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QUICK UPDATES 

CADDI Happenings 
by Deb Smits 

!Three new candidates have been elected to serve the ISPI community as new members of ISPI’s Board 
of Directors. The following members of the 2001–2002 board retain their seats: Jim Hill (who becomes 
president in April), Brian Desautels, Carol M. Panza, Mike Schwinn, and Richard Battaglia (ex officio). 

New ISPI Board of Directors members 

Newly elected to the board include CADDI’s Guy W. Wallace (president-elect), Clare Elizabeth Carey 
(director), and Jeanne Farrington (director). Clare is currently the chief of education and training for a 
Department of Defense agency in Hawaii. Jeanne is currently president of Redwood Mountain  
Consulting, working with all types of audiences in a variety of companies to improve results through 
training, organization development, and performance consulting. Congratulations to all of the new and 
existing board members! 

!Once again this year, CADDI will be represented well at the April 23–25, 2002 ISPI Conference and 
Expo at the Adam’s Mark Hotel in Dallas, TX. We will again host an Expo booth #704–706. Our  
consultants will make six presentations at this year’s conference. Look for the line up on page 11 of this 
newsletter publication. We hope to see you there! 

!Thank you to Odin Westgaard of Heurists, Inc. for completing his article series on performance  
checklists in this issue (see page 39) of Pursuing Performance. We have enjoyed your contributions! 

!Todd Packer, an independent consultant, has agreed to contribute an article series on S.C.O.P.E.  
starting with this issue (see page 44). We appreciate your submissions. 

!Evan Williams of Gayeski Analytics has signed on for another four issues of Pursuing Performance. We’d 
like to thank Evan for his contributions during the past year and tell him we always look forward to his 
next piece of “e”nlightenment!!!!!! 

ISPIISPI  

ISPI’s 2002 Spring ConferenceISPI’s 2002 Spring Conference  

Dallas, TexasDallas, Texas  
April 23April 23––25, 200225, 2002  

 
For more information, call (301) 587-8570 

Or visit ISPI’s Web site at 
www.ISPI.org 

 
 

CADDI is proud to be an ISPI Advocate 

Guy W. Wallace Clare Elizabeth Carey Jeanne Farrington 
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My report in this issue is about what I see on the horizon 
from my 360-degree sweep of what’s happening around me 
in the learning and performance improvement business, and 
will be about two related things . . . 
 
1.     The (continued/continuing) attack on ISD 
2.     Competencies 

Trouble in Training Paradise 
There they go again . . . Training Magazine has 
taken another shot at ISD.  
 
Training Magazine didn’t start the whining and 
complaining about ISD; it only raised it to another 
level of our consciousness in their April 2000  
issue in “The Attack on ISD.” And now they’ve 
done it again in the February 2002 issue in “A 
Hard Look at ISD” after receiving tons of 
“feedback.” Their original four complaints are 
 
 1.   ISD is too slow and clumsy to meet today’s 

training challenges. 
 2.   There’s no “there” there. 
 3.   Used as directed, it produces bad solutions. 
 4.   It clings to the wrong world view. 
 
My reactions follow. 
 

1. ISD is too slow and clumsy to meet today’s 
training challenges. 
Yes, ISD’s pace is often glacial in an Internet 
world demanding speed and continuous reactions 
and adaptations to deal with constant change. 
Statements like “the analysis itself will take a 
month and a half” make our clients and critics 
lose patience. But ISD can move much more 
quickly, deliberately, systematically, and  
effectively.  
 
Our PACT Processes for T&D approach cooks, 
cranks, and wails! Not quite at Internet speed,  
because haste does make waste. Hitting speed, 
quality, and cost targets are a delicate balance. Our 
approach, and we are sure there are others, is very 
visible, predictable, repeatable, and systematic 
(after hundreds of applications that prove it), and 
it improves the performance of the learners more 
quickly.  
 

It is a “lean” process, which means it is fast,  
efficient, and produces quality in terms of on-the-
job impact using the voice of the customer as a 
driver. If targeted correctly, it produces an ROI 
that makes the incremental “cost” pretty  
irrelevant. So we can’t agree with this blanket 
statement. 
 

2. There’s no “there” there. 
This questions whether there is even an  
instructional “technology” for training in the first 
place, because too often people have learned from 
“stuff” that was created in processes that didn’t 
follow the ISD-ADDIE model. 
 
We wish to know, what did these people “learn?” 
Did they become “only aware” of something, and 
that was sufficient? Were they mostly entertained 
and slightly enlightened and that’s what they 
thought they needed when asked? Were their  
expectations low in regard to specific knowledge 
or skills to be transferred and their real, on-the-
job capability created? Anyway, ask yourself, do 
you want your airline pilot or surgeon to be taught 
in a non-structured, non-systematic approach? Or 
how about for the kid washing windows and 
sweeping up at the laundromat? There is a  
difference. 
 
ISD is applied by individuals with tons of  
experience and fresh novices for unequal ends and 
results. Pretty predictable.  
 
The ISD model and technology is really a guide, a 
heuristic. It is not a cookbook, or a paint-by-the-
numbers, or a “poka-yoke” (idiot-proofed) set of 
steps that will enable anyone breathing to design 
superior instruction. Training Magazine agrees, in so 
many words, in their recent “A Hard Look at 
ISD,” and I agree too.  
 
ISD can (or should) structure analysis data  
gathering and decision-making, and then design 
and decision-making, and then development and 
decision-making, and pilot-testing and decision-
making, etc. It is not rote. It’s like baseball with 
nine innings of three outs for each side. It’s not 
going to predict the score, the pitches thrown, or 
the number of fans watching. It’s not an algorithm 

(Continued on page 5) 

PERFORMANCE-BASED ISD AND COMPETENCIES 

On Watch from the Bridge 
by Guy W. Wallace 

Statements like 
“the analysis  

itself will take a 
month and a 

half” make our 
clients and critics 
lose patience. But 

ISD can move 
much more 

quickly,  
deliberately,  

systematically, 
and  

effectively.  
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ISD is applied to 
both “training” 
situations for  
specific terminal 
applications, and 
is also applied to 
“education” 
situations where 
we don’t know 
exactly what  
junior will need 
to do with the 
knowledge/skill 
years from now. 

(Continued from page 4) 
with only one answer that will work. But it can 
still be done quickly. 
 
ISD can be a technology with a “loose-tight” 
flexibility comparable to a new product  
introduction or open-heart surgery. In both of 
these you follow a step-by-step series of things to 
do, always reacting to what you find when you get 
there. 
 
ISD isn’t as simple as many people would like it to 
be. And, it is applied by too many people with  
varied experiences, varied intelligences, varied 
situational circumstances, varied resources, and 
with varied cooperation from customers whose 
expectations could be all over the map, or in the 
wrong hemisphere.  
 
We disagree with the assumption that just because 
some people learned from “things” that were  
developed by someone not following an ISD 
process, visibly structured or not, that ISD isn’t a 
viable technology. 
 

3. Used as directed, it produces bad solutions. 
ISD applied right to the wrong things or applied 
wrong to the right things is all too common. But 
don’t blame the ISD technology! It’s more of a 
people issue. 
 
ISD is applied to both “training” situations for 
specific terminal applications, and is also applied 
to “education” situations where we don’t know 
exactly what junior will need to do with the 
knowledge/skill (K/S) years from now. ISD is 
typically taught as a “one-size-fits-all” approach. 
Of course that is ridiculous, for its applications are  
numerous, and often require slight adaptation to 
their specific circumstances. Not everyone with a 
degree knows how to adapt ISD well. But ISD 
doesn’t need to be thrown out for any of those 
slightly varying needs. It simply needs to be 
adapted, not adopted. 
 
Too often ISD begins without a specific business 
purpose in mind, and therefore can be applied 
well by an experienced practitioner to a poor  
target. Or it could be poorly applied by a novice 
to an excellent target. That could be due to  
customer or supplier insistence. 
 
Or, it overreacts to a fraud—like designing for 
“learning styles,” a concept easy to like but  
thoroughly debunked by actual research resulting 

in wasted effort and time. Or it breaks the learn-
ing process into ridiculously tiny increments and 
forces unnecessary exercises and assessments. 
ISD should be applied by experienced, proven 
practitioners on “new product development” or 
“maintenance” efforts where the ISD product 
that is targeting an agreed upon goal of awareness 
creation, knowledge creation, skill creation, or 
performance capability creation. And that goal has 
to be based on real job performance needs,  
appropriate to the needs of the enterprise, and 
reasonable given the circumstances (incoming  
K/S levels, time and cost constraints, etc.). 
 

4. It clings to the wrong world view. 
This critique suggests that ISD arrogantly assumes 
a “stupid learner” that needs constant handhold-
ing in learning anything, and then designs  
instruction to the lowest common denominator.  
 
And that’s true if the “product” was intended to 
teach to the lowest common denominator and 
gets pushback almost always because not all the 
learners are at that level. The ISD suppliers and 
customer need to assess where the bulk of the 
learners are, and allow starting from there instead 
of at “step one.” And maybe the enterprise simply 
couldn’t afford multiple versions, or the ISDer 
didn’t know how to chunk it and create multiple 
entry points in the “learning process,” or the  
deployment method and/or client wouldn’t allow 
for that.  
 
Guilty as “charged” . . . ISD suppliers are often 
“charged” by their customers to produce X, and 
required to “just do it” at “Internet speed.” They 
also sometimes remind us to just listen to them 
(remember, the customer is always right).  
 
We don’t think that ISD clings to the wrong 
world view, it may just be forced to one by the 
real-world constraints and circumstances, and/or 
by the customer. Don’t blame it if it’s misapplied. 

Oh, Boy! 
While it’s easy to disagree with blanket issue  
statements like these, we know that there is a lot 
of truth in these issues; we’ve seen many ISD  
approaches in action and seen their results, or lack 
thereof. But to suggest that one should throw the 
proverbial baby out with the bathwater is too 
much. 
 

(Continued on page 6) 
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The need to be 
performance-

based and  
relevant and done 

cost-effectively 
with a total ROI 
for it’s total life-

cycle, applies 
equally to  

competencies. 

(Continued from page 5) 
Ever used a great computer application? Ever 
used a bad one? Well if you extend the logic put 
forth in the “first attack” announced by Training 
Magazine, then all those software designers should 
throw out their “new product development”  
models, and so should the auto companies who’ve 
made both successfully selling cars and non-
sellers, and the razor blade vendors, and the  
electronics manufacturers, etc.  
 
In the real world you win some and you lose 
some. The trick is how to minimize the losses and 
expand the wins. And a bad idea in a great process 
won’t rescue the bad idea. And the absence of a 
sound “development” process won’t add to the 
bottom line; it’ll only deplete it. Now we are not 
talking about ISD products as “one-off” artistic 
endeavors here that make us feel good, we are  
talking about ISD products as engineered  
products that meet a need or two (including  
perhaps, maybe, making someone feel good as 
well). 
 
But there is more to complain about in ISD-land. 

There’s More? 
We think that too often these typical complaints 
are only scratching the surface of the really big 
issues (problems/opportunities) that we ISDers, 
our functions, and our enterprises’ face.  
 
Other shortcomings that “cost” the shareholder 
include 
!Performance impact – the costs of ISD not 

having real impact on-the-job performance be-
cause the content and design don’t focus  
ultimately on someone’s real job performance 
requirements; it may deal only with generic-
enabling content and then leaves the learner to 
figure out how to apply it to their specific  
situation. 

!Reuse of content – the costs for not improving 
reuse capability due to how T&D gets designed; 
and to do so without “watering” the content 
down to some vanilla extract that, again, doesn’t 
duly impact performance. 

!Development – the costs for developing  
content are artificially too high due to a lack of 
standard but flexible rules, tools, and templates. 

!Inventory – the costs for storing and retrieving 
content are too high due to lack of a rational, 
logical “Dewey decimal system” for products 
and their sub-assemblies, much like the bar  
coding SKU (stock keeping unit) schemes. 

!Administration – the costs are too high for 
communications/marketing, registration and 
scheduling (for those T&D products needing to 
be scheduled), or ordering (for those T&D 
products that need to be ordered). 

!Deployment – the costs to deploy the T&D are 
often too high making “e” solutions attractive, 
if mostly ineffective. 

!Maintenance – the costs are very high for  
keeping content up-to-date in the decentralized 
systems and processes that typically store T&D 
content. 

 
Even more issues include 
!It is impossible to predict development  

schedules and costs and then predict return on 
investment (ROI). 

!Content of the T&D product line elements 
(instructor-led courses, CBT, OJT programs, 
WBT, etc.) are too often gapped and  
overlapping in terms of their content. 

!The look and feel of the T&D varies across the 
product line, and chunks of potentially  
shareable T&D aren’t designed with reuse in 
mind. 

 
These issues greatly impact the “life-cycle costs” 
for ISD products: T&D/learning products/
knowledge products (which we refer to as T&D).  

Life-cycle Costs 
Life-cycle costs include “first costs.” T&D first 
costs include those costs incurred for developing 
T&D. And we mean “all costs” associated with 
T&D development. They are the incremental 
costs incurred for “having done anything at all” as 
opposed to those costs directly incurred “having 
done nothing at all” regarding T&D. 
 
But the life-cycle costs go beyond those first 
costs. They include the costs for administering 
T&D, deploying T&D, and maintaining T&D. 
These can be significant. See our article 
“Designing for the ISD Life-cycle” on page 12 for 
more on this. 

Competencies 
All that has been said about ISD above: it’s need 
to be performance-based, relevant, and done cost-
effectively with a total ROI for it’s total life-cycle, 
applies equally to competencies. 
 

(Continued on page 7) 
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We see  
competencies at 
two levels,  
performance and 
enabling.  
Performance is 
the application of 
the enablers. 

(Continued from page 6) 
Competency modeling and using competencies in 
assessment systems has the same “issues” as ISD. 
There are a lot of competencies models and  
methods out there promising to help you get a 
“handle on them” so that you can proactively 
manage human competence. But the list of  
competencies, while often true, are too generic, 
and therefore almost meaningless, with little  
practical utility.  
 
We see competencies at two levels, performance 
and enabling. Performance is the application of 
the enablers. 
 
Enabling competencies are ones like communica-
tion, problem solving, and customer orientation. 
Do these look like yours? 
 
They can lead to performance competencies such 
as customer needs identification, solution specifi-
cation, and proposal development.  
 
If you don’t understand the terminal performance 
objectives that the enablers enable, then you really 
won’t ever measure real business impact of  
anything driven by these generics. They’re missing 
the context! 
 

The fullback who can run the 40 in the shortest 
amount of time but can’t take a hit, might have an 
enabling competency for football. But if he can’t 
do the job of running the ball against the tide of a 
front line determined to stop him, what did all 
that measurement of generic running speed mean? 

I’m Done . . . Except for 
Looking ahead even past the immediate horizon 
(hey, we’ve got radar up here and not just  
binoculars) . . . I’m wondering what it says when 
all of a sudden we need public forums regarding 
the “Truth in e-learning”? 
 
Well, it is about time; but do we really have the 
truth out there yet, or is it just the next in a series 
of approximations as we search for nirvana 
(heaven on earth)? When I get promotional  
E-mails regarding how I, in 20 minutes, can get 
“simple answers” for building a successful  
e-learning initiative . . . I see a “long row to hoe” 
for all of us. 
 
Shareholders: beware of the new, hip snake oil, 
sold not in bottles, but in e-space.  
 
Hope to see you at the ISPI Spring Conference in 
Dallas during the week of April 22, 2002!!!!!! 

ISPIISPI  
International 
Society for  

Performance  
Improvement 

Please . . . 

!International society 

!Local chapters 

Visit www.ISPI.org for more details! 
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The “Spin-up” Treadmill 
Recently, we have been spending a lot of time in 
call centers. Whether their function was sales or  
customer service or collections and whether the 
project was curriculum design or simulation  
content development, some very common  
business issues seem to be inherent in the call  
center setting. Very often, these businesses wrestle 
with complex products and services, a lot of  
regulations (that vary by state), a labyrinth of  
computer systems (of varying vintages), and a 

workforce with a high  
turnover rate. It makes  
running at a “steady state” an 
almost unreachable goal.  
 
One of the root challenges is 
that between the complexity 
of the work environment and 

the turnover rate, the center has to run a  
continuous training process. The complexity  
extends the time needed to train a new employee. 
The longer the cycle-time for “spinning up” a new 
hire, the greater the investment for the company. 
The greater the turnover rate, the more times the 
“spin-up” cycle needs to be run.  
 
A way to visualize the training problem is to  
imagine that the training process is a conveyer 
belt. As the turnover rate increases, the conveyer 
belt delivering job-ready new hires needs to run 
faster to keep up. It is difficult to attack the  
turnover problem because these jobs are often the 
entry-level positions and/or they are very  
difficult—people start looking for their next  
career move not long after they get started. So, 
that leaves the organization to focus on the  
training process—the conveyer belt.  
 
Unfortunately, running the conveyer belt faster 
(which means running more classes) does nothing 
to improve the business situation—the cost per 
learner doesn’t change. The only way to make an 
improvement is to reduce the learning curve cycle-
time. That is analogous to getting the same result 

using a shorter conveyer belt. Reducing the cycle-
time reduces the cost per learner and increases the 
capacity of the training system—it can produce 
more job-ready new hires more quickly.  
 
Often, management tries to reduce the training 
cycle-time by mandate, by requiring that the  
training organization cut time out of training  
programs. Unfortunately, this is just pretending to 
make an improvement. Sure there might be some 
fat cut out of the program, but usually the  
organization pays the price in increased coaching 
(and possibly customer problems) when new hires 
are put to work too soon. 
 
So, the goal should be to reduce the training cycle-
time but, given the complexity of the job, how can 
it be done without hurting performance? 

Key Strategies for Reducing the 
Learning Curve Cycle-time 
There are a few strategies that we have found that 
can usually reduce the learning curve cycle-time. 
They require some design effort and maybe even 
fundamental rethinking of your training strategy 
and restructuring of materials. But, they don’t 
really require a lot of technology. And these  
strategies can be used in situations other than call 
centers. 
!Go performance-based – Don’t focus on skills or 

enabling knowledge. Instead, target  
performance by building capability starting 
from the least complex calls and working up to 
the most complex.  

!Distribute enabling knowledge/skills – Rather than 
bundling large chunks of enabling knowledge/
skills together in the learning/development/
training path, spread them out to teach them 
just before they are needed.  

!Incorporate on-the-job training/coaching/qualification – 
Use a combination of instructor-led, simulation, 
and on-the-job training to maximize the time 

(Continued on page 9) 

THE GOAL: REDUCE THE TRAINING CYCLE-TIME 

Shrinking the Learning Curve  
Cycle-time to Accelerate Job-
readiness 
by Peter R. Hybert 

The longer the 
cycle-time for 

“spinning up” a 
new hire, the 

greater the  
investment for the 

company. The 
greater the  

turnover rate, the 
more times the 
“spin-up” cycle 
needs to be run. 
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Identify the most 
common types of 
calls and then 
build simulations 
to practice  
handling each 
type. They can be 
arranged in a  
sequence to create 
a learning path 
progressing from 
simple to  
complex. 

(Continued from page 8) 
the learners spend actually handling calls while 
still providing sufficient support to ensure they 
learn the right things. 

!Build tools – Look for ways to embed some of 
the necessary knowledge into reference and  
decision support tools that can be used in real-
time during the call.  

!Design the role(s) for learnability – If possible,  
reconfigure the organization so that new agents 
can get to the floor quickly to deal with simple 
call situations. 

 
Below is additional detail on each of these  
strategies. 

