least six Web-enabled cell 
phones, although none of them are 
available in the United States or  
Canada at present. One of these is 
the Nokia 8310, one of the first cell 
phones to provide wireless Web  
access. Some of its features are  
integrated FM radio, voice  
command, infrared, and multiparty 
capability. It weighs about 84 grams (2.94 ounces), 
and sells for about $100.00 retail in the United 
Kingdom. Another more recent Nokia model, the 
9210, actually opens up like a mini-laptop  
computer, revealing a full keyboard and a  
panoramic screen. As this technology continues to 
grow and develop, Web-enabled mobile phones 
will most certainly prove themselves to be  
affordable, innovative, and effective tools in  
training and communication.!!!!! 

GIZMOS AND GADGETS 
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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  

Nokia 8310 

Nokia 9210 
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The journal part of our newsletter/journal,  
Pursuing Performance, begins with “On Watch from 
the Bridge,” which focuses on what is up-and-
coming in the fields of training and development 
and human performance technology. This issue 
also contains the first “Fantail Watch.” On a ship, 
one of the roles of the fantail watch is to stay alert 
for sailors who fall overboard. Our version is a 
look back at “lessons learned” from projects 
(either ours or others). The examples below are 
based on real situations; of course, we’re not  
saying we didn’t exaggerate here and there to 
make a point . . . . 

Alpha 
This organization was developing an e-learning 
program using numerous instructional objects. In 
fact, there were more than 10,000 of one  
particular kind of object once the program was 
developed. But, (electronic) storage is cheap, and 
using all these objects allowed the greatest amount 
of flexibility for future changes. 
 
A closer look at the database revealed that there 
were only 1,700 unique objects in the overall set 
of 10,000. The downside showed up later. Every 
future change meant looking through a library of 
10,000 instead of 1,700 to make every change—
and much more potential for missing some. 

Beta 
The Beta organization didn’t like excess  
complication. They liked to keep things simple. 
So, when they had a program developed by an 
outside company, they didn’t want to invest in a 
database to manage the content. And, they didn’t 
want to define roles and processes for keeping 
tabs on future revision needs and requests—too 
much bureaucracy and complication. 
 
Again, all the decisions felt good in the immediate 
setting. But, downstream is where the pain 
showed up. Because there was no structure to 
manage the change process, it was difficult to 
identify when changes were needed and to  
prioritize and schedule them. Once a change was 
identified and prioritized, because the content was 
in PowerPoint® files instead of Access, it ruled out 
text searches and queries as a way to find specific 
content. And each change had to be made one file 
at a time—very labor intensive. 

Design for the Life Cycle 
We think the lesson that should have been learned 
by both situations above is that the T&D leader-
ship and individual designers have to think not 
only about the immediate needs of and the  
implications to the project they are working on, 
but also the downstream needs of and the  
implications to the organization at large.  
Specifically, this means thinking about 
!Design for performance 

!Design for reuse 

!Design for producibility 

!Design for inventory 

!Design for administration and delivery 

!Design for serviceability 
 
Our next issue will have an article that addresses 
this further.!!!!! T&D leadership 

and individual  
designers have to 
think not only 
about the  
immediate needs 
of and the  
implications to the 
project they are 
working on, but 
also the  
downstream needs 
of and the  
implications to the 
organization at 
large. 

EVER VIGILANT 

The Fantail Watch 
by Peter R. Hybert and Brian D. Blecke 

PowerPoint is a  
registered trademark of 
Microsoft Corporation. 

 
"Imagination is more  

important than  
knowledge." 

—Albert Einstein 
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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 

CADDICADDI