Go Performance-based 
We once asked a group of top-performing call 
center agents how they felt about the training they 
had received at the start of their careers, and they 
were almost unanimous in their stated preference 
to get practice handling complete calls. They had 
been trained for weeks on policies, systems,  
product features, and even telephone etiquette 
and phone handling skills. They knew a lot of 
things, but they didn’t know how to put it  
together to handle a call. They knew much of 
what they needed to intellectually, but hadn’t  
practiced the performance.  
 
Handling a call requires the agent not only to 
know the answer to the customer’s question, but 
to be able to recall it immediately, put it into 
words, and deliver the answer appropriately within 
the conversation, while at the same time, flipping 
through computer systems and entering the right 
data. It is a lot to do at once, and it is too much to 
leave for learners to figure out on their own.  
 
A better approach is to identify the most common 
types of calls and then build simulations to  
practice handling each type. They can be arranged 
in a sequence to create a learning path progressing 
from simple to complex. That way you can get 
learners practicing complete calls early in the 
learning curve and then reinforce the key  
behaviors throughout the development process. 
The repetition builds the basics into second nature 
and can even serve as a proxy for experience on 
the job.  
 
The key to making this strategy work is to teach to 
a pattern—reinforce standard call flow steps and 
provide coaching/feedback so that learners learn 
how it should be done. Often, we see trainers  

resort to role plays where two participants try to 
get through a call, when neither one knows how it 
should be done and feedback is not tied to any 
standard. As a result, a good model of the 
“should” state is not established, which limits the 
effectiveness and transfer to the job setting.  

Distribute Enabling Knowledge/Skills 
The enabling knowledge and skills mentioned in 
the previous strategy should be secondary to the 
end performance, but they are still important. In a 
call center, this content includes systems,  
products, policies, etc. Typically, there is a great 
deal of this content to include in the training path. 
I am not saying to leave it off the path but to 
spread it out. Instead of completely teaching a 
single system (i.e., every field and every screen), 
start with the simplest call and teach only what is 
needed to complete that call. Then, build on it 
throughout the development path.  
 
This requires providing an orientation to the  
enabling content (e.g., the system purpose, its 
menu structure, navigation conventions, etc.) but 
then only enough of the basics to allow the 
learner to complete the simple call situation. 
Then, as the calls become more complex,  
additional content can be added, but it can be 
added to an existing framework, making it easier 
to learn and retain. 
 
The path diagram on the next page illustrates the 
concept of a T&D Path. The learner progresses 
through enabling and performance training events 
to get to a predetermined endpoint. The path can 
be very linear or as branched as required by the  
business and situation. 

Incorporate On-the-Job Training/
Coaching/Qualification 

Once you have identified the key call types and 
how they should be handled, it is not a stretch to 
build qualification instruments that define the  
criteria for successful performance in a way that 
can be used by a coach, trainer, or master  
performer as a qualification test instrument. This 
accomplishes two goals. The first is verification of 
capability to handle specific types of calls. This is 
useful information to a line coach and for the 
learner. Assuming the training is done well, it 
gives a reliable baseline for setting on-the-job  
performance expectations. 
 

(Continued on page 10) 
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(Continued from page 9) 
The second goal that performance-based  
qualification achieves is that it confirms that the 
learner has gained any necessary enabling  
knowledge/skills—if they can do the perform-
ance, they must have been able to recall and apply 
any supporting knowledge/skills. 
 
The diagram below shows how performance tests 
can be placed within a T&D Path at strategic 
checkpoints, not after every training event. 

Build Tools 
Sometimes we get in the groove of building  
training and, in fact, get very good at creating  
materials and activities that effectively convey  
information and skills to the learners. Unfortu-
nately, this is not always the best solution for the 
enterprise. For one thing, installing knowledge/
skill in a performer is resource intensive. For  
another, it is not always reliable—some people 
learn well while others may not. The biggest risk is 
that if the individual leaves, they take their  
learning with them, leaving you to go through the 
entire process again with the next learner. 
 
Sometimes it is a better decision to document  
information, rules, decision steps/alternatives, and 
even suggested verbal phrases or responses in  
performance support tools. This means that the 
learners only need to learn to use the tool and can 
more quickly get up to speed sufficiently to begin 
handling calls. As they gain experience they can 
reduce their reliance on the tools. 
 

Design the Role(s) for Learnability 
If you really want to get people to work quickly, 
you need to look at a more fundamental change—
organizing the job so that new people end up  
taking the simplest calls. This can be done by  
letting customers route themselves (as in “press 
one for questions about X, press two for  
questions about Y,” etc.) but it can also be 
achieved by pairing coaches with new agents to 
help them through more difficult calls. Or, you 

can explore allowing agents to transfer calls they 
are unprepared for. In a help desk setting, calls 
can sometimes be shared, where the junior person 
gathers all the preliminary information before 
handing off the problem-solving part to a more 
experienced agent. Or, the junior person does the 
offline research under the direction of the  
experienced agent until they learn the ropes. 

Conclusion 
The key to effective training for call center agents 
(or any other audience) is to start from the  
performance and then derive enabling  
knowledge/skills. Then systematically design a 
solution that meets the needs of the key stake-
holders, including the target audience but also the 
enterprise and even the customers. CADDI’s 
PACT Processes provide an accelerated way to 
work through the design process to ensure  
performance is delivered within the limits and 

needs of the  
enterprise. 
 
 

(Continued on page 11) 
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Target Audience Name

Phase 1 Phase 2 Phase 3

Target Audience
Identifies the user of 
the T&D Path

T&D Event Specification
Identifies a T&D product 
(may be a course, 
reading, on-the-job 
training activity, etc.)

Phase
Identifies the 
structure/framework 
of the T&D Path – will 
be defined at the 
start of the design 
meeting

Performance Test
Identifies a checkpoint 
where a performance 
test will be used to 
verify ability to perform 
a given task

T&D Path 
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Examine the 
“spin-up”  
process, and see if 
there are  
opportunities to  
restructure the 
learning path to 
emphasize  
performance. 

(Continued from page 10) 
Try looking at your T&D organization as a  
conveyer belt that delivers job-ready performers 
to the line organization. Examine the “spin-up” 
process, and see if there are opportunities to  
restructure the learning path to emphasize  
performance. Perhaps you can distribute the  
enabling knowledge/skills to reduce the upfront 
learning load. Maybe you can design tools to  
reduce the amount of learning needed. Or, maybe 

you can even restructure the job itself to allow 
employees to learn a little and then go to work 
and apply it right away before learning the next 
level of content.  
 
The important thing is that reducing the learning 
curve cycle-time makes the business more robust 
against turnover or rapid growth. And, it reduces 
overhead cost. All of which is what the enterprise 
needs to remain competitive.!!!!! 

CADDI will be in strong attendance at ISPI’s 40th Annual International Conference &  
Exposition April 22–25, 2002 in Dallas, TX. Our presence at the conference includes the  
following presentations—stop by and see us! 
 

Sunday, April 21, 2002                                                                 8:30 a.m. – 5:00 p.m. 
Preconference Workshop 
“Creating a Business-Focused Training and Development System” 
Presented by Karolyn Smalley (KD Enterprises) and Guy W. Wallace 
Monday, April 22, 2002                                                                       5:30 – 6:30 p.m. 
Opening Session: 99 Seconds Presentations 
“Using Performance Models to Systematically Derive the Human and  
Environmental Enablers” 
Presented by Guy W. Wallace 
Tuesday, April 23, 2002                                                           11:00 a.m. – 12:30 p.m. 
“Performance-based Simulation in a Call Center: A DaimlerChrysler Case Study” 
Presented by Peter R. Hybert, Connie Langlois (DaimlerChrysler Services), and Jon Anderson (Allen 
Interactions) 
 
Tuesday, April 23, 2002                                                                       3:30 –5:00 p.m. 
“Performance-based Knowledge Management Systems” 
Presented by Peter R. Hybert and Brian D. Blecke 
 
Wednesday, April 24, 2002                                                               10:00 – 11:30 a.m. 
“Aligning to the Voice of the Customer at Three Levels” 
Presented by Guy W. Wallace and Brian D. Blecke 
 
Wednesday, April 24, 2002                                                                  1:30 – 3:00 p.m. 
“It Only Counts if you Can Do the Job—Performance-based Qualification/
Certification” 
Presented by Kelly R. Smith 
 

We hope to see you at the conference! 
Stop by our Expo booth #704–706 

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

CADDI at ISPI 2002—“Pathways to Performance” 
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Series Opener 
This article is the first in a series that the CADDI 
partners will take on to explore and share our 
“shareholder/systems-engineering views” of ISD 
and the need to design for the ISD life-cycle.  

What is ISD? 
We think about ISD as an instructional system, 
with individual instructional products that,  
incrementally and in total, provide a learner with 
awareness, knowledge, and skills.  
 
If the ISD is applied in an educational setting, we 
won’t necessarily know their terminal  
applications . . . what job will Susie have after  
junior high, high school, and college?  
 
All we might know at this learner’s stage of the 
learning progression is that we’ve got to prepare 
Susie for the next in a long series of math classes, 
so that she can pass the various battery of math 
knowledge and skill tests she will face as she  
progresses through the public school systems.  
 
She will eventually take the SAT and/or ACT 
tests to get into a college/university program (only 
to remain undeclared until the parents threaten to 
cut off the financial lifeline . . . hey, I’ve been 
there). Or maybe Susie doesn’t pursue higher  
education and instead goes to work at a lumber 
center where she’ll have to calculate how many 
gallons of paint will be needed, or sheets of  
paneling are required to cover a wall. 
 
If, however, the ISD is applied in a training set-
ting, we should darn well (a technical phrase) un-
derstand exactly what the learner’s terminal  
applications are. We should know that Susie will 
need to be able to evaluate the client’s current 
technology infrastructure; specify the right  
equipment, materials, and labor; price the  
proposal bid; make the sales pitch and close the 
deal; and then detail the job plan for hand-off to 
the installation group without ticking them off 
because her work is crap (another technical term)!  
 
And . . . do so in a manner that beats the  
competition’s price and makes the enterprise a 
profit on her sale! No kidding! 

The Business Purpose for ISD 
ISD is an expensive proposition. And, from a 
shareholder perspective of “never spend a buck 
that doesn’t return tens of bucks someday (and 
the sooner the better!!!),” it is all too often a poor 
investment that ends up returning less than it 
costs. Business 101 teaches this as a bad/dumb 
business decision . . . having less R than I when all 
is said and done. 
 
If ISD is an instructional system, with individual 
instructional products that provide a learner with 
awareness, knowledge, and skills in an enterprise’s 
training setting, then the individual instructional 
products should work together to impact job  
performance at a cost and return that would make 
a business case reviewer/investor/stockholder 
jump with joy and exclaim, “But of course!” and 
“Let’s do it!” and “Time is a-wasting!” 
 
Remember, they are looking at ROI, return on 
investment. But are they looking at total ROI or 
partial ROI? Do you know how to look at total 
ROI? 

What Are the Total Life-cycle Costs 
of ISD? 
ISD is expensive. There are many costs. If you 
build it and they come (via car, bus, train, plane, 
or Intranet), there are many costs to the share-
holder that wouldn’t hit and detract from the bot-
tom line if the instructional product hadn’t been 
built/acquired in the first place. Remember . . . a 
cost avoided remains on the bottom line as profit 
(earnings before interest and taxes – EBIT). 
 
We, in ISD, often think only of our development 
costs, the costs for using our ADDIE-type ISD 
models and methods. Sometimes we get more 
sophisticated and think about future maintenance 
costs, learner participation costs, or lost  
opportunity costs. It is quite complex. There are 
actually more costs than these, and if we’re think-
ing like a business person who is thinking like a 
shareholder who “never wants to spend a buck 
that doesn’t return tens of bucks back someday 
soon,” then we need to expand our horizon. 
 

(Continued on page 13) 

LEAN-ISD 

Designing for the ISD Life-cycle 
by Guy W. Wallace 
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The ISD/
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required. 

(Continued from page 12) 
In our view, the total costs to be determined to 
figure out/project a total ROI would include 
!ISD Program Planning 

!ISD Product Development  

!ISD Product Inventory  

!ISD Program & Product Administration  

!ISD Product Deployment  

!ISD Product Maintenance  
 
In this series starter we’re going to focus on: ISD 
Program Planning. 

ISD Program Planning 
If ISD is a systems approach to instruction and 
typically involves more than one instructional 
product, then we see it as a brand manager, or 
program manager, might—a series of products/
systems that together make a “whole.” 
 
The ISD/T&D/learning function needs to see 
their product line as a total system to take a 
learner from a specific market segment (the airline 
pilot, the mechanical engineer, the counter sales-
person, or the insurance adjuster) from their  
typical or varied points of entry (from an existing 
awareness/knowledge/skill level) and “spin them 
up” to be available/capable to start doing real 
work, and then on to the next levels of perform-
ance required.  
 
Of course, we want some performers to know it 
all/be able to do it all on day one versus spinning 
them up to total competence over time . . . the 
airline pilots need to know how to take off, fly, 
land, and crash-land in case the wheels are stuck 
and won’t come down on day one . . . versus the 
counter salespeople who can learn more about all 
of the products sold over time. 
 
What are the most common mistakes going on in 
the T&D world (or learning or knowledge  
management) today related to program planning? 
They include 
!Blanketing versus targeting ISD investments 

!Approaching ISD projects and products as a 
series of one-offs 

!Not focused on real-world performance  
requirements  

!No view of ROI potential (or lack thereof) 

Non-Real Blanketing One-Offs with 
Little Promise of R for I 

Blankety Blanks Blanketing 
Too often the ISD focus (or lack of focus) is on 
providing T&D opportunities for everyone.  
Regardless of the ROI potential. T&D is  
blanketed and not targeted. How can you tell/
assess your own situation? 
 
Do you have too many generic titles and generic 
content modules being deployed in either group-
paced or self-paced media that have little chance 
of positively impacting the shareholder’s bottom 
line? Is there too much focus on butts in seats and 
now butts on sites, and not enough regarding  
performance when they’re off their butts and back 
on the job? What will they be able to do  
differently and for what process performance  
impact? 
 
By not getting aligned with the enterprise leader-
ship and working on specific, critical strategic and 
operational needs; sharing decision-making with 
the customer and leadership stakeholders; and 
forcing the tough decisions regarding priorities 
and resource allocations, ISD efforts and  
resources are too often wasted on low-value  
projects, with little chance for significant ROI for 
the shareholders. 
 
CADDI’s PACT Processes for T&D are 
for serious T&D needs, not for one-off 
communications/awareness builders. 
And they are not for generic content 
driven by a generic competency model. 
When appropriate, we apply the right  
levels of PACT, our engineering process 
for ISD, which include 
!CAD – Curriculum Architecture  

Design – the rough equivalent of . . .  
Systems/Architectural Design 

!MCD – Modular Curriculum  
Development – the rough equivalent of . . . Product 
Development 

!IAD – Instructional Activity Development  – 
the rough equivalent of . . . Component  
Development 

 
Not all three levels are used in every ISD  
endeavor; as always, it depends. But the key thing 
is that we engage customers and their manage-
ment in our project methodologies to make the 
business decisions. We bring voice of the  

(Continued on page 14) 
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(Continued from page 13) 
customer to the forefront of a non-traditional, 
ADDIE-type ISD model. They make the  
decisions about the focus, the market segment, 
and the “driving business issues” to be addressed/
attacked/resolved via an instructional solution.  
 
Later in Phase 2: Analysis, when we bring back 
our Performance Models with both the “ideal  
performance” and the “gap analysis” data that 
spells out pretty clearly the non-knowledge/skill 
issues underlying “why things ain’t so ideal” in 
their real world, they are more open to it. Why, 
because they handpicked the Analysis Team  
members whose voice we captured in the  
Performance Models. More on that in another 
section or two. 

One-Offs 
Is every project started and product produced 
seen as an island unto itself, or is it seen as an  
integral part of the whole? Is there an anticipation 
of both reuse of existing content (built or bought 
earlier with shareholder equity) and building/
acquiring custom content? Are there standard 
tools and templates to assist and speed the  
efforts? Is there a common ADDIE-type model, 
or does each ISDer have their own? 
 
Are each of your ISD efforts more of an  
individual artistic endeavor or a common  
engineering approach?  

Not Getting Real 
What are the bases for your “instructional  

objectives?” Did ISDers or SMEs dream them 
up? Or, are they driven by real-world performance  
objectives? Are they driven by lists of tasks 
(randomly ordered or worse, alphabetically)? 
 
Or, is it driven by a set of data regarding human 
performance requirements within business  
processes, and identifies the outputs/outcomes/
results to be produced by humans performing  
behavioral and cognitive tasks? 

I’s Greater than R’s 
Bottom line, are you starting projects as part of 
programs where the cost of nonconformance 
(CONC) is clear; so that your cost of confor-
mance (COC) can be used in a return on invest-
ment (ROI) calculation as part of a business case 
helping all to see why doing something would  
actually be better than doing nothing, and then 
living with the real-world business perspective 
that sometimes an instructional effort could be, 
but shouldn’t be, undertaken? 

In Summary 
ISD is an expensive proposition. From a share-
holder perspective of . . . never spend a buck that 
doesn’t return “tens of bucks” someday (and the 
sooner the better!!!) . . . don’t blanket your efforts; 
see them as part of a whole system of instruction, 
get real, and don’t do anything instructionally just 
because you can; do it because it makes sense to 
the shareholder! 
 
In the next issue of Pursuing Performance, we’ll  
address another ISD life-cycle issue.!!!!! 

"Not everything 
that counts can be 
counted, and not 
everything that 

can be counted 
counts."  

—Albert Einstein 
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In our winter 2001 issue of Pursuing Performance, we 
published an article written largely by novice 
PACT practitioners. We knew that they would 
provide invaluable insight into PACT analysis. 
 
As they venture into the design phase of their 
Curriculum Architecture Design (CAD) projects, 
we will continue the journey with  
!Mary Meier, The Principal Financial Group 

!Karla St. John, The Principal Financial Group 

!Alaina Dyer, CADDI, Inc.  

!Misty Weaver did not contribute because her 
project only went as far as PACT analysis  

 
As in the first installment, our contributing 
authors do not disappoint. They have offered 
poignant examples of, and useful insights to, the 
conduct of a CAD design meeting. A CAD design 
meeting is quite an experience. And, as you’ll read 
a little later, a CAD design meeting can be 
exhilarating, exasperating, and exhausting all at the 
same time.  
 
CAD design is a challenge. Why? Because a CAD 
design meeting is a mostly creative adventure 
bound by rules (e.g., The Rules of Modularity), 
predetermined processes (e.g., placing and 
sequencing the performance chunks), and roles  
(e.g., the facilitator owns the process and the 
master performers own the content, and the 
master performers are there to “influence the design 
by committee”). For the uninitiated, this will be a 
difficult experience at best. 
 
Here, again, it is worth mentioning that PACT is 
not for everyone. PACT practitioners are a unique 
blend of systems-engineer, business person, 
ISDer, HPTer, facilitator, and sage. They must 
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 creating 
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 larger 
contexts. 
 
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 
have to be able to answer challenges along the 
way). They usually have a strong ego and will 
suppress it when appropriate and necessary. 
 
As you read this article, you will see many places 
where we have added coaching, sometimes 
corrective or sometimes cheerleading, comments 
or sidebars. Our contribution 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. They are a brave lot, took a few bullets 
and a couple of arrows in the process, and frankly 
should be commended for it. To repeat my short 
ode to “Law and Order,” these are their stories. (I 
still haven’t figured out how to get the catchy 
theme song in here.) 
 

Mary Meier 
The Principal Financial Group 

Getting Ready 
After we held the Performance Modeling session, 
transcribed the mountain of data we gathered, and 
held our Steering Team review meeting, it was 
time to start preparing for the 
architecture design phase in the 
process. (We ended up calling 
this phase the Learning Path 
phase, to keep everyone 
focused on what it was that we were designing.) 
 
We were able to get the sub-team of master 

performers from the 
Performance Modeling 
session that we requested. 
Based on the results from 
the Performance 
Modeling session, the 

(Continued on page 16) 

PACT DESIGN 

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

Brian D. Blecke 

Alaina E. Dyer 

Mary Meier 

Karla St. John 

Sometimes it’s not a 
linear path, but a 
path of little menus. 

The Design Team always 
needs to be populated with 
Analysis Team members. 
Any “new” people are quite 
problematic. 
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(Continued from page 15) 
Steering Team had a little more confidence in us 
when we said we needed these master performers 
for three days, no more, no less. The master 
performers themselves were very excited to 
continue working on the project. They wanted to 
see what was going to happen next. 
 
I had never participated in or observed – let alone 
led – an architecture design phase before. My 
experience came only from discussions that Brian 
and I had, and articles and papers from CADDI 
that I read. The process seemed very straight-
forward. Brian talked me through all the details of 
what questions to ask to guide the process, how to 
use the different forms, even what color of paper 
to use and how to arrange the room. And, after 
the Performance Modeling session, I had a lot of 
confidence in CADDI’s process.   

The Learning Path Session 
The first day of the Learning Path session started 
out very well. We spent a little time reestablishing 
the relationships we had built with each other 
during the Performance Modeling session. Then 
we got down to work.  
 
I set the ground rules for this session – “I owned 
the process, they owned the content,” and “We’ll 
go slow to go fast.” I also explained that the 
purpose of the session was to lay out all the AoP 
Performance Models and K/S items into a logical 
order for learning. Our scope for the Learning 
Path was still to take someone from day one on-
the-job through becoming a master performer. 
 
As Brian suggested, the very first thing I had them 

do was think about the 
logical, natural 
“beginning,” “middle,” 
and “end” points for our 
path. After we talked 
about it, the master 

performers decided there were four points in our 
path. (This was a “squishy” way to start this 
phase. We thought we did pretty good. We could 
have done better, but you’ll hear more about that 
later.) 
 
Next, we laid out all of the Performance Models 
along the Learning Path. 
The process of asking the 
master performers, “Does 
an employee need to learn 
this before, after, or at the 
same time, as they learn 

X?” worked very well. We had some good 
discussions about how important it was to know 

how to do X 
before you 
learned about 
Y, or why it 
really didn’t 
matter if you 
knew A before 
you learned 
how to do B. 
“Starting slow 
to go fast” also 
worked well. 

The master performers caught onto this process 
and told me where to place a Performance Model 
before I even started asking the question! 
 
Everyone was pretty excited by the time we got all 
of the Performance Models laid out. They could 

start to see the value of 
putting things into a 
logical learning order. The 
best “learning” order 
wasn’t necessarily the 
same as the best “doing” 
order.  

 
It was time to start on the knowledge and skill 
items. When the master performers saw the stack 
of forms that needed to be 
placed, they were a little 
daunted. (There were even some 
comments about “Why did we 
come up with so many of these 
in our first session?!”)  
 
As Brian had coached me, we used basically the 
same process to place the K/S items in the path. 
For each K/S item, we 
would look at which AoPs 
needed this knowledge or 
skill. The K/S item had to 
go before the first 
Performance Model chunk 
from the AoP in the path. 
That narrowed down the 
choices of where the K/S 
item could be placed. 
Asking, “Does an employee need to learn this 
before, after, or at the same time as this other  
K/S that also needs to be learned before this  
Performance Model?” gave us the exact position 
in the path for each item. (I think the master 
performers surprised themselves at how quickly 

(Continued on page 17) 

Getting started in each 
phase is always squishy – 
that’s why it’s good to “go 
slow to go fast.” 

We break the Performance 
Model into its “Areas of  
Performance” and also into 
discreet “Output/Task 
clusters” and place those 
O/Ts in the path. 

If you think that the CAD design  
process is hard to facilitate, consider 
being a master performer. This will all 
be alien to your team of master  
performers. Declare your intent to “go 
slow to go fast” while you spin them up 
on the process. If your master performers 
get lost early, undoing the damage will 
consume most of your meeting – and 
you’ll have far less buy-in from them in 
the end. 

Mary hit on an excellent 
point. The order of learning 
often does not match the 
order of doing. And that’s 
okay. As always, it  
depends! 

Dealing with data 
versus opinions is 
usually a daunting 
task, but worth it in 
the end. 

Of course, they are masters 
who know this because it’s 
their world. They own the 
content because a master 
ISDer will never know the 
intricacies of the job to this 
level. “Viva voice of the 
customer.” 
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I should have  
remembered my 
favorite line from 
the original Star 
Wars movie; 
Hans Solo to 
Luke  
Skywalker, 
“Don’t get cocky, 
kid!” 

(Continued from page 16) 
they were able to get through the whole stack of 
K/S forms using this process.) 
 
At the end of our first day of this session, we had 
the entire Performance Model and all of the 

knowledge and skill 
item forms laid out in a 
logical order on the 
Learning Path. Great! 
Oh, but wait. 
Everything ended up in 
the very first phase of 
the Learning Path. 
There was nothing left 
for an employee to 
learn in the other three 
phases.  

 
I wasn’t too worried. Brian had predicted that this 
would happen – and it did. So I was pretty 
confident I’d be able to 
guide them through the 
process of spreading 
things throughout the 
entire Learning Path.  
(I should have 
remembered my 
favorite line from the 
original Star Wars 
movie; Hans Solo to 
Luke Skywalker, “Don’t 
get cocky, kid!”) 

The Brick Wall 
The next morning we looked at all of the papers 
laid out on the table. Yep, an employee needs to 
know all of this in order to do their job. And this 
is a very logical order for them to learn it. But all 
the Performance Models and K/S items were still 
bunched up in just the first phase of the path. 
Now it was time to get the master performers to 
really think about all the items and spread them 
out among all four phases. 
 
So I asked them which Performance Models 
represented things that a beginner in this position 
is expected to do? Which things do only more 
experienced people do? Their answer, “You need 
to be able to do it all.” Yes, but not at the very 

beginning, right? First 
you get the “easy” 
assignments, then 
work your way into 
the more complex 
tasks. “No, you need 

to be able to do it all.” Right, once you learn the 
whole job, you can do the whole job. But doesn’t 
a new person concentrate just on certain types of 
tasks first, then other tasks are added to their 
workload as they gain experience? “No, you need 
to be able to do it all.” 
 
We hit a brick wall and hit it hard. The master 
performers kept insisting that a new person 
needed to be able to do it all, almost from day 
one. I just couldn’t understand how a new person 
could be expected to know it all, all at once. We 
were getting nowhere and using up the master 
performer’s valuable time. Yikes! (My problem 
was that I had developed my own vision of what I 
thought the Learning Path should look like. The 
master performers weren’t conforming to my 
vision! I needed to remember that I own the 
process, but they own the content. I was the one 
who needed to do the conforming.)  
 
We took a break, and I did some quick thinking. 
How do I help the master performers figure out 
what goes into the other phases of the path? We 
couldn’t get past the first phase of the Learning 
Path. So, what if we turned it on its head and 
looked at the last phase first. I also wanted to 
make sure we stayed focused on the mantra Brian 
had drummed into me, “Performance drives 
everything!!!”  
 
I asked the master performers, “If someone had 
completed the last phase of the Learning Path, 
what would you expect 
them to be able to do?” 
Once we had a few 
ideas jotted down, we 
went to the next to last 
phase. “What 
performance would you 
expect from someone 
who completed this 
phase of the learning 
path? What’s different 
between this  
performance and the performance you gave me 
for the last phase?” And so we went, through each 
phase. 

Eureka!!  
This approach started a great discussion. The 
master performers were able to identify specific 
performance expectations that were distinct for 
each phase. As the master performers articulated 
these distinctions, their vision of the phases 

(Continued on page 18) 

Two points here: 1) The  
beginning/middle/end is just a 
way to segment the “path” to 
start the ball rolling. 2) There 
is also a beginning of the  
beginning, a middle of the  
beginning, and an end of the 
beginning. Repeat for the  
middle and end phases as well. 
It’s a chunking strategy chock 
full of arbitrary choices. 

Here again, beginning of the 
beginning, middle of the  
beginning, and end of the  
beginning. It almost always 
works this way when the target 
audience is required to know 
almost everything to “some 
degree” prior to starting to 
work. 

This type of conversation is a 
“clue/cue,” but only easily 
recognized by an experienced 
CAD designer. Pete Hybert 
refers to this as “spiral  
design.” 

Mary used a good technique 
here. Often, master performers 
don’t know what you are  
trying to do. Get them talking 
about the performance  
expectations. Their conversa-
tion will often provide valuable 
design insights. More often 
than not, they’ll have a great 
design idea (even though they 
aren’t professional ISDers). 
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I realize now 
that I had 

slipped from my 
role as facilitator 
of the session into 

trying to be a 
participant. I 

had to remember 
that “they own 

the content” and 
that 

“performance 
drives  

everything!” to get 
things back on 

track. 

(Continued from page 17) 
became clearer and clearer – both to themselves 
and to me.  
 
With the performance checkpoints spelled out for 
each phase of the Learning Path, we had a 
wonderful, terrific, magnificent “Ah-ha!” 
moment – LAYERS!!!! An employee did need to 
be able to do it all, right from the beginning (just 
like the master performers had been telling me all 
along), but only at a surface level and with a lot of 
assistance. As an employee gained experience, 
they gained depth of knowledge, understanding, 
and capability.  
 
Our Learning Path was not a straight line. Our 
path was a spiral! Each time around the spiral, an 
employee covers the same subjects over and over 
again, but gets deeper and deeper and deeper into 
each subject. Yippee!!!! The brick wall had 
crumbled! 
 
(Looking back, it now seems so obvious. But 
during the session, I just could not understand 
what the master performers were telling me. I 
heard their words, but kept trying to force them 
to fit into my preconceived vision. I realize now 
that I had slipped from my role as facilitator of 
the session into trying to be a participant. I had to 
remember that “they own the content” and that 
“performance drives everything!” to get things 
back on track.)  

Moving Again 
It was painful running into the brick wall. It was 
very painful getting around it. But once we did, 
the process took off 
again!  
 
We looked at all the 
forms laid out in the 
first phase and quickly 
determined to what 
depth an employee 
needed to learn each 
item in order to be able 
to meet the first phase’s 
performance 
checkpoints. The 
master performers 
decided that it was most important for an 
employee to be exposed to everything and also be 
able to look up and follow a detailed procedure. 
They may not understand all of the complexities 
of why they are doing something at this stage, but 
at least they can get the steps done. 
Then we looked at the second phase. We knew an 
employee would need to touch all of the 
Performance Models and K/S items again in this 
phase. We laid out all the forms again, in a logical 
order and in logical groupings, for this phase. 
Again, we looked at the performance checkpoints 
for the entire phase and determined what depth 
was needed for this phase. The master performers 
said this is the phase where an employee needs to 
start to understand why they are doing things and 
the connections between related tasks. 
 
We did the same for the 
last two phases. The 
items were laid out and 
grouped again. The 
depth for each item was 
determined based on 
the performance 
checkpoints for the 
phase. By the last phase, 
each item had been 
learned to the needed 
depth the master 
performers had 
identified in the Performance Modeling session. 
 
When we finished all of the phases, we stood back 
and looked at the whole thing. Wow! Even the 
physical layout of all those forms reflected how an 
employee needs to learn this particular job. 
 

(Continued on page 19) 

This is a difficult thing to  
overcome. As PACT  
practitioners/facilitators we 
aren’t trying to be the expert 
and that is contrary to many 
typical ISD approaches. We 
have to let the Design Team 
own the content. Once they 
own the content, they will  
market the content/designs to 
their peers and management, 
defend the designs, and  
otherwise support the project. 

Experience has taught us to 
watch out for this. Some jobs 
require total competence before 
“hitting the floor” (e.g., an 
airline pilot); some jobs require 
minimal entry competence  
because they can rely on others 
and learn incrementally; others 
require a mixture that doesn’t 
vary; and still others require a 
mixture that does vary. As 
always, it depends. 

 First Phase Second Phase Third Phase Last Phase 

Least  
Complex 

All the forms 
were laid out, 
almost no 
groupings. 

The forms were 
in small groups, 
by topic. 

Several topic 
groups were 
gathered  
together into 
larger groups. 

Everything was 
in one big 
group. 

Medium 
Complexity 

An employee 
focuses on 
learning how 
to do  
individual 
tasks. 

An employee 
learns how  
individual tasks 
of one topic 
relate to each 
other. 

An employee 
learns how the 
different topics 
inter-relate,  
impact and  
influence each 
other. 

An employee 
learns to put 
trends together 
across clients, 
across prod-
ucts, across the 
company. 

Most  
Complex 

How to run an 
Monthly  
Report. 

Relationship 
between the 
Monthly Report 
and Quarterly 
Report.  

Impact on the 
Reports results if 
the Compliance 
Test isn’t  
accurate. 

Recognizing 
trends from  
various  
customer  
comments that 
could lead to 
an improved 
product or  
service. 
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CADDI’s 
PACT Process 
and structure 
gave me  
something  
concrete to keep 
coming back to. 

(Continued from page 18) 
(When we looked at the data after this session, I 
made sure that each K/S item did get to the 
needed depth that the master performers had 
identified during the 
Performance Modeling 
session. For some K/S 
items, the final depth was 
“awareness,” for others it 
was “knowledge” or 
“skill.” I made sure we stayed true to the original 
data we gathered.) 

Reflection 
CADDI’s PACT Process for the Learning Path 
session worked great. Yes, there were moments of 
panic and almost terror when we hit the brick 
wall, but the process didn’t break down. CADDI’s 
PACT Process and structure gave me something 
concrete to keep coming back to. I knew what we 
needed to accomplish once we got on the other 
side of the wall. That knowledge helped me break 
down the wall. 
 
Will I use the process again in another curriculum 
architecture project? 
Yes, definitely. If I 
had developed the 
Learning Path without 
the master  
performers, it would 
have looked very, very 
different, would not 
have been as effective 
for the learners, and 
would probably not 
have gotten the 
performance results 
we want. 
 

Karla St. John 
The Principal Financial Group 

Getting Ready 
After the success of 
the Performance 
Modeling sessions, I 
felt that we were 
definitely getting the 
information that we 
needed to produce a 
quality deliverable to 
our customers and 
was very optimistic 
about the upcoming 

Learning Path sessions. We were equally 
enthusiastic when a subset of the master 
performers who were involved with the 
Performance Modeling sessions were able to 
participate in the Learning Path sessions. We had 
them for three full days. Our three master 
performers knew the history of where we had 
been and how the data to this point had been 
gathered – so there would be no time taken by 
having to review the first session or getting a new 
person’s “buy-in” on the data already collected. 
 
To prepare for the Learning Path session, our 
project leader had taken 
all of the data from the 
Performance Modeling 
sessions and compiled it 
on colored paper 
indicating the type of 
information that needed 
to be put into the  
Learning Path. 

Here We Go! 
I started the first day very optimistic. We started 
out the day by clarifying the roles of the teams 
involved. The master performers own the 
content; the project team owns the process. We 
cautioned them that, as with the first session, the 
process may start out slow, but would get easier as 
we went along. The project leader did a brief 
overview of the Performance Modeling sessions 
to remind everyone of the data that was collected 
and how they would be working with the data in 
these Learning Path sessions. 
 
The first thing we wanted to know was how 
encompassing should the curriculum be for this 
role? Where does the 
curriculum start? When 
does it end? After some 
good discussion, the 
master performers agreed 
that this should be an all-
encompassing curriculum, 
taking the employee from 
the first day on the job to a master performer. 
 
We had the master performers identify possible 
stages in the Learning Path. We did this for a few 
reasons. We wanted to 
!Capture how the master performers internally 

“chunked” their job by identifying the  
developments and experiences they encounter 

(Continued on page 20) 

Or, where/when  
appropriate, the data may 
change or be updated. The 
process is self-healing. 

I almost cried with joy as I read 
this. It is so gratifying to see 
someone learn by doing with just 
a little reading and a little  
coaching. PACT is not for  
everyone. Just one of the many 
critical attributes of the PACT 
practitioner is to “trust the  
process.” I thank Mary for that, 
and everything else she brings to 
our tight/loose methods. 

—Guy Wallace 

The Design Team meeting 
works best when the participants 
are a subset of the Analysis 
Team. When new participants 
are introduced during design, a 
great deal of time must be spent 
“spinning up” the new members, 
orienting them to the project, the 
data configuration, and the data 
itself. 

Visual controls. Whenever 
appropriate, use visual  
controls (e.g., colored paper, 
posters with lists, etc.) to 
simplify a complicated  
process. 

Most times, we’ll ask the 
Project Steering Team for 
their guidance regarding the 
scope of the curriculum. 
Their input is a design  
consideration we use to frame 
the design meeting. 
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(Continued from page 19) 
!Identify these checkpoints and place  

performance measures within the Learning Path 
to determine if an employee can “go on” in 
their training 

!Help management identify where existing  
employees can be placed in the path, going  
forward. 

 
The stages identified by the master performers 
were Caseload, 1st Plan Cycle, 2nd Plan Cycle, and 

Master Performer. These 
were in the master 
performer’s terms and 
how they thought that 
their role moved through 
the experiences of their 

job. We captured these stages on individual pieces 
of paper. 
 
The master performers took a look at the 
Performance Models and determined the order 
they should be learned or in the order it was 
easiest to learn them. Initially, they said 
“everything, all at once!” The project leader used a 
very effective questioning technique “Does an 
employee need to learn this before, after, or at the 
same time, as they learn this Performance Model?” 
to get the master performers thinking in terms of 
how it’s best to learn. The Performance Models 
(still in learning order) were placed within the 
stages they had earlier identified. 
 
We continued with the knowledge and skills 
pieces. To determine where these items went in 
the path, we’d look at the Performance Models 
identified that needed the knowledge or skill. The 
knowledge or skill was placed before the earliest 
Performance Model appeared in the path. Then 
they were asked, “Does an employee need to learn 
this before, after, or at the same time as this other 
knowledge and skill that also needs to be learned 
before this Performance Model?” This gave us the 
true position in the path for each item. 
 

The final step was to add in the existing 
training that must happen because of 
corporate or business unit requirements 
(i.e., diversity). Again, asking the 
question, “Does an employee need to 
learn this before, after, or at the same 
time, as they learn this Performance 
Model . . . or does it matter?” These 
existing training pieces were then 
identified in the path. 

We stepped back and looked at the first pass of 
the path. Ninety-nine percent of the Performance 
Models and knowledge and skill pieces fell within 
the first stage of the path. Since it was the end of 
the day . . . we’d deal with it tomorrow! 

Can’t See the Forest for the Trees . . .  
We accomplished quite a bit in the first day, and 
we were all feeling really great about the progress 
that had occurred in the first day. We took a look 
at what the first pass of the Learning Path looked 
like. The master performers agreed that all the 
“stuff” was there and it was in the right order. 
What didn’t make sense was why it all fell in the 
first stage of the curriculum. 
 
So, the project leader asked them which  
Performance Models are things that a beginner in 
this position is expected to do? Which things do 
only more experienced people do? Their answer, 
“You need to be able to do it all by the time you 
get your cases.” The project leader kept 
questioning this. And the response back from the 
master performers was always, “No, you need to 
be able to do it all.” Now I was in great conflict at 
this point because I knew what it was like to be in 
that role . . . I had done that job for two and a half 
years, and I agreed with the master performers 
that you did need to know it all. However, my 
consulting/instructional design persona was 
internally arguing right along with the project 
leader for the “other” side.  
 
So, we took a step back. Let’s group the  
Performance Models and knowledge and skill 
pieces (like with like) to get an idea of how the 
information could be chunked. Doing this may 
help the master performers see if these chunks 
can be spread out amongst the stages. So that’s 
what we did. And it seemed like we were making 
progress, until it stayed in the first stage of the 
curriculum and the master performers wouldn’t 
budge. It wasn’t a hostile environment, but it was 
tense. Personally, I was so frustrated and my nose 
was smashed up against the brick wall we had hit, 
that my only thought was to call it a day, figure 
out a new game plan and come back tomorrow.  
 
Thank goodness for the project leader who 
suggested a break to clear our heads. And when 
we came back, the project leader had a rope and 
led us over that brick wall . . .  

A Revelation! 
The project leader started out with looking at the 
fourth stage (Master Performer) first. She 

(Continued on page 21) 

The master  
performers agreed 

that all the 
“stuff” was there 
and it was in the 

right order. 
What didn’t 

make sense was 
why it all fell in 
the first stage of 
the curriculum. 

Excellent. Use their words! 
Their words will work better 
in their world – increasing 
buy-in from the  
constituencies. 

We normally place any  
existing T&D assessed as 
“use as is” on the path after 
placing the output/task 
clusters and before the K/S 
items. That way we can 
“bury” the K/Ss covered in 
the existing T&D as the 
T&D is okay “as is.” 



 

Spring 2002                                                                                                                                                                                21 

What emerged 
from the  
documentation 
was that the  
education of the 
employee  
happened in  
layers. 

(Continued from page 20) 
challenged the group of master performers to 
think about what the performance looks like for 
this role when the employee completes the 
training in the Master Performer stage. We 
documented the ideas and thoughts expressed 
through the conversations amongst the master 
performers, thus creating performance 
checkpoints. 
 
Then we proceeded to the third stage (2nd Plan 
Cycle). Again, the project leader challenged the 
group to think about what the performance looks 
like when the employee completes the training in 
the 2nd Plan Cycle stage. We continued working 
backward through the stages documenting the 
performance checkpoints. When we completed 
this, what emerged from the documentation was 
that the education of the employee happened in 
layers. The Learning Path could be structured 
essentially like a cake, where you keep adding or 
building upon the layers and foundation. As the 
employee develops and gets experience, the 
knowledge and skills increase in depth. 

Momentum Again! 
The master performers looked at all the AoPs and 
K/S groupings that we had determined earlier, 
and quickly determined to what depth an 
employee needed to learn each item in order to be 
able to meet the first phase’s performance 
checkpoints. Most everything at the first stage was 
at a basic awareness or knowledge level. They 
determined that it was more important for an 
employee to be introduced to all the topics 
(awareness) and be able to know to use the 
resources available (knowledge). They cannot 
understand all the complexities of why they are 
doing something at this stage, but at least they can 
accomplish the necessary steps to get the job 
done. 
 
We continued on to the second stage. Looking at 
the performance checkpoints, the master 
performers determined the next depth level for 
each of the AoP and K/S pieces. This time they 
were grouped somewhat differently because of the 
increased depth of knowledge and getting into 
some skill. 
 
We repeated this process for the remaining two 
levels. At the last level we made sure that each 
item had been learned to the depth that was 
necessary to get to the Master Performer level 
identified in the Performance Modeling session. 
 

The group just stood back and was silent for a 
moment. You could just feel the excitement of 
“WOW!” The journey had been tough, but what 
was accomplished was great.  

Wrap-up 
Before we let the master performers go, we 
wanted to get their input on how long it would 
take to learn a grouping and how would you learn 
best within a grouping? One by one, they gave us 
an estimate of time and whether it was best to 
interact with just the information, the information 
and trainer, or the information, trainer, and 
others. 

Presenting the Learning Path 
After the master performer sessions were 
completed and we had all of this great data, we 
struggled with how we were going to 
communicate this Learning Path to the Steering 
Team and other stakeholders so that they would 
understand it. After all, the project group had 
been in the session and saw how it materialized, 
but how do you recreate three days of information 
in to a simplified picture of learning?  
 
I kept thinking of this as a spiral configuration, 
that the learner essentially learns the information 
in the same order, but in different depths. The 
unfortunate part of the spiral was that it was 
difficult to put a three-dimensional item on a two-
dimensional piece of paper. Then we 
brainstormed for an analogy that could be closely 
associated with the learning path. Finally, we hit 
upon a football analogy; i.e., how does a person 
learn to play a game of football (or any sport, for 
that matter)?  
 
The four levels of the Learning Path became 
!The Fundamentals—The basic “how to’s”; 

“Who are the players?” 

!The Strategy & Plays—“If Joe runs this way, I 
do this.” 

!The Game—Putting the plays together. 

!The Coach—I play the game so well, I can 
coach others to play it. 

 
This worked very well when it came to the  
Steering Team meeting. With the analogy 
explanation and then presenting the actual  
Learning Path, it proved to be very 
effective. We were given the go-ahead to 
continue and develop learning 
opportunities within the path. 

(Continued on page 22) 

Yea! Finding the words,  
concepts, and analogies that 
work for everyone is some-
times tough, but well worth 
the struggle! 
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(Continued from page 21) 

Afterthoughts 
Once again, the CADDI process overwhelmed 
me at first, but impressed me in the end. The 
information that we gathered using this process is 
extremely beneficial to our customers, because we 
use their data, not our preconceived notions. I 
look forward to using this process in future 
curriculum architecture projects. 
 

Alaina Dyer 
CADDI, Inc.  
In the last issue of our newsletter, you read about 
my experiences with the analysis phase of the 
PACT Process. This time I will try to walk you 
through my experiences with the CAD Design 
phase. 
 
When I attended my first CAD design meeting, I 
went into it with an entirely different attitude than 
when I attended my first analysis meeting. I left 
my cocky, “How hard could it be?” attitude at 
home and replaced it with anticipation and desire 
to learn something new. 
 
I made sure that I read the section of lean-ISD 
that dealt with CAD design so I could demystify 
the process. I thought that worked well. I 
understood how and why all of the information 
gathered would be linked to the modules and 
events that would be created during the design. 
After reviewing the book several times, I felt as 
though I was fully prepared to attend my first 
design meeting. Although I knew my role would 
be to observe the process and not actually 
facilitate, I felt as though I couldn’t be too 
prepared. 
 
The beginning of the meeting had the look and 
feel of the analysis meeting . . . your typical 
presentation orienting the team to the process and 
the outputs. However, that is where the 
similarities end and we enter a whole new 
ballgame. 
 
Picture with me, if you will, a long table in the 
middle of the room. On the table are several 
stacks of paper. There are flipcharts placed on the 
table, labeled beginning, middle, and end (oriented 
for the customer’s benefit, not the supplier’s.) On 
one of the long sides of the table, there are 
approximately six people sitting anxiously awaiting 
their next instructions. On the other side of the 
table are the facilitators preparing to start the 
game. After explaining the rules of the game, one 

of the facilitators picks up a stack of papers and 
begins to ask the Design Team where on the table 
they would like the papers placed. At first, the 
pace is slow while the team spins up on the 
process. Then, the speed picks up and suddenly 
the facilitators appear to be dealing these pieces of 
paper in the direction of the team. Can you 
picture it? Does it seem familiar?  
 
Well, if you’re like me, it’s not a picture that you 
have experienced firsthand, but you have seen it in 
movies or on television. While I sat at one of the 
short ends of this table and watched the 
progression, I couldn’t help but think of a casino 
and the game of blackjack. I half expected one of 
the Design Team members to yell out, “Hit me!” I 
knew that would never happen, but it seriously 
has that type of look and feel. There are papers 
being shuffled everywhere and members of the 
Design Team giving their placement orders.  
 
I know it probably sounds like mass chaos, and 
the first day can even look like it, but it really is an 
orderly process that has the ability to create a solid 
design and give the Design Team members a 
sense of accomplishment and ownership of a 
tangible product. After the first day, the team 
begins to have more faith in the process, and the 
mass chaos begins to resemble a more organized 
chaos. 
 
After the papers are placed around the table, 
where the Design Team feels they should be 
located, the facilitators and the team begin to 
group the sorted papers into a logical format. To 
me, this is one of the best parts of the design 
process because it is when you can see the Design 
Team begin to own the project. They can now tell 
you that the ethics policy is the sixth piece of 
paper behind the blue event specification in the 
third week of training. They know every stitch of 
paper on that table, where it belongs, why it 
belongs there, and will support their decision to 
put it there. They are willing to defend their 
design with an amount of experience, knowledge, 
and confidence that can only be respected by their 
peers and managers. 
 
One thing I have found during all of the meetings 
I have attended is that the facilitators actually have 
a leg up on the Analysis and Design Teams if they 
didn’t previously do the job of the target audience. 
The reason for this is simple. The closer you are 
to the job, the harder it is sometimes to be 
objective about where the content needs to fall to 

(Continued on page 23) 
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(Continued from page 22) 
best suit the new learner. It can be difficult for the 
Design Team to remove themselves from their 
status of being a master performer and focus on 
the needs of the future trainees. 
 
That theory was tested during my second, and 
most recent CAD design project where we did a 
CAD design for our own CADDI staff. It was 
one that required myself and two other CADDI 
consultants to play dual roles of facilitator and 
Design Team. Once again, a whole different 
ballgame. 
 
Actually, it wasn’t the game that was different 
because we used the same process we would use 
for our clients, but the rules were extremely 
blurry. 
 
When we facilitate a Design Team, the table acts 
as a physical line to separate the Design Team 
customers from the ISD facilitator suppliers. 
When the same people that are facilitating the 
design are also the Design Team, your objectivity 
goes out the window and you automatically try to 
design the training the way you would do the job, 
rather than how the job should be taught to those 
just entering your environment. We had to do 
several checks with ourselves and each other to 
make sure that the design was being created to 
suit the learner and not our personal objectives. 
 
All in all, the CAD design process, like the 
analysis process, is one that is clear and defined, 
no matter what the circumstances, and it provides 
both the facilitators and the Design Team with a 
feeling of accomplishment. To me, this is the 
most fun phase of the PACT Process, and by the 
faces and attitudes of the Design Team, the most 
rewarding. 
 

Instructional “Systems” Designs to be 
Proud Of 
In the end, the measure of a good CAD design 
comes down to whether the master performers 
see the design’s promise. We sometimes, actually 
always, kid than that we ISDers can still screw it 
up from here (as we begin our early selling pitch 
for their continued involvement post-CAD when 
we do the “new product development” process, 
MCD—Modular Curriculum Development . . . 
the PACT version of ADDIE.) 
 
The PACT CAD process puts them in a position 
to see exactly that. They know because they were 

so deeply involved every step of the journey. They 
influenced the placement of each chunk of 
content and were participants in each (sometimes 
arbitrary) decision. Our experience has been that 
when an executive or PST member has wandered 
into a design meeting to do a little spying, the 
master performers are up to whatever challenges 
are thrown down. In one memorable instance 
when an executive asked, “Where is X content?” a 
master performer, without a glance or hesitation, 
answered by directing the executive to the single 
page in the design (of a design containing nearly 
1000 pieces of paper) buried in a stack all the way 
across the table: seventh row, fourth blue sheet, 
third white sheet under that. In situations like 
this – which often happen to us – the executive 
tends to nod and leave soon after. That always 
lifts the Design Team’s spirits. 
 
CAD design meetings are tough. The PACT 
practitioner is there to design and to be influenced 
by the master performers. Crossing between roles 
can be a common problem – and one to avoid. 
Another challenge is the constant selling of the 
design process to the master performers. All of it 
must be managed – and the facilitators need to 
trust the process. 
 
As facilitator, you must confidently and openly 
apply your ISD knowledge and skill within the 
design constraints set by the PST or Design 
Team – if you waiver too often, try to bully them, 
or fail to listen, the master performers will lose 
confidence in the process, the product, and 
ultimately in you. It’s a balancing act that requires 
a unique individual. I am impressed with our 
contributors, they saw a new way of doing things, 
recognized its promise, and then stepped bravely 
into the void. Well done! 
 
If you want to try this for yourself, buy a copy of 
lean-ISD, read it, and if you are still interested, 
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!!!!! 
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lean-ISD 
via the PACT Processes for T&D 

lean-ISD 

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

—Miki Lane, senior partner at MVM The Communications Group 

$90.00$90.00 
plus  

shipping,  
handling, and 
Illinois sales tax, 

where  
applicable. 

 
Available from 

CADDI, Inc., the 
ISPI Bookstore, 
and Amazon.

com 

A systems-engineering approach 
to ISD to help you manage the 
T&D product line for 
!ISD Program Planning 
!ISD Product Development  
!ISD Product Inventory  
!ISD Product Maintenance  

Not your father’s ISD, lean-ISD details the PACT Processes for T&D/
learning/knowledge management: architect your T&D product line for 
business-critical audiences, develop performance-based awareness, 
knowledge, skill products, plus qualification/certification instruments, 
best practices, and tools and templates. 

Align 
Target 

Improve 

“Gopher” more 
at CADDI.com 
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This is the fourth in a seven-part series discussing the  
management of a Project Steering Team (PST). In the first 
installment, I discussed the general utility of the PST. In 
the second, I discussed how to position PST decisions  
during the Phase 1: Project Planning & Kick-off gate  
review meeting. The third installment dealt with guiding the 
PST during the Phase 2: Analysis gate review meeting. 
 
In this installment, I will review how to get the PST to 
guide, dwell on, review, modify, and approve the design—at 
the Curriculum Architecture Design (CAD) and Modular 
Curriculum Development (MCD) levels. 

Summary of the Third Installment 
In the last article, I described how to engage the 
PST in a review of the detailed analysis data. I 
provided some general facilitation guidelines—
including some insights into how to subtly  
manipulate the PST—and key points to raise. I 
encouraged you to be business minded and to  
emphasize and reinforce that the PST owns the 
content decisions and the resulting consequences, 
and that you own the facilitation of the process. 
 
In this installment, I will discuss how to review 
with the PST the outputs from CAD Phase 3 and 
MCD Phase 3. CAD and MCD share Phases 1 
and 2, and even share a name in Phase 3, but the 
similarities end there. 
 
Phase 3 in a CAD project produces the systems 
architecture of the T&D product line, described 
by T&D Event and Module Specifications, organ-
ized onto a T&D Path and Individual T&D Plan-
ning Guide, and warehoused in the T&D Module  
Inventory Framework. If you think of a house, a 
CAD design is comparable to the elevations and 
the blueprints for the building. They describe the 
overall view, provide enough detail to organize the 
home into rooms, give the owner a picture of the 
layout, and provide appropriate information upon 
which to prioritize work and make rational  
tradeoff decisions. 

 

MCD Phase 3 outputs differ considerably from 
CAD Phase 3 outputs. An MCD project is used to 
define a T&D product and develop its details. The 
Design Phase outputs include Event Definitions 
that describe the intent and contents of the T&D 
product, Lesson Maps of Instructional Activities 
that logically chunk and sequence instruction, and 
Instructional Activity Specifications that spell out 
the deliverables to be produced by ISD develop-
ers: the learning objectives, T&D content,  
resources, and content timing. MCD design is 
similar to specific room designs and interior  
decorating plans. 

The Phase 3 PST Gate Review 
In both CAD and MCD projects, the Phase 3 PST 
gate review is the first time that the PST will see 
the vision of the instructional product(s) that will 
address the target audience’s critical performance 
needs. The PST is rewarded for their patience 
with a look at the product(s) specifications/
designs that result from all the preceding hard 
work. They will see enough of the product design 
to understand how the T&D product(s) will work 
to identify or predict downstream issues and to 
see opportunities.  
 
The purpose of this PST meeting is to review, 
modify, and approve (or disapprove) the designs 
during the phase for use in the upcoming  
implementation planning (CAD level) or content 
development (MCD level) activities. The PST 
placed trust in the process when they sanctioned 
the effort and handpicked the Analysis Team 
members and, subsequently, the Design Team 
members. During the design meeting, you (or the 
facilitator) were influenced by the selected master 
performers, likely engaging in vigorous  
discussions about the design. Plainly put, the CAD 
designer’s design ideas were tested; some stuck, 
some were modified, and some were dumped.  
 
In the end, the design carries the fingerprints of 
the master performers and the designer. But the 
most important measure of a good design is that 

(Continued on page 26) 
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(Continued from page 25) 
the Design Team members “own” the design  
because the designer appropriately heard and was 
influenced by the “voice of the customer.” 

Premeeting Preparation 
A design gate review meeting with hard-nosed 
business people on the PST has land mines under 
the surface everywhere. The PACT project  
manager (PPM) will facilitate the PST 
through a review of a creative design  
concept and piles of interconnected details. 
Like the analysis gate review meeting, there 
will be a lot going on in this gate review; 
consequently, the meeting can move really 
fast, or move in unexpected directions, or 
can get out of hand if the PPM is not ready 
for it. Take the time to prepare adequately. 
Consider the angles from which the PST 
will approach the meeting; review the notes 
from Phases 1 and 2.  

Materials 
To put the PST in the correct position to 
modify or approve (or disapprove) the 
Phase 3 outputs, they require a complete 
and lucid discussion of the project intent 
and its outputs created to date. During the 
Phase 3 gate review meeting, the PPM will  
 
!Review the project purpose and  

methodology. 

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

!Review the design(s). 

!Discuss and resolve project or design 
issues. 

!Preview the next phase (in CAD, preview  
Implementation Planning; in MCD, preview 
Content Development). 

!Declare/remind the PST of the design bias  
(e.g., self-paced, coached, classroom, “e,” 
blended) agreed to in earlier phases. 

!Ask for permission to proceed to the next 
phase. 

 
The pace of the meeting will depend on how well-
organized it and the PPM are. Once exposed to 
the detailed designs, the PST can, if permitted, 
spend all day reviewing them and miss other  
critical decisions necessary at this juncture in your 
project. To help keep the meeting moving along, 
create four things. 
 

1.     A narrative Design Document that describes 
the project to date – this will become a part 
of the public record of the project.  

 
2.     A logical visible/visual framework and layout 

of the designs – the PACT Processes  
provide a logical framework for both CAD 
and MCD outputs. 

 
3. A design review process that will balance the 

details and high-level design information.  
 

4.     A presentation that highlights the key  
meeting data points and issues. 

Prepare to Present/Explain 
The PPM should plan to use the presentation and 
refer occasionally to the other documents to 
prove that the details are in there. Pick review  
targets carefully. You should choose targets that 
you know to be good examples of the design—
and that the master performers can explain and 
that have a reasonable level of detail—to prove 
the details are in there—and are compact enough 
that you can show quickly and then move on. The 
PST will always want to review other things or 

(Continued on page 27) 

Curriculum Architecture  
Design 

Modular Curriculum  
Development 

" T&D Path(s) – an organization 
of T&D Events into either a 
sequence or a menu of T&D 

" Individual T&D Planning 
Guide – a tool that  
facilitates the development 
of training schedules and 
budget requirements for  
individuals, teams,  
departments, etc. 

" T&D Event Specifications – 
descriptions of how T&D 
Modules are grouped to  
provide a T&D Event (course, 
workshop, CBT, WBT) 

" T&D Module Specifications – 
macrolevel definitions of the 
Module content 

" T&D Module Inventory 
Framework – an inventory 
scheme that allows T&D 
content to be shared by 
many target audiences 

" Event Definitions – definitions 
and sequence of instructional 
lessons 

" Lesson Maps of Instructional 
Activities – a visually-
sequenced representation of 
the flow of instructional  
activities within a lesson 

" Instructional Activity  
Specifications – documents 
detailing the deliverables to 
be produced by the ISD  
developers; articulate  
learning objectives, resource 
requirements, content timing, 
instructional deliverables, and 
the sequence of learning  
objects 

See Chapter 9 in our lean-ISD 
book for more information 
about these deliverables. 

See Chapter 15 in our lean-ISD 
book for more information 
about these deliverables. 
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(Continued from page 26) 
parts of the designs, but the better prepared the 
PPM is to focus the discussion, the easier the 
meeting will flow. 
 
In addition, spend adequate time preparing by 
reviewing the analysis data from Phase 2 and the 
design outputs to glean important, key insights. As 
the PPM reviews the designs in preparation for 
the meeting, they should make notes about the 
key discussions or decisions that occurred during 
the Design Team meeting. The Design Team will 
typically have made many arbitrary choices along 
the way that the PST may not now understand. 
Reflect on those and write down some of the key 
points of the discussions leading to the decisions 
before getting caught up in the meeting.  
 
Sort the list into key training- and nontraining-
related issues. In the PST meeting, the PST will 
typically see some of the issues addressed in the 
design, but the PPM should keep the list in a “hip 
pocket” just in case the PST misses something 
critical. Unlike the analysis gate review meeting, 
the PPM may need to prompt or even spoon-feed 
some of the issues to the PST, because the PST 
will be reviewing outputs resulting from an ISD 
methodology/logic that may be unfamiliar to 
them, and they can/will get lost in this new stuff. 
Many times the PPM needs to ask for a decision 
on issues that have carried over from the Analysis 
Phase. If they weren’t decided during the Analysis 
Phase gate review, it is probably because they were 
difficult to resolve; however, it may be necessary 
to close them at this stage. 
 
A word to the wise: write down design issues  
during or immediately after the Design Team 
meeting. So much happens during a design  
meeting that you will surely forget the issues or 
nuances if you wait too long before writing them 
down. 

Participants 
If the PPM did not facilitate or observe the  
Design Team meeting themselves, they’ll need to 
review the designs thoroughly and ask to meet 
with the designer/meeting facilitator. Ask him/
her to review the designs and highlight issues, 
trends, or areas of concern. Be certain to invite 
the design facilitator to the PST meeting. The  
facilitator can add color commentary, address  
specific questions, or defend design choices that 
the PPM may not be able to. In any event, the 
PPM should be able to explain the designs in a 
storylike manner, from the perspective of the 

learner/performer. And have the master perform-
ers attend the PST meeting to back both of you 
up, if you can. 
 
Ask the PST chairperson for permission to invite 
some of the master performers to the gate review 
meeting. If the PPM did this for the analysis gate 
review meeting, there should be few concerns. 
(Sometimes the time commitment/involvement of 
master performers can be an issue. Explain that 
the master performers can demystify the design 
and answer specific content questions better than 
you can, then highlight any project-specific  
consequences that failing to involve them might 
cause. Then defer to the chairperson to decide the 
risk/reward of involving them in this “unplanned” 
activity.) 
 
Just as it was in the Analysis Phase gate review 
meting, be selective. Choose those master  
performers that are strong and articulate. It is 
likely that the PST will want to question or  
challenge the designs and the Design Team  
members themselves. Typically, the same master 
performers that were ideal for the Phase 2 gate 
review meeting would typically be best here. They 
must be able to withstand the direct questions and 
respond competently. Choose those that can  
explain how the data was generated and why and 
how arbitrary design decisions were made during 
the meeting. Every time I’ve done this, the master 
performers can tell the PST members where  
specific content is, why it’s there as opposed to 
somewhere else, and why it is specified as it is.  
 
The PPM will need to again prepare the master 
performers for their role. Simply put, they are 
there to defend and explain “their” design. Be 
aware of your own ownership—you may have led 
the design effort and may (or probably will) want 
to defend the design. But you should only defend 
the process; let the master performers defend the 
content and its configuration if they can be there. 
They can sell it much easier than you can, because 
they typically have more credibility. 
 
Practice both the presentation and the flow of the 
design review and know where everything is in the 
narrative report, in the designs, and in the  
presentation. The PPM needs to be prepared to 
personally discuss the designs at any level (or have 
the designer be able to). 

Details 
Once again, plan for all the meeting logistics. 
Make certain the room and equipment secured are 

(Continued on page 28) 
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(Continued from page 27) 
sufficient to the meeting requirements, particularly 
the design review process. 
 
A final note about preparation: if T&D people are 
on the PST, meet with them prior to the PST 
meeting to prepare them and pre-empt any angst 
about your design approach(es), the resulting  
designs, and any impact it might have on them. 
Review how the meeting will go, and explain their 
role in the meeting. Get to them early and as  
often as is necessary to prevent any blowback  
during the PST meeting. Please consider their 
situation and be kind; they may be on the hot seat 
because of their past T&D designs, and your new 
design could reflect poorly on them (remember 
the land mines?).   

The Phase 3 PST Gate Review  
Meeting 
The Phase 3 PST gate review meeting can be, 
from a facilitator’s perspective, both thrilling and 
harrowing. When the PST understands the  
designs, can relate to their intent and their impact, 
and make decisions based on the data, the  
meeting can really be rewarding for us T&D folks. 
The PST will recognize that this is a different 
brand of T&D—one that they’ve targeted and 
influenced. However, if the PST cannot see the 
benefit of the design, or the PPM cannot explain 
it, or the master performers cannot explain it, or 
you’ve wandered astray, the gate review meeting 
can generate a lot of heat for you and for the  
project. This, too, can be a blessing, because you 
will get very direct, corrective feedback before 
considerable money has been spent on the  
project—even a “stop the project this instant” 
message is valuable. 

Establish the Roles, Assumptions, and 
Expectations 

As the meeting gets under way, while reviewing 
the meeting purpose and agenda, the PPM needs 
to declare his/her intentions and biases, and 
!Inform the PST that it is their job to stop,  

modify, or approve the project and to defend 
and protect the shareholder. 

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

!Inform the PST members that they will need to 
come to some consensus decisions on how to 
proceed with any critical business issues. 

!Inform the PST that the Design Team  
members are present and are there to answer 
questions about the specifics of the design that 
you might not be able to address adequately—
in short, to explain and defend it. 

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

!Declare/remind the PST of the agreed-to  
design biases. 

 
The PST meeting is a chance to again hear the 
“voices of the customer.” I always tell the PST 
that (or something to that effect). The PACT 
Processes are deliberately designed with  
opportunities to hear and react to the “voices.” 
The meeting forums provide structured, thought-
ful methods to facilitate, collect, document, and 
report what the voices tell us. In ordinary ISD, the 
voice can be muffled, distorted, or completely 
ignored because the method often listens more 
intently to the “voices of the suppliers”—the 
T&D/HR folks themselves. Make certain that the 
PST knows that they are in this meeting to be 
heard and then declare, and reinforce as regularly 
as is required, that the suppliers are there to hear 
and not to be heard unless directly addressed. 
This can be a difficult pill to swallow for them. 
 
One technique to employ is to create two sets of 
seats. The “front” table of PST members and  
Design Team members (if Design Team members 
were invited) and a “back” table of observers, 
usually T&D/HR folks. Focus the meeting and its  
discussions on the front table. There will be times, 
of course, where the members of the back table 
cannot any longer remain quiet.   
 
For example, if any T&D/HR folks in the PST 
gate review meeting have a different design bias, 
be prepared for plenty of discomfort in the ranks 
of the back table. You will see all sorts of body 
language. Before inviting a member of the back 
table to participate, I often will ask the PST for 
permission to include the T&D/HR folks in the 
conversation. Usually they agree; they can be  
fair-minded people. Just manage the discussion 
and look for clues from the front table that 
they’ve heard enough. It has been my experience, 
however, that the PST has little trouble telling the 
back table to be quiet. 
 
The above declarations never come out of my 
mouth in the same order or in the same manner 

(Continued on page 29) 
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(Continued from page 28) 
twice. Just make sure to cover them. (There may 
be more that you need to declare—just make sure 
to do it.) 

Getting Started 
After you have made the declarations, conduct a 
quick round of introductions (this may not be 
necessary if the players haven’t changed; it’s  
situational). This will get the Design Team  
members into the flow early and begin to soothe 
any potential uneasiness about being there with 
any of the bigwigs (you know, the boss’s boss). In 
addition, the PST will be able to put faces with 
names and perhaps provide some recognition for 
the organization’s master performers. 
 
As you did in the Analysis Phase gate review 
meeting, put up a parking lot poster for issues, 
comments, and concerns that arise during the 
meeting. Continue to make everything visible; if 
you forget, the PST is likely to remind you. 
 
Review the project phases and status. If there are 
new PST members, or several months have  
transpired between PST meetings, take your time. 
Better yet, brief any new PST members before the 
meeting so as not to slow it down for everyone 
else. Make sure the PST understands what the 
original project purpose was/is and how the  
project is being conducted. If there have been no 
new additions, a high-level review will likely be 
sufficient. Declare that you wish to protect the 
PST’s time, but let them drive the need for more 
project information to meet their needs.  

Managing the Design Review 
Begin the review of the designs by doing two 
things. First, declare to the PST that the real  
measure of the design at this point is that the  
Design Team members “own” the design and are 
willing to defend it. Then, review the Design 
Team responses to the five questions asked at the 
end of the analysis meeting regarding the  
completeness and accuracy of the data collected. 
The following are the standard CADDI meeting 
debriefing questions: 
!What percentage of everything possible 

(regarding the job performance and required 
knowledge/skills) was captured in the design 
during our meeting? 

!What percentage of the critical items (regarding 
the job performance and required knowledge/
skills) was captured in the design during our 
meeting? 

!What specific comments do you have regarding 
the design(s) we produced? 

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

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

 
Provided that the Design Team gave encouraging 
responses to the questions (which they always do), 
the PST has just been manipulated into a better 
position to approve the designs. Emphasize that 
the designs you are about to review will, if  
approved, become the basis for the content  
development and eventually the products  
produced. In addition, it is wise to mention that 
the designs will refine and self-correct during the 
next phase. It is, after all, a living data set. 
 
Next, review the designs created during the design 
meeting at a conceptual level. To do this, I put 
myself in the role of a typical learner and tell what 
will happen to me as I experience this approach to 
T&D. This is a really high-level look at the designs 
and should center on the big ideas or milestones 
of the T&D product configuration. The story of 
the typical learner should be as short as is  
reasonable and compellingly told. If possible, use 
a master performer to tell the story instead of  
doing it yourself. At the very least, ask the master 
performers to contribute by pausing the story 
from time to time to offer them time to comment. 
 
On a recent CAD project, the story I told was very high-
level. We discussed that the curriculum consisted of five 
phases. In the first phase, the learner was introduced to the 
company, the department, and the job. In the second, the 
learner was given some basic, practical survival-level skills 
in client management (customer service) and sales. In the 
third, the learner built on the survival skills by adding 
product knowledge (and practiced more sales skills) and the 
different ordering processes (and again, practiced more sales 
skills). In the fourth, the learner focused on billing and 
order problems (and practiced turning difficult client  
situations into sales opportunities). In the fifth phase, the 
learner wrapped up the curriculum and completed some 
final preparation for real work and just in case, practiced 
even more sales skills. The story was embellished with  
examples and details that would be meaningful to the PST. 
I tailored the presentation to the PST. I had learned what 
mattered most to them in the earlier meetings and made 
sure to relate the curriculum description to their needs. 
 
Before going too much further, spend a moment 
to review how the analysis data made its way into 

(Continued on page 32) 

First, declare to 
the PST that the 
real measure of 
the design at this 
point is that the  
Design Team 
members “own” 
the design and 
are willing to  
defend it. 
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EPPI is CADDI’s Human Performance Technology methodology. Built from the sound base of our PACT 
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T&D T&D Systems ViewSystems View  
 

We help organizations better operate the 12 systems of T&D/learning/knowledge management 

CADDI has proven, repeatable, systematic methods 
that will 
 
! Improve your ROI and EVA by aligning your 

T&D and performance improvement organizations 
with company strategy, business needs, and the 
performance of key target audiences. 
 

! Optimize the systems and processes of your T&D 
and performance improvement organizations for 
efficient operations and effective products and  
services. 

 
 
 
 
 

The nuts and bolts: 
CADDI conducts a three-day workshop with your key 
T&D stakeholders and customer stakeholders to assess 
and target improvements of the T&D/learning/
knowledge management systems and processes with 
worthy ROI. 
 
For more information, contact 

 
Brian D. Blecke 

Partner 
CADDI, Inc. 

175 Jackson Avenue, Suite 215 
Naperville, IL 60540 

Phone: (630) 355-9800 
Fax: (630) 355-9818 

E-mail: CADDI@caddi.com 

Gopher 
more @ 

CADDI.com

Gopher 
more @ 

CADDI.com

© 2000 CADDI, Inc. 

A CADDI Consulting ServiceA CADDI Consulting Service  
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The amount of 
detail covered and 

the amount of 
time spent  

reviewing details 
is a judgment 

call. For certain, 
review the first 

few events 
(CAD) or  

lessons (MCD) 
at a detailed level 
to prove that the 

detail is there. 

(Continued from page 29) 
the design(s). 
 
Then, quickly review the elements of the  
design(s). For a CAD, explain what a T&D Path 
is, what the Individual T&D Planning Guide is 
and how it can be used, explain T&D Event 
Specifications and T&D Module Specifications, 
and review the T&D Module Inventory Frame-
work. 
 
For an MCD, review and explain the elements of 
the Event Definitions, Lesson Maps, and  
Instructional Activity Specifications.   
 
In both CAD and MCD projects, make sure to 
establish review boundaries to keep the PST on 
track. I will typically let them review the title, the 
length, and the sequence of the modules, events, 
lessons, or instructional activities. In addition, I 
will let them review enough of the detail to prove 
that the product is sound and isn’t a pile of “foo 
foo” (that’s a Guy-ism), but I control this review. 
(Well, to a degree I control it. The PST can and 
often does ask pointed questions that take the 
meeting in a different direction. Hey, it’s their  
design; go with it for a little while, let the PST run 
out of gas, and then get back on track.) I pick 
parts of the design that will show off the product, 
and I pick parts that will highlight issues. Explain 
that the time associated with each event, module, 
lesson, or instructional activity is incorrect, but 
close (we typically say they are accurate to  
between +/-25 percent). 

What Happens to Inspection when 
Quality is Designed in Upfront? 

As you begin to review the outputs of the Design 
Team meeting, a marvelous and subtle manipula-
tion occurs. In the Phase 2 PST gate review  
meeting, the PST identified the master performers 
(or agreed to your list) for the Design Team  
meeting. They chose carefully. They chose best-
in-class people. They made a commitment. The 
designs were influenced by their trusted, hand-
picked master performers (that provided such 
compelling data in the Analysis Phase). 
 
Heck, the members of the PST and the members 
of the Design Team probably had offline  
conversations about the design prior to the PST 
meeting. They are now together to review the  
designs—to discuss completeness, accuracy, and 
fit with the company. You are their guide. They 
are already set up to agree and buy in. For sure 
there’ll be clarifying questions, but they are already 

influenced by the circumstances of their past  
decisions, collaboration and involvement, and 
their egos, to agree with and approve the designs. 
 
The amount of detail covered and the amount of 
time spent reviewing details is a judgment call. For 
certain, review the first few events (CAD) or  
lessons (MCD) at a detailed level to prove that the 
detail is there. Ask the PST if they wish to  
continue at that level or if they wish to review the 
data at a broader level. For the PST, however, this 
is the third PST gate review meeting, and they 
should be gaining confidence that the project will 
accomplish its intended goals. In addition, they 
picked the master performers and by now have 
developed a level of trust with them, the process, 
and you. They will probably not need a deep,  
sustained dive into the details.  
 
As has been the case all along, every time your 
customers—the PST and the Design Team—
engage in discussions about the design(s), or  
issues, or concerns, they increase their ownership 
of the design(s) and the project. They also  
increase their comfort that the job and its details 
“are in there.” Often PST members have  
remarked how good they feel about the training 
designs, or how much better these products will 
be than what they have today, or how much they 
enjoy a rational approach to the training. They 
have confidence because they are in the driver’s 
seat and have their hands firmly on the steering 
wheel. Listen for comments like those, because 
those sorts of comments are very good news. 
They are well on their way to approving the  
design(s)—and approving the project for the next 
phase. 
 
At this point, do a quick midmeeting check-in to 
collect a little voice of the customer input. Ask the 
PST how well the design(s) reflect the job require-
ments and the required knowledge/skills. (A little 
sales tip here: unless you are absolutely confident 
of the answer, ask an open-ended question to get 
them talking.) Let anyone at the front table with 
an opinion answer the question(s). Listen carefully 
and write down any issues or concerns that are 
raised.  
 
As you listen and document the PST input, pay 
attention to the back table. They will often be 
squirming for a chance to contribute to the  
meeting. I will get their input, but I will always 
attempt to control when and how the back table 
comments. I use a facilitation technique. After I 

(Continued on page 33) 
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(Continued from page 32) 
collect all the input from the voice of the  
customer (the PST), I turn to the back table and 
ask the members the same questions. Consider 
their position. They just heard comments from 
their customer about product designs influenced 
by handpicked master performers. This is a  
delicate moment. Most often the back table  
comments fall into two big categories. 
!Their comments parallel, support, or restate a 

PST comment or group of comments. 

!They offer congratulations to the PST and the 
Design Team for the designs. 

 
It is awfully hard for a member of the back table 
to outright rain on the parade. However, when 
one does (and from time to time one does create a 
little rain), listen carefully, because you will often 
hear a comment worth listening to. 
 
Caution: Reviewing the design(s) takes time. Encouraging 
the PST and the Design Team to discuss the design(s) in 
detail could consume the entire meeting (another land mine). 
Facilitate the discussion so it doesn’t head off the path for 
too long, because you have to save time for the really critical 
stuff. You will likely need a little less than half the meeting 
to deal with the issues, development or implementation  
constraints, and miscellaneous items that remain. However, 
this is all situational. There are times when the PST  
members think that they must touch every piece of the  
design(s). Inform them of the consequences—one might be 
that the meeting runs long—and let them decide if the  
detailed review is necessary (after all, their handpicked  
master performers influenced the designs). If they have to 
review it all, so be it. Schedule time to review and resolve 
the issues and support their need. 
 
Ask the PST if they have any issues to note based 
on their review of the design(s). If so, capture the 
issue(s), key points, and decisions on a flip chart.  
 
The nature of the meeting typically leads the PST 
to take even more pride in their handpicked  
master performer selections; they realize how 
much work the Design Team did. And listen for 
the “sounds of marketing,” including phrases like 
“wait until I show this to . . .”  or “This is the 
best . . .” Once the PST starts down that path, you 
have effectively secured an incredible marketing 
machine—the word-of-mouth machine. This is 
especially powerful if your PST is loaded with 
hard-nosed business people (line or operations 
folks) versus the “friends of training.” They’ll take 
care of the project in that regard from here on 
out, will ensure resourcing, and will defend the 

design (or you) from all detractors. The power is 
unmistakable. 
 
Once the design has been reviewed, introduce the 
nontraining and other training issues that you 
have identified. Raise the issues that will affect the 
effectiveness of the end product, such as any key 
environmental deficiencies from the Analysis 
Phase that are yet unaddressed. Raise the issues as 
discussion topics, and keep good notes visible on 
a flip chart. Be prepared to offer/explain the  
consequences or impact of the issue on the  
project outcomes if it is not adequately attended 
to. But don’t, unless asked; and even when asked, 
resist the temptation to tell the PST how to address 
the issue. Each time you contribute, you own 
more of the project. Remember, you want them to 
own the content and consequences of the project, 
leaving you to own the process. Manage the time 
carefully so that each issue has an appropriate 
amount of airtime. 

Preview the Next Phase – For CAD 
If you are conducting a CAD project, preview the 
Phase 4 – Implementation Planning activities for 
the PST. Highlight the process that will be used to 
prioritize the T&D Modules and explain that  
additional data, such as an estimate of develop-
ment cost, will be included in the discussion. 

Preview the Next Phase – For MCD 
If you are conducting an MCD project, preview 
the Phase 4 – Development/Acquisition activities. 
If you have already done detailed development 
planning, such as predicting the number of  
revision cycles, or if detailed development  
planning is the next step in the project (or first 
step in the Development Phase), conduct a high-
level review of those activities. Provide a high-

(Continued on page 34) 
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They can see the 
design(s) and  

understand how 
it relates to the 

business’s  
performance need. 

(Continued from page 33) 
level view of the project tasks and schedule (if it’s 
tentative, tell them so and then move quickly to 
make the dates firm).  
 
As you tell the PST how you intend to develop 
the products, also explain to the PST that you will 
follow your declared intent (done here in the 
meeting) for the next phase, unless they redirect 
you.  
 
In addition, ask the PST for any flash points to 
watch out for during development. Also ask them 
for any future-state issues recently brewing that 
may ultimately impact the effectiveness of the 
T&D products produced (such as changes in key 
processes, new job designs, etc.). 
 
After all that, take a few minutes to identify your 
T&D and customer Development Team  
members. The Development Team should consist 
of master performers and subject matter experts 
who have pertinent information for use in  
development. Spend a few minutes, then,  
identifying criteria for any pilot participants.  
 
The real trick in developing content is staying 
within the designed boundaries. The ISD  
professionals will need to be prepared with a 
sound understanding of the entire design (not just 
their little piece or their few pieces). They will 
need to be steeled against a persuasive subject 
matter expert who wants to put a little more  
content in the design for good measure. Discuss 
and reach agreement on issue-escalation  
procedures. 
 
The PST will need to be told how you intend to 
solve disagreements, resolve issues, and seek  
recourse if a roadblock is reached.  
 
Prepare the PST for the Development Phase ups 
and downs, and predict the issues to be managed. 
Generally, get ahead of the curve, and the PST 
will back you (they’ve grown to trust you a little). 
The PST will next come together after the pilot! 
(That’s right, the proof of the design is in the  
results, not in the materials.) 

Revisit the Project Goals and Measures – 
Yet Again 

Before ending the meeting, review the project 
measures established in the Phase 1 gate review 
meeting. These are your “gate review” criteria. 
Ask the PST if it appears, based on the data  
collected, the design(s), and their interim  

discussions, that the project will meet its intended 
targets. In other words, is it still a valuable project 
for the shareholders, and is it “on-track”? 
If no gate criteria were established in Phase 1 or 2, 
ask the PST for them now. Write them on a flip 
chart and make certain that they are reviewed 
again in the next gate review meeting. 

In the End . . . 
When the Phase 3 PST gate review meeting is 
over, you will be exhausted—so will the members 
of the PST. They may not be used to being pulled 
and dragged through so much detailed design data 
and across so many issues in a day. The PST will 
most likely have approved the design(s) for use in 
the next phase. The meeting should produce  
approval that the appropriate Design Phase  
outputs are sufficient for use in the next phase. 

Summary 
The Phase 3 meeting gives the PST a clear  
understanding of the T&D solution to their  
performance problem(s). They can see the  
design(s) and understand how it relates to the 
business’s performance need. They now have 
something tangible to promote and defend in the 
company—to their peers and to the doubters. 
They can, and typically do, wear their participation 
with some measure of pride, because they can see 
that they’ve had a hand in doing something 
worthwhile for the company and for the share-
holder. 
 
The fifth installment will focus on the PST role during 
implementation planning—choosing the T&D products 
based on return on investment (ROI) or economic value 
added (EVA®). This is where the PST members really 
earn their keep. In the sixth, I will discuss the role of the 
PST as a CAD or MCD project ends. In the seventh and 
final installment, I will discuss the downside risks of using 
a PST and offer some techniques that will help you avoid 
the pitfalls.!!!!! 

EVA is a registered 
trademark of Stern  

Stewart & Company 

Think Spring! 
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Three Levels of Instructional Systems 
Design 
If you have been reading the previous articles in 
this series, you already know that 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. 

!Instructional Process Design . . . is like . . . 
Component Design, similar to the floor plan 
for a specific house. 

!User Interface/Instructional Activity Design 
(IAD) . . . 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 activities and materials  
formats, layout, organization, etc., last at the user 
interface/instructional activity level.  
 
Continuing the comparison of training design with 
other kinds of design activities, 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 
achieve or conditions the design must meet. (I am 
using the term “goals” broadly to encompass 
macro-requirements, key characteristics, and  
general statements of intent.) Training designs 
should have design goals also.  
 
The previous article addressed the focus and  
design goals for Curriculum Architecture Design 
in which content is chunked into components, 
grouped into deliverables or “Events,” and placed 
on sequenced learning paths for targeted  
audiences. This article addresses the design of the 
instructional process for a single instructional 
event/deliverable, which is closer to what the  
industry views as instructional design, though 
there are some differences even at this level  
between CADDI’s approach and “industry  
standard” approaches for Instructional Systems 
Design (ISD).  

Instructional Process Design 
The design of the instructional process sits between 
the high-level Curriculum Architecture Design 
and the detailed user interface and instructional  
activity design. This process is analogous to the 
detailed design of an individual subsystem (like the 
engine in the design of an automobile). The  
similarity is that the subsystem has to be designed 
to support/work within the overall system  
parameters. In training language, each lesson has 
to fit within the overall training event, and each 
individual activity has to fit within the lesson it is 
part of. Our approach would go further and  
specify whether selected activities need to be  
sufficiently “stand-alone” in their structure to  
allow them to be designed to be reuseable within 
other lessons/events with minimal to no  
modification.  
 
The goal of instructional process design is to map 
out the flow of activities through which the 
learner will progress to reach the end goal of  
becoming “able to perform . . .” This level of  
design is closest to the “ADDIE” model. For  
diehard instructional designers, Gagne’s events of 
instruction would apply at this level. 

(Continued on page 36) 
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COMPONENT DESIGN FOR TRAINING 

Instructional Process Design 
by Peter R. Hybert 
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Start from the 
performance and 
backward chain 

to derive the  
instructional 

process. 

(Continued from page 35) 
 
This level of instructional design is the subject of 
a great deal of complaints by clients and  
practitioners alike. There are a lot of reasons—
one is that designers forget that the goal of all 
training is performance, and instead get distracted 
by the instructional design process itself. Some 
symptoms are 
!Fixating on objectives—writing layers and  

layers of supporting objectives until the learning 
goals are so trivial that nobody would seriously 
tolerate being taught or tested based on them. 

!Hyperanalyzing the performance and learning 
requirements—in this case, the designer spends 
a great deal of time contemplating things like 
learning styles or the learning characteristics of 
the prototypical audience member, instead of 
designing activities that fit the type of content. 

!Fixating on media selection decisions—typically 
trying to force the use of exotic/expensive  
deployment platforms to avoid reliance on  
human instructors, or so the designer can get 
experience with “cutting-edge” technologies. 

!Overemphasizing communication of  
knowledge content, such as facts, concepts, 
rules, etc., rather than the application of that 

content in various performance contexts—
learners go away knowing a lot of stuff but 
can’t do the job once they leave the training 
setting. 

!Over-testing—building-in some kind of test for 
every objective, instead of targeting the testing 
on performance. 

 
The above problems result from viewing learning 
and instruction as academic, complex, and  
arcane—or, actually, as an end in itself. There is a 
simple fix to the above—start from the  
performance and backward chain to derive the 
instructional process. Think of the instructional 
process as the steps the learner needs to be 
dragged through to install in them the capability 
to perform. The goal should be to get it done  
effectively using the least amount of effort. 

Instructional Process Design Goals 
A good instructional process would meet the  
design goals listed in the table below. 
 
As an example of how these design goals would 
play out in real life, let’s look at how the training 
would be different, assuming that the Curriculum 
Architecture Design has already been completed. 

(Continued on page 37) 

Instructional Process Design Goals In Normal English 

Supports performance, even if the  
training is only addressing enabling 
knowledge and skills 

The design includes sufficient practice in job-like situations so that 
the learners can and will use the training on the job. 

Enables individual learning (even in 
group-paced training) 

Every participant gets a chance to practice (and receive  
feeback) applying what they learn. 

Minimizes the training process cycle-
time and resource consumption (cost/
effort) 

Participants’ time isn’t wasted training them on things they already 
or don’t need to know/do. 

Ensures reliability, repeatability, and 
maintainability 

The training is designed in a format that will work over time and in 
various anticipated environments (e.g., different instructors or 
group sizes). 

Stays consistent with the modular  
structure created during the CAD  
process 

The reuse is planned during the Curriculum Architecture Design is 
continued in the MCD level—content from individual modules is 
kept separate so that future revisions and/or sharing is easier. 

Evaluation is applied in a targeted 
manner, minimizing the amount of  
testing focused on enabling  
knowledge/skills 

Tests are simulations of the actual job task. Little, if any, time is 
spent testing whether the learners can recall facts or rules. 

Learners are given sufficient support to 
ensure success 

If an exercise is planned, there is sufficient explanation, examples, 
tools, and feedback to allow the learner to complete the exercise 
successfully, assuming a learner is making a sincere effort. (We  
usually include a demo and sample output for every exercise.) 

Figure 1 
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(Continued from page 36) 
 

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 configura-
tions 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 — The “typical”  
instructional process design would probably 
result in a series of lectures by those  
knowledgeable about the design of the new 
tool possibly supported by a manual that  
describes every feature of the tool. Each  
lecturer would emphasize areas in which they 
are most interested and/or knowledgeable 
about. There would likely be a great deal of 
“nice to know” and “exception only”  
information but little time spent actually  
using the tool—as a result, after training  
nobody would really know “how to” use the 
tool for basic task performance. 
 
A Better Approach — However, to generate 
a sound instructional process, the Design 
Team could have been facilitated through a 
process that “backward chained” training 
based on the desired end performance. The 
team following the Modular Curriculum  
Development (MCD) process would have 
 
1.    “Chunked” the content into lessons  

targeting the final performance starting 
from the modules and content specified 
during the Curriculum Architecture  
Design process. 

 

2.     Defined that the desired end perform-
ance for one lesson was for the  
salesperson to be able to ask the  
customer questions and select the right 
“generic” solutions. 

 
3.     Worked backwards from this perform-

ance to decide what the learner had to do 
prove that he/she could perform. The 
team might suggest quizzes or even tests 
but, given the performance need, the 
facilitator may have led the group to  
decide to have small group exercises and 
a debrief. The exercise would have been 
based on the performance—learners 
would practice asking the customer the 
right questions and selecting the right 
“generic” solutions. They would have 
decided how many and which types of 
exercises were appropriate to ensure the 
learner was really ready to “go live.” 
These “chunks” of instruction would be 
organized into one or more activities. 

 
4.     Decided that the instructor should 

model how to do the above before  
sending the learners into an exercise—so 
they would have specified some kind of 
video or live demo to precede the  
exercise. This demo would be another 
activity.  

 
5.     Identified key information, rules,  

examples, etc., that the learner would 
need to experience before trying to “do 
it.”  In this example, it is likely that there 
are things about how the system works, 
installation issues, etc., that the engineer 
now knows that the salesperson would 
need to learn in the future. This content 
would be grouped into activities as well. 
They would realize that completing the 
exercise described in #3 would  
sufficiently test the learner’s grasp of the  
information and would have used  
quizzes and tests sparingly, if at all. 

 
6.     Sequenced the above activities into a 

logical sequence for learning and  
organized it to fit the delivery media. 
(For example, in a group-paced class-
room course, you might shift activities in 
the schedule to make them fit lunch 
times, convenient homework breaks, 
etc.) 

 
CADDI uses our MCD process to define this 
level of instruction process to ensure that the 
training will lead to the desired end performance.  

(Continued on page 38) 

They would have 
decided how 
many and which 
types of exercises 
were appropriate 
to ensure the 
learner was really 
ready to “go 
live.” 
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Too often we  
instructional  
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our own worst 

enemy when we 
let our process/

technology  
interfere with our 

focus on the  
performance  

requirements of 
the end customer. 

(Continued from page 37) 
It will ensure that evaluation is applied appropri-
ately given the relative importance of the perform-
ance and time/cost of the evaluation. And, it 
should reinforce and/or further implement the 
modular structure so that the shareability intended 
in the CAD is not overlooked as multiple MCD 
projects move forward. 

Some side benefits of this type of design is that it 
results in a group of target audience representa-
tives that will support the designer if needed (for 
instance, if someone later wants to shorten the 
training by removing the exercises). And,  
designing discrete activities allows multiple  
developers to be brought in to work in parallel to 
build the actual materials more quickly. 

Conclusion 
Too often we instructional designers can be our 
own worst enemy when we let our process/
technology interfere with our focus on the  
performance requirements of the end customer. It 
is analogous to working with an IT person who, 
rather than understanding what you are trying to 
do with your computer and explaining things in 
language you understand, insists on talking in their 
language and trying to get you to adapt to the 
technology instead of vice versa. If you have never 
had that experience, trust me, it’s maddening! 

 
Instead, an effective designer will determine the 
customer’s performance and enabling knowledge/
skill requirements and then work with them to 
deliver a solution that will meet the needs—by 
default, the solution will also fit the requirements 
of sound instructional design, but the instructional 
design theory will be at least mostly transparent to 
the customer.  
 
Effective instructional process design can be 
greatly accelerated by using a group process, as we 
do in the MCD process. This makes the 
“backward chaining” approach very visible, and it 
builds support for true performance-based  
exercises. A side benefit is that, by having to lead 
a group through the thought process, the designer 
can’t get sidetracked by their own interests or  
specialist concerns. Instead, because you have to 
defend, or at least explain, your design rationale, 
the group keeps you from drifting away from the 
performance focus.  
 
The next article will address the most microlevel of  
design—learner interface design. The majority of the micro-
level design work is actually part of the development phase 
in our lean-ISD methodology . . . . 
 
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.!!!!! 

©1999 CADDI, Inc.

MCD Phase 4

Development/
Acquisition

MCD Phase 6

Revision & 
Release

MCD Phase 1
Project 

Planning & 
Kick-off

MCD Phase 2

Analysis

MCD Phase 3

Design

MCD Phase 5

Pilot Test

A CADDI 3-Day Workshop 
Call us for information:Call us for information:  

T&D Systems Assessment T&D Systems Assessment 
WorkshopWorkshop  

 
Review and assess your formal and  
informal T&D/learning/knowledge 
management systems and process for 
their adequacy and return on  
investment potential for pursuing any 
improvement! 

© 2000 CADDI, Inc. 
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The performance checklist provides a real  
opportunity to support the work of the organiza-
tion without having to spend a lot of time and 
money on more esoteric interventions. It is almost 
universally applicable whether the goal is to  
identify ducks or introduce new sophisticated 
computer software. The keys to success in  
implementation are two. 
!Access to a source of valid reliable information 

about the job. 

!Confidence in your ability to evaluate the  
instrument, its application, and the results.  

 
Content is always crucial. The steps or elements 
on the checklist must mirror the actual task or 
thing as closely as possible. And, for the most 
part, this is not an academic exercise. No matter 
how good a thinker you are, you can’t truly  
represent something you have yet to experience 
directly. To get the content, go to the source. You 
may have to invent the source, for example, if you 
wish to develop a checklist for a job that has yet 
to be defined. So do it. Set up a pilot and try it 
out. When you have it right, develop the checklist. 
Please don’t develop the checklist first.  
 
Try to be as specific as possible. Our foolish little 
checklist about the duck is foolish because it  

doesn’t tell us what a duck sounds like, how it 
should look, or how it walks. It leaves those things 
up to the observer so, for those who have never 
seen a duck, just about any living thing would 
qualify. Specificity requires criteria. Ah, the crux 
of the matter. A performance checklist must spell 
out the criteria. The content, to be appropriate, 
will contain criteria that define the task or thing in 
question beyond doubt. 
 
Given correct content you can have confidence in 
your ability to evaluate. Without good content you 
should have doubts about any conclusions you 
make. It is that simple.  

Outcomes 
Now think about outcomes. What will you have 
when you have developed and used a good  
performance checklist? It depends, of course, on 
what you intend. If you want the checklist to serve 
as a learning tool, then learning should be an  
outcome. If you want to use it to discover where 
workers are remiss or in error, the results should 
include suggestions for remediation. If your intent 
is to pass judgment on the adequacy of a worker’s 
efforts then evaluation is the goal. 
 

(Continued on page 40) Ah, the crux of 
the matter. A 
performance 
checklist must 
spell out the  
criteria. 

READY . . . CHECK 

Critical Elements of a Performance 
Checklist 
by Odin Westgaard, Heurists, Inc. 

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 

1. Make sure PC is up. —  

2. Select Juno®. No Didn’t recognize icon. 

3. Select “World Wide Web.” —  

4. Close advertisements. No Chose to open two ads. Fooled by  
the way they were presented. 

5. Wait for return to normal operation. N/A Almost instantaneous. 

6. Select Web search window. —  

7. Enter. No Had to suggest keyword. 

8. Go. —  

Table 1: Find a Web site on Internet Explorer with Juno as Provider 

Administered by:  Date: 12-3-99 

Respondent:  Date: 12-3-99 

Juno is a registered 
trademark of Juno 

Online Services, Inc. 
Jerry Sloan 

John Jacob 
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error, the results 
should include 
suggestions for 

remediation. 

(Continued from page 39) 
In any case, the outcomes will include 
!Documentation of the respondents’ efforts 

!Data that can be treated formally through  
statistical techniques 

 
A completed performance checklist may look like 
the example in Table 1 on the previous page. 
 
Jerry’s errors are documented along with the  
reasons they were errors. He accepted John’s 
judgement by signing and dating the form. In  
addition, one might assume, he could correct his 
behavior on the spot without formal training or 
other intervention. Although this is a very simple 
illustration, the outcomes are the same as they 
would be for a far more complex and detailed 
checklist. My own experience includes a checklist 
with more than 240 separate steps. It includes all 
aspects of a very complex operation. Still the  
outcomes were the same and the efforts of the  
respondents were as well documented. 
 
But how about that claim that these results can be 
treated statistically? No problem. Simply convert 
the checks, Nos, and N/As to numbers. For  
example “—” is a 1, “No” is a 2, and “N/A” is a 
3 (see Table 2 below). 

You can use a Chi Square Goodness of Fit  
procedure to compare these results with what is 
expected, what others have done, or what this 
particular person has done (whether there has 
been improvement). If and when a set of results is 
shown to be significant, the comments made by 
the assessor should provide enough information 
for you to take action. 
 
One final caveat. I could have written a book 
about performance checklists and how to use 
them. So, please, don’t consider these articles to 
be all there is to know about this intervention. 
But, at the same time, feel confident that if you 
follow the advice given here, you will have an  
intervention you can use with confidence and in 
many situation. 
 
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.!!!!! 

Step Description Check Comments 

1. Make sure PC is up. 1  

2. Select Juno®. 2 Didn’t recognize icon. 

3. Select “World Wide Web.” 1  

4. Close advertisements. 2 Chose to open two ads. Fooled by  
the way they were presented. 

5. Wait for return to normal operation. 3 Almost instantaneous. 

6. Select Web search window. 1  

7. Enter. 2 Had to suggest keyword. 

8. Go. 1  

Table 2 

CADDI does 

performanceperformance--based based Certification SystemsCertification Systems  
Visit www.CADDI.com/Qualification-Certification_Systems.htm 

to learn more about this consulting service. 
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Background 
This is the second article in a series on CADDI’s 
approach and systems/processes for Human  
Asset Management (HAM), a component of our 
EPPI (Enterprise Process Performance  
Improvement) methodology. 
 
Have you ever thought . . . 
 
Wouldn’t it be great if the enterprise HR systems provided 
you with exactly what was expected of you; provided great 
T&D to develop the knowledge and skills to do your job; 
assessed, evaluated, compensated, and rewarded you based 
on the same consistent performance expectations? 
 
CADDI thinks so . . . and, we know how! 
 
The opening article of the “CADDI Walks Our 
Talk” series provided an overview of CADDI’s 
approach to Human Asset Management Systems 
(HAMS). It’s an approach that evolved from our 
experience that “touched on” several HAM  
systems but never got our hands around all of the 
systems. We knew what we wanted to do—
manage employee and enterprise performance by 
putting all of the key systems and methods in place to 
direct and support human performance within the 
context of business process—and we were pretty 
sure we knew how to do it. So, we decided to 
“operate on ourselves,” and we are tackling  
several projects to implement and/or improve the 
HAM systems within our organization. 
 
This article, the second in the “walk the talk”  
series, describes how we laid the foundation for 
the HAM systems. Through our methods for 
macroprocess/process mapping and Performance 
Modeling, we captured the process performance 
requirements that would drive our various HAMS 
subsystems. 

The Macroprocess Map 
It all starts with a Macroprocess Map that is the 
overall framework for organizing all of an  
organization’s business processes. The Macro-
process Map identifies the processes and  
organizes them into three types – leadership, core, 
and support. 
!Leadership processes are the processes that  

provide direction to the business, e.g.,  
operations planning, strategic planning, etc. 

!Core processes are an organization’s primary 
business processes – what the business is “in 
business” to do 

!Support – processes that support your “core” 
business processes, e.g., human resources,  
information technology, etc., as well as the  
leadership and support processes 

From the “menu” of macroprocesses identified in 
CADDI’s Macroprocess Map, we targeted several 
critical areas to “dive in” for additional analysis 
based on where CADDI leadership felt our  
process performance improvement efforts should 
focus. The targets on the two graphics on this 

page indicate 
the HAMS we 
were targeting 
for our  
improvement 
efforts and the 

(Continued on page 42) 

Manage employee 
and enterprise 
performance by 
putting all of the 
key systems and 
methods in place 
to direct and  
support human 
performance 
within the  
context of  
business process. 

PART 2: 
LAYING THE FOUNDATION FOR GREAT HUMAN ASSET MANAGEMENT SYSTEMS (HAMS) 

CADDI Walks Our Talk 
by Kelly R. Smith 

Human Asset Requirements

Process
Map <= Performance

Model 

Process
Map <= Performance

Model 

Performance Appraisal 
& Management Systems

Compensation & 
Benefits Systems

Reward & Recognition 
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Organization & Job 
Redesign Systems

Staffing & Succession 
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Recruiting & Selection 
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Training & Development 
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only  
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we decided we 
would tackle  
improvement  
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(Continued from page 41) 
macroprocesses we would need to analyze to  
accomplish this  
 
EPPI’s detailed analysis, which includes creating 
Process Maps and Performance Models, isn’t 
done for every last process (that might put us in 
“analysis paralysis”), but is targeted on only  
processes where we decided we would tackle  
improvement efforts. The bull’s-eyes on 
CADDI’s Macroprocess Map indicate those  
targets where we would complete the detailed 
analysis that would drive 
!Training and development (T&D) for the  

consulting role 

!Expanding an existing certification system to  
certify additional roles/performance within the 
company 

!The design and development of a performance 
appraisal and management system (for key roles 
within CADDI) 

!Redesigning several jobs (and developing some 
recruiting and selection tools) due to changes in 
the organization 

Process Maps and Performance 
Models 

Process Maps and Performance 
Models are created for a more 
detailed view of process  
performance that isn’t provided 
by the “macro” view of the 
process. These two  
complementary views of  
process performance not only 
provide you with more detailed 
“steps” of the process, but they 
also tell you what is being  

produced, who is doing what to produce it, how 
you know what’s being produced is good or bad, 
and where things are typically not working and why. 
This level of information can feed/drive your  
performance-based HAM systems. By organizing 
the more detailed data in the Process Maps and 
Performance Models within the same framework 
as the macroprocess map, you will have data that 
is “linked” up and down, allowing you to feed 
into and from other processes, even if you aren’t 
focusing your current efforts on those areas. 
 
The Process Map view expands the detail of the 
macroprocess identified in the Macroprocess 
Map. Process Maps provide you with a more 
“granular” level of process steps and also  
identifies the role responsible for the step.  
Additionally, Process Maps provide the “inputs” 
and “outputs” from and to other processes. The 
Process Maps you create for this effort to affect 
your HAM systems will also be very useful tools 
within the organization to provide clarity  
regarding the process itself and its interfaces with 
other processes in the organization. 
 

A complementary view of the process is provided 
in the Performance Model view. The  
Performance Model captures outputs produced, 
tasks performed, measures and standards, typical 
performance deficiencies, and the causes of those 
deficiencies in this case for the process.  
Performance Models can be created for an  
organization, a function, a job, a task, or a process 
depending on how and where the data will be 
used. 
 

(Continued on page 43) 
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EPPI – Tier 2

Two complementary views of process performance

Role
2

Role
3

Role
4

Role
5

<
=



 

Spring 2002                                                                                                                                                                                43 

(Continued from page 42) 
The Performance Model first segments perform-
ance into “chunks,” called areas of performance 
(AoPs). This segmentation provides the frame-
work for the details of the performance being  
analyzed. When working with Process Maps, the 
AoPs should align with the key process steps on 
the process map to maintain the same framework 
throughout all “levels” of mapping. Maintaining 
this framework throughout the analysis/mapping 
will ensure all the data is “linked” up and down 
the organization – from the “enterprise”  
Macroprocess Map down to an “individual”  
Performance Model. 
 
The detailed view of performance documented in 
the Performance Model is “cornerstone” to 
CADDI’s performance-based approach for T&D, 
and is used throughout the PACT Processes for 
T&D. The same Performance Model also pro-
vides the basis for HAM systems. 

Summary 
Think of all of the questions that are answered 
with the data provided in Process Maps and Per-
formance Models. 
!What organization and job design is appropriate 

given the business processes and knowledge/
skills and values required 

!What knowledge/skills a candidate should be 
hired with versus trained for 

!What knowledge/skills should be assessed in 
the Performance Appraisal and Management 
System 

!What knowledge/skills should affect pay in a 
Compensation/Pay for Skills program 

 
The complementary views of process  
performance provided in the Process Map and 
Performance Model help you drive your HAM 
systems to “sing off the same song sheet” so you 
can achieve the goal of having great human  
resources systems that provide employees with 
exactly what is expected of them, give them the 
T&D required to perform and assess, and evaluate 
and compensate them based on those same  
consistent performance expectations. 
 
If you are interested in hearing more about the 
HAM systems CADDI is working on, be sure to 
watch for the upcoming articles in the “CADDI 
Walks Our Talk” series. The next article in the 
series will address how we used the Process Maps 
and Performance Models as the foundation for 
our performance-based performance appraisal and 
management system. 

Other Readings 
Articles available on CADDI’s Web site about 
Performance Models and Macroprocess Maps  
include the following: 
!“Performance Modeling for lean-ISD” by Guy 

W. Wallace, Peter R. Hybert and Kelly R. Smith 
 
Other published articles include 
 
!“Targeting EPPI via Human Asset  

Management Systems” a white paper by Guy 
W. Wallace!!!!! 

The detailed view 
of performance 
documented in 
the Performance 
Model is 
“cornerstone” to 
CADDI’s  
performance-
based approach 
for T&D, and is 
used throughout 
the PACT  
Processes for 
T&D. 

Congratulations to the Chicago Chapter of ISPI! 
 

The Chicago Chapter of 
ISPI (CISPI) is the recipient 
of an ISPI Award of  
Excellence for their  
Newsletter and Web site. 

!CISPI past-president 
Peter R. Hybert, partner 

!CISPI newsletter layout 
Deb Smits, business and 
marketing manager 

Above: CISPI’s Web site (www.CISPI.
com) 
 
At Left: CISPI’s Performance Newsletter 
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Series Introduction 
Welcome to an exciting new approach to  
assessing and improving organizational  
performance! This is S.C.O.P.E.: Strategic  
Creative Organizational Performance Excellence. 
A goal as well as a tool, both an outcome and a 
process. Through creative problem–solving, the 
author will demonstrate a four–part model of  
observation and analysis that can guide  
practitioners through the complexities of modern 
workplaces to identify obstacles and  
opportunities.  
 
Each article will highlight one facet of S.C.O.P.E., 
through the metaphor of “scope:” microscope, 
periscope, telescope and kaleidoscope. The use of 
metaphor in organizational analysis is supported 
by the literature in the field (see references,  
especially Morgan) as well as by the author’s  
experiences. Human performance technologists, 
instructional designers, managers, and trainers can 
benefit from this multidisciplinary approach. Let’s 
shed light and focus our efforts upon areas of  
performance that are often elusive as we  
investigate the separation between current-state 
and desired-state. Scope out the gap, as it were. 

Introduction: Start Small 
“I have a small problem . . .” 
 
Dread creeps through the spines of those who 
hear these words at work. Whether it’s a customer 
sales rep, an IT helpline worker, or a team  
supervisor, there is a common sense in  
organizations that no problem is too small that it 
can’t reduce productivity, derail communication, 
or make our lives miserable. For organizational 
problems at least, size doesn’t matter.  
 
Once current-state and desired-state have been 
delineated, the challenge is to identify the  
obstacles and opportunities between these states. 
The metaphor of the microscope can help us 
build a tool that can find the tiniest elements of 
problems and observe the effects of our  
interventions. Even apparently innocuous or  
insignificant aspects of work settings can become 

useful sources for assessing organizational  
functioning. Like your coffeepot. 
 
More on that later. First, let’s go Dutch. 

Simply Complex: A Brief Microscope 
Introduction 
Welcome to the Netherlands. Somewhere around 
1590, probably Dutch spectacle makers in  
Middelburg invented the refracting telescope 
(coming soon in Part III of this series!) and the 
compound microscope. Early Dutch pioneers 
with (for both microscopes and telescopes)  
include Hans and Zacharias Janssen, Antoni van 
Leeuwenhoek, Robert Hooke, Hans Lippershay, 
and Jacob Adriaanzoon. 
 
Currently, there are a wide variety of microscopes, 
including florescent and electron, in use in diverse 
fields such as medicine, physics, chemistry, and 
biology. Despite the different designs and sources 
of illumination, microscopes share four  
properties. 

(Continued on page 45) 

“Faith” is a fine 
invention 

When gentlemen 
can see— 

But Microscopes 
are prudent 

In an emergency. 
—Emily  
Dickinson 

YOUR FOUR-WORD TAKEAWAY: INQUIRE WITHIN, THEN EXPLORE 

Part 1 of 4: Microscope 
S.C.O.P.E.: Discover Your Performance  
Excellence 
by Todd Packer 

Groan. Creative Problem–Solving. Why? 

!Works fast (Hypothesis: When the language 
used to get out of a problem is the same  
language as what was used to get in, things  
inevitably slow down—creative problem-
solving gives you new language to deal with the 
same problem.) 

!Saves dough (The use of current resources in 
new ways reduces the need to buy more.) 

!Makes dough (A commitment to ideas that 
work makes innovation profitable.) 

!Looks good (People who use creative  
problem-solving are generally happier, less 
stressed, more committed to work, willing to 
perform beyond expectations, and have fun 
while improving their work and world. Thus 
participants, products, and processes look 
good.) 
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(Continued from page 44) 
 
1.     They visualize fine details. 
2.     They provide magnified images. 
3.     They are used to measure physical  

phenomena. 
4.     They are an analytical tool of measurement. 
 
These constituent elements can be mapped onto a 
tool—basically a set of questions tied to tangible, 
observed phenomena—for organizational  
analysis. As a guideline for the practitioner  
assessing barriers to performance and valued  
capital in specific work settings, the “Microscope 
Creed” could read 
 
1. Observe specific accessible details. 
2. Expand upon the specific. 
3. Measure behaviors and phenomena that are 

tangible (but not necessarily immediately  
apparent). 

4. Measure analytically (i.e., deduce/induce  
conclusions from observations in a fashion 
that others can follow). 

 
You can use the microscope idea to observe the 
internal processes within organizations. 
!Psycho–cultural dynamics 

!Motivations 

!Rewards 

!Fears/obstacles 

!Goals 

!Achievements 

Are you ready to put something under an  
organizational microscope? Well, take a break. Go 
get some coffee. And pay attention. We’re getting 
ready to go academic. 

I Never Metaphor I Didn’t Like 
“From an instrumental point of view there are 
primarily three questions worth answering with 
respect to organizational change: (1) What is going 
on presently? (2) What should be going on? (3) 
What needs to be done to make things the way 
they should be? The answers to these questions 
are mediated by the metaphoric fields of the  
involved individuals, groups, and/or organization. 
Furthermore, both the questions and their  
answers are frequently expressed, explicitly and 
implicitly, through metaphors . . . The  
organization’s system of symbolic meaning, or 
more specifically its metaphoric field, is therefore 
a principal, but implicit, framework that structures 
organizational reality and response” (Marshak, 
pgs. 155–6, 162). 
 
 

Don’t make me have to repeat that. Suffice to say, 
Marshak (and others, especially Morgan, 1998) 
have found evidence that organizations use  
metaphors in their day-to-day functioning.  
Successful practitioners who want a quick way to 
understand organizational dynamics would be 
wise to include observation and analysis of key 
organizational cultural elements (such as  
metaphors) in their performance assessments.  
Anthropologists and others have found means to 

(Continued on page 46) 

What is it? Verb Definition 

Strategic Plan " A current state and an ideal state are identified with a  
commitment to bridge the gap based on investigation and  
informed intuition in specific sequential stages. 

Creative Create " Opportunities and obstacles are identified through the  
manipulation of materials, information, and ideas (inputs) to create 
meaningful and valuable outputs. 

Organizational Manage " Constituent elements of the process towards the ideal state are 
guided with expertise and an awareness of each element’s  
impact on the entire process. 

Performance Do " Tasks identified as critical for reaching the ideal state are enacted 
by specific members ethically motivated to optimally use their  
capacities and resources. 

Excellence Achieve " The ideal state becomes the current state, and this is assessed by a 
standard and communicated to process members and stake-
holders in a language and with rewards that have meaning and 
value in (and possibly beyond) the organization. 

S.C.O.P.E. 
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(Continued from page 45) 
observe and assess culture in organizations 
through office language, metaphor, and rituals 
(see Aguilera, 1996; Bishop, 1997; Brown, 1985; 
and Lee and Burnett, 1996). 
 
Marshak notes the key paradoxical principle of 
using metaphors as a diagnostic process: “Explore 
literal messages symbolically, and symbolic  
messages literally” (Marshak, p. 156). We can 
choose any symbol of a workplace setting and 
through observing, magnifying, measuring, and 
analyzing (microscoping) the details we can find 
hints that 
!Illuminate gaps in performance. 

!Identify sources of organizational decay and 
resiliency. 

!Indicate values, norms, expectations, and  
taboos of specific settings. 

 
As an independent practitioner in a variety of  
settings, I have found one particularly intriguing 
detail, a common symbol of organizational  
culture, that has proven to be a wealth of data on 
key issues of the work setting. It appears at all  
levels of organizations, in diverse cultures across 
the planet, and functions as a heated crucible for 
organizational politics, economics, social relations, 
behavioral dynamics, and customer relations. Can 
be tasty, too.  

The Crystal Question: Where is the 
Coffee? 
“Who has gone to a business meeting where  
coffee is not offered? Its use as an intellectual  
lubricant, along with its ability to “swell our 
wealth” per the Garri [an African tribe] prayer, has 
made having a pot ready for consumption an  
international business norm. Looked at this way, a 
modern business office is nothing more than a 
“tribe” camped out about its own sacred 
pot . . .” (Allen, p. 26). 
 
Yes, our organizational symbol detail to put under 
our diagnostic microscope is none other than a 
cup of coffee. As Allen (1999) and Kolpas (1998) 
observe, coffee has become an internationally-
appreciated beverage that has profound economic, 
social, and historical effects. With caffeine,  
performance effects can be noted, too. 
 
For a quick glance at organizational dynamics, I 
recommend that practitioners ask a simple crystal 
question (for more on “The Crystal Question” see 
Packer, 2001)—Where is the coffee? 

Specifically, in a work setting, ask the stakeholders 
where members of the organization usually get 
coffee. As you walk around an office space, note 
where coffee pots are located. Finally, and most 
significantly in some ways, if you are offered  
coffee, see who gets it for you and how it’s done. 
 
Some possibilities when you ask how people  
usually get coffee include 
!“We have to buy it in the cafeteria.” 

!“The company provides it in the communal 
lunch room.” 

!“Everyone just buys their own at the corner 
coffeeshop and brings it in.” 

!“Sales has their own pot, but they don’t want 
others to use it.” 

!“Most of us get it from the vending machine.” 

!“Managers get it in the executive lunch room, 
staff belong to different coffee clubs.” 

 
How would these various responses affect where 
you would target an organizational intervention? 
A setting with a communal coffee space might 
have more opportunities for intervening with the 
group whereas a setting where members bring in 
their own may indicate a need for individualized 
interventions. Coffee access organizational  
demarcations (e.g., differences between  
departments or categories of workers) can lend 
you insight into the general organizational  
dynamics in a way that allows your expert to safely 
and diplomatically present implicit organizational 
politics, rules, and norms. After all, they’re just 
discussing coffee. 
 
Finally, since coffee is often a valued commodity 
produced by an organization but distinct from its 
primary mission (unless, of course, it is an  
organization that produces or delivers coffee), 
observing coffee behavior grants you insight into 
the organizational processes that occur, which 
may be hidden from the analysis of production 
and quality that typically occurs in performance  
improvement interventions. Barriers to  
performance that elude observers of chains of  
production/service delivery can be elucidated 
through a detailed magnification of this seemingly  
innocuous physical phenomenon.  

A Case Example 
As part of my initial analysis with several social 
service organizations that were trying to form a 
coalition, I asked the designated leader, “Where 

(Continued on page 47) 
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(Continued from page 46) 
do you and/or your staff get coffee?” His re-
sponse was that usually staff and participants 
would get coffee on the way to the meetings from 
outside, and that it was often difficult to find a 
coffeemaker for group meetings since they would 
often meet in different locations. This information  
reinforced the decentralized nature of this  
particular coalition and helped determine an  
effective performance analysis data collection  
approach, which was to travel to each organiza-
tion to conduct structured interviews before a 
group meeting could take place. Perhaps a more 
“communal” response to the coffee question 
would have indicated less of a need for an  
individualized focus, but as the data was collected 
it became clear that organizational members  
struggled with identifying themselves as a  
coalition. 

WYDSIWYG: What You Don’t See Is 
What You Get 
“Each problem is new, different, and the success-
ful microscopist is that one who knows how to 
adapt the equipment available to him to the task 
at hand and who also knows when to bend the 
rules, because as a matter of fact there are very 
few of them . . . A solid grasp of the physics of 
the microscope apparatus and of the interplay of 
its components is required before the investigator 
can let fly his imagination and at one and the same 
time stand on solid ground when it comes to  
interpreting his observations” (Marmasse, 1980,  
p. 1,8). 
 
Before you go off seeing all problems as coffee-
related, please keep in mind that this is just one 
example of how to use the microscope metaphor. 

(Continued on page 48) 

Coffee Pot Microscope Analysis Aid: Where is the Coffee? 

Examples Communal focus Individual focus 

Organizational value Free coffee in staff room Free coffee provided to localized  
coffee pots (e.g., in offices) 

Individual value 
Purchase coffee from central  
cafeteria/vending machine/
departmental club 

Purchase coffee from outside vendors 
to bring into work 

Sample key questions Possible options Answer for this work setting 

Where do people in this 
work setting get coffee? 

Bring from outside 

Staff room 

Cafeteria 

Coffee club 

Vending machine 

Other 

 

Who pays for the  
coffee? 

Organization 

Specific groups 

Each individual 

Other 

 

Where are sources of 
coffee (e.g., coffee pots) 
located? 

Central location 

Formal department differences 

Informal group clubs 

Outside of work setting 

Other 

 

Have there been any 
changes in how people 
get coffee? 

Coffee provided free at certain meetings/to 
certain clients 

New rules/patterns in coffee clubs 

Complaints/compliments 

Other 
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Some Web site 
References 

 
The History of 
the Microscope 

www.microscopy-
uk.org.uk/

intro/histo.html 
 

Important  
astronomers, 

their instruments 
and discoveries 
www.seds.org/

billa/psc/hist2.
html 

(Continued from page 47) 
As with any successful organizational interven-
tion, how you evaluate the information collected 
will dictate the value of the tool that you use. 
Some criteria that may be useful for evaluating the 
microscope metaphor include 
 
1. In observing specific examples of  

organizational phenomena, are you able to 
observe aspects that have not been seen by 
others? 

2. Are the causes for gaps in performance made 
more or less clear by your analysis of what 
you observe? 

3. Can others in the organizational setting use 
similar tools to observe similar phenomena? 

4. Can you convey your analysis in terms that 
have both symbolic and literal value and 
meaning for the key decision–makers in the 
setting? 

WARNING: Glass Pots, Office Stones 
“The coffeemaker was almost ready to bubble. I 
turned the flame low and watched the water rise. 
It hung a little at the bottom of the glass tube. I 
turned the flame up just enough to get it over the 
hump and then turned it low again quickly. I 
stirred the coffee and covered it. I set my timer 
for three minutes. Very methodical guy, Marlowe. 
Nothing must interfere with his coffee technique. 
Not even a gun in the hand of a desperate  
character.” Raymond Chandler, The Long Goodbye, 
quoted in Kolpas, p. 38 
 
Look up from the microscope. Put down your 
coffee. See what’s happening around you.  
 
Any tool for observation and analysis has  
profound limitations. Throughout this series, I 
hope to convey a new way to look at organiza-
tional dynamics with creative problem-solving, 
with the caveat that these are adjuncts to, not  
replacements of, the standard tools in use for  
performance analysis and improvement.  
Successful interventions benefit from a wide array 
of perspectives and tools from internal and  
external experts. 
 
Metaphors can have a downside, too. It can be 
quite tempting to embrace a single approach  
because of its power to illuminate one aspect of 
performance, while ignoring other approaches. A 
diagnostic metaphor without organizational  
meaning and value can at best be a waste of time 
for organizational members and potentially result 
in costly delays in improving performance (as well 

as discrediting the practitioner). 
 
The office can be dangerous. Skilled practitioners 
balance their roles as observers, advisers, and  
participants to help individuals ethically achieve 
organizational goals. Mistakes can and probably 
will happen, and a tool that worked quite well 
when observing one phenomenon becomes  
useless when applied to another. Make sure you 
have organizational checks and balances so that 
you do not get so wrapped up in your analysis you 
ignore the “desperate” needs of organizational 
members. 

Try This at Work! 
“Oh coffee, you dispel the worries of the great, 
you point the way to those who have wandered 
from the path of knowledge. Coffee is the drink 
of the friends of God, and of His servants who 
seek wisdom . . . . No one can understand the 
truth until he drinks of its frothy goodness . . . 
Where coffee is served there is grace and splendor 
and friendship and happiness.” —Sheikh Ansari  
Djezeri Hanball Abd–al–Kadir (1587), quoted in 
Kolpas, p. 18 
 
We have the opportunity, some might say the  
obligation, to create new organizations where  
people can thrive. In times of rapid change and 

(Continued on page 49) 

Sidebar 
 
Would you like help with training creatively,  
defining your vision, and making complex  
performance improvement efforts clear for  
decision-makers as well as participants? Then  
contact Todd Packer today! 
 
As an independent applied creativity consultant, 
Todd Packer can help you safely, strategically, and 
successfully explore organizational mess. His 
unique, innovative, and customized techniques  
reduce stress, improve morale, generate solutions 
quickly, and achieve measurable outcomes. 
 

Todd Packer, Consultant  
13110 Shaker Square, Suite 112  

Cleveland, OH 44120 USA  
Phone: (216) 752-6926  

Fax: (216) 491-1661  
E-mail: toddpacker@usa.net 

 
Special thanks to Scott Simpson for assistance with 
this article. 

A diagnostic 
metaphor without 

organizational  
meaning and 

value can at best 
be a waste of 

time for  
organizational 
members and  

potentially result 
in costly delays in 

improving  
performance. 
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The key to  
understanding the 
big 
(organizational) 
picture is in  
observing the 
small details. 

(Continued from page 48) 
organizational dysfunction, practitioners and  
leaders have the chance to build better workplaces 
and a better world. Creative problem-solving, of 
which the “microscopic” observation of coffee is 
just one example, can be a profound tool for  
generating productive, effective, and excellent 
work settings. The key to understanding the big 
(organizational) picture is in observing the small 
details. Small problems beget big solutions. 
 

A modest challenge. Observe coffee use at your 
work. Note some of the behaviors. Map it onto 
some current organizational dynamics that you 
have observed or suspected from other means. 
 
Let me know what you find. And, save me a cup 
of coffee. We’ll need it for the office party. That’s 
where we’ll go next time when we explore the 
next aspect of S.C.O.P.E.: The periscope . . . .!!!!! 

CADDI 
does 

performanceperformance--based ISDbased ISD  
at three levelsat three levels  

 
 
When you need to design multiple 
curricula to address complex jobs or 
processes that provide many varied 
knowledge and skills; or when your 
current set of curricula aren’t  
performance-based or “holistic” in 
covering the critical enablers 
 
 
 
When you need performance-based 
instructional products that develop 
real-world performance  
competencies 
 
 
 
 
When you need to build the  
knowledge or performance tests or 
certifications, or job aids, or best 
practices, or complex tools that  
support on-the-job performance 

CAD
Curriculum 

Architecture 
DesignSM

MCD
Modular 

Curriculum 
DevelopmentSM

IAD
Instructional 

Activity 
DevelopmentSM

lean-ISD via the 
PACT Processes 

for T&D is  
covered  

extensively in 
our book. 
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KMS should  
exist within the  

enterprise to  
improve and/or 

protect the  
enterprise. 

This is our sixth 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  
intellectual 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. This is best measured by return on  
investment (ROI) and economic value add (EVA). 
 
No other rationale should exist for the investment 
of shareholder equity in the development/ 
acquisition of knowledge products “content,” its 
administration and maintenance, and the develop-
ment/acquisition of the human assets and  
environmental assets to provide human perform-
ers and infrastructure necessary to be in the KMS 
business. And for those investments there is  
always a need for an adequate return. 
 
“Adequate” is always situational and is a moving 
target. It is determined by the level of return that 
the enterprise could receive for any investments 
that it could make elsewhere with its assets—its 
financial assets, its capital assets, and the time and 
energy of its human assets. ROI should rule KMS 
planning and decision-making. 
 
The first-cost investments an enterprise will be 
required to make in KMS are for products,  
services, staff, and infrastructure. Those first-costs 
as investments are the tip of the proverbial  
iceberg. For it is the life-cycle costs that require 
the greatest scrutiny and consideration before  
embarking down the KMS path. 
 
We believe that a KMS can be smart business, just 
as we believe that T&D can be smart business. 
But on the other hand, we’ve seen too many  
instances where shortsighted thinking has led to 
significant investments with inadequate returns 
from a shareholder perspective. Again, KMS and 

T&D should exist within the enterprise only to 
improve and/or protect the enterprise.  
 
In push-pull KMS, we are calling for a set of  
systems and/or processes to facilitate the  
collaboration of T&D customers and others, and 
then a targeted approach, not a blanketing  
approach, to meeting the needs for knowledge 
products. 
 
All we ask is that you 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 our four stages of implementing 
and operating a KMS: 
!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 4: Ongoing KMS 
Operations and Maintenance. 

Ongoing KMS Operations and  
Maintenance 
A Knowledge Management System needs to be 
operated; it won’t operate on its own. The  
maintenance aspects of a Knowledge Manage-
ment System include both maintenance of the 
knowledge products and the maintenance of the 
human and environmental assets. 
 
As a business within the enterprise, the KMS has 
customers, owners, and many other types of 
stakeholders. The CADDI model for stakeholders 
follows, along with a short, generalized  
explanation of the “stakes” or interests of each 
group. 

(Continued on page 51) 

PUSH-PULL KMS—STAGE 4 

Stage 4: Ongoing KMS Operations 
and Maintenance 
by Guy W. Wallace 
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As a business 
within the  
enterprise, the 
KMS has  
customers,  
owners, and 
many other types 
of stakeholders. 

(Continued from page 50) 

KMS Stakeholders 
There are eight generic, or basic, stakeholder  
categories with many potentially different types of 
people in each of them. The categories are 

Government  
The government(s) represents the most formal 
and powerful of all stakeholder groups. Their 
needs are embodied in the laws and regulations 
that guard the interests of the public and business, 
and provide the guidelines for conducting  
business. In addition, there are a wide variety of 
regulatory agencies at the federal, state, and local 
levels aimed at controlling the business practices 
in particular industries. The government(s)  
requirements will take precedence, under the  
penalty of law for any noncompliance, over the 
needs of any other stakeholder group. 

Shareholders 
Shareholders are the owners of the business. Their 
shares represent capital invested in the organiza-
tion with an expectation for an equitable return. 
Their goals are typically financial, long-term 
growth in equity or short-term income through 
dividends, but can be related to other things such 
as greater societal enhancement, environmental 
protection, etc.  

Executive Management 
The executive management stakeholders are those 
responsible for the operations and results of the 
entity. They could also consist of an elected board 
of directors responsible to all the owners and the 
executive management team in charge of  
overseeing daily business operations. They have a 
fiduciary responsibility to the shareholders for all 
operating decisions made. They must always  
balance the (conflicting) interests of various stake-
holder groups when determining the course of 
action for the enterprise.  

Customers 
Customers are typically a nonhomogenous group. 
Segmentation schemes allow us to analyze them as 
distinct groups for the purposes of gaining  
insights into their situations, problems, and needs. 
This allows us to determine responsibly what  
customer requirements we will choose to pursue. 
And we should choose to pursue only those that 
meet the requirements of other critical stake-
holders. 

Standards Bodies/Professional Associations 
These groups may establish technical and business 

practice standards. A standards body stakeholder 
may generate requirements for the output of your 
business such as packaging/labeling, purity, 
“recyclability,” percent of parts manufactured  
domestically, etc. In addition, they may address 
the processes within your company, such as the 
implementation of your quality management  
system, hiring and recruitment processes, and so 
on. They typically do not have the power of law, 
but may use their marketplace influence to have 
their needs met.  

Employees 
This stakeholder group includes all ranks of  
employees below the executive management 
level—upper middle management, middle  
management, supervisors, and the individual  
contributors. At the heart of all employee require-
ments are a safe workplace and financial security, 
but other needs exist among the groups. Some 
employees want the opportunity for career growth 
and advancement. Others want a work situation 
where they can use their intellect and creativity. 
Others may simply want a nondemanding set of 
tasks to do before they head home each day. Each 
set of needs is as different as the individual doing 
the job. Global assumptions, such as one that  
assumes that everyone wants to be a team player, 
will only lead to a population of dissatisfied  
employees. Organizations need to listen carefully 
to all their employees. 

Suppliers 
As a business entity, suppliers also need to achieve 
a profit margin that will allow them to remain in 
business. If we want to promote a long-term  
arrangement with particular suppliers, we need to 
be aware of the impacts of our decisions on their 
business. Our objective should not be to drive our 
costs/their prices for their products and/or  
services so far down that they themselves become 
unprofitable and go out of business.  

Community 
The community stakeholders, although a less  
formal group, remain important through the  
influence they can have on our businesses. The 
community can choose to support your business 
or, if they do not agree with the ways in which 
your operations are run, bring it to the attention 
of the greater public. Their interests primarily lie 
in community and environmental safety, jobs for 
the members of the local community, and  
cooperation with community interests.  
 

(Continued on page 52) 

All we ask is 
that you judge 
every opportunity 
for each potential 
KMS product 
and service  
offering with an 
ROI measure. 
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Determining the 
voices of the 

stakeholders and 
turning that  

potential  
discordant 

“noise” into  
harmonious 

“insight”  
regarding the 

critical business 
issues, the  

strategic intent 
and focus, and 

the specific  
product and/or 
service needs of 

those critical 
needs, is itself  
critical to the  
success of the 

Knowledge  
Management 

System. 

(Continued from page 51) 
A KMS must have processes in place that connect 
with these stakeholders. Determining the voices 
of the stakeholders and turning that potential  
discordant “noise” into harmonious “insight”  
regarding the critical business issues, the strategic 
intent and focus, and the specific product and/or 
service needs of those critical needs, is itself  
critical to the success of the Knowledge  
Management System. 

Knowledge Products 
The products of a KMS that need to be  
developed, administered, and maintained can  
include the following types: 
!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 

 
There are services (nonproducts) that a KMS can 
also deliver to its customers; perhaps including 
executive coaching, coaching by experts to others 
internal and/or external with a need for such, and 
expert search systems to help find and populate 
project efforts with the right people to bring their 
awareness, knowledge, and skills to bear on a 
business need. 

A “Systems View” of KMS Operations 
The operations of a Knowledge Management  
System is concerned with the efficient and  
effective operations of many systems and their 
processes. CADDI uses the same model for  
systems and processes for a KMS as for a T&D 
system . . . our T&D Systems View model that is 
represented via the two graphic images (two  
different views of these 12 systems) at the bottom 
of this page. 

The 47 Processes of a Knowledge 
Management (or T&D) System 
The CADDI model of processes for a Knowledge 
Management System is the same for us as for a 
training and development system, as we see them 
as too similar than dissimilar, in both business 
intent and in products and/or services to be  
offered. 
 
Yes, there are some differences, some nuances; or 
there can be, depending on how narrow you wish 
to view each. We chose to see them from a share-
holder perspective, which is reflected in this  
question: “In how many ways do we wish to see 
our investment dollars spent in providing the  
human assets within our enterprise on the aware-
ness, knowledge, skills, and tools to accomplish 
their task assignments more effectively and  
efficiently?” 
 
We believe that they want, and wish, that  
enterprise leadership would strip out all (or at 
least most) redundant efforts and expenditures to 
accomplish meeting that need more effectively 
and efficiently themselves. 
 
The CADDI set of 47 processes necessary to 
those ends is presented next within a 12 systems 
view framework.  

(Continued on page 53) 
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(Continued from page 52) 
 
12 – T&D Governance and Advisory  
System 

!12.1 – T&D Governance Process 

!12.2 – T&D Advisory Process 

1 – T&D Strategic Planning System 

!1.1 – Enterprise Strategic Plans Surveillance 
Process 

!1.2 – T&D Strategic Planning Process 

2 - T&D Operations Planning and  
Management System 

!2.1 – Annual Operations Planning and  
Budgeting Process 

!2.2 – Quarterly Operations Planning and  
Budgeting Updates Process 

!2.3 – Forecasting and Accounting Process 

3 – T&D Cost/Benefits Measurement  
System 

!3.1 – Cost/Benefits Measurement System  
Design and Deployment Process 

!3.2 – Ongoing Cost/Benefits Measurement and 
Feedback Receiving Process 

!3.3 – T&D Project Lessons Learned Process 

!3.4 – Results Reporting and Archiving Process 

4 - T&D Process Improvement System 

!4.1 – T&D Issues Generation and Assessment 
Process 

!4.2 – T&D Improvement Project Planning and 
Management Process 

5 – T&D Product and Service Line Design 
System 

!5.1 –T&D Product and Service Line Program 
Management Process 

!5.2 – T&D Product Line Design Process 

!5.3 – T&D Service Line Design Process 

6 – T&D Product and Service Line  
Development/Acquisition System 

!6.1 – T&D Product and Service Line  
Development and Acquisition Program  
Management Process 

!6.2 – T&D Custom Development Process 

!6.3 – T&D Purchased Product Acquisition 
Process 

!6.4 – T&D Purchased Product Modification 
Process 

!6.5 – Existing T&D Maintenance Process 

7 – T&D Product and Service Line  
Deployment System 

!7.1 – T&D Master Materials Storage and  
Retrieval Process 

!7.2 – T&D Master Materials Change  
Management Process 

!7.3 – T&D Scheduling Process 

!7.4 – T&D Facilitator and Coach Development 
and Certification Process 

!7.5 – Facilitator-led T&D Deployment Process 

!7.6 – Self-paced T&D Deployment Process 

!7.7 – Coached/Mentored T&D Deployment 
Process 

8 – T&D Marketing and Communications 
System 

!8.1 – T&D Stakeholder Communications  
Process 

!8.2 – Individual T&D Planning Process 

!8.3 – T&D Ordering and Registration Process 

9 – T&D Financial Asset Management  
System 

!9.1 – Organizational T&D Plans and Budget 
Roll-up and Adjustment Process 

!9.2 – T&D Physical Property Management 
Process 

10 – T&D Human and Environmental  
Asset Management System 

!10.1 – T&D Staff Recruiting and Selection/
Succession Process 

!10.2 – T&D Staff Training and Development 
Process 

!10.3 – T&D Staff Assessment Process 

!10.4 – T&D Staff Compensation and Benefits 
Process 

!10.5 – T&D Rewards and Recognition Process 

!10.6 – T&D Organization Structural Design 
Process 

!10.7 – T&D Facilities Development and  
Deployment Process 

!10.8 – T&D Equipment and Tools  
Development and Deployment Process 

(Continued on page 54) 

“In how many 
ways do we wish 
to see our  
investment  
dollars spent in 
providing the  
human assets 
within our  
enterprise on the 
awareness, 
knowledge, skills, 
and tools to  
accomplish their 
task assignments 
more effectively 
and efficiently?” 
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Note that the 
KMS itself does 

not push  
knowledge  

products; their 
customer’s  

management or 
enterprise  
leadership  

stakeholders  
decide “what to 
push to whom,” 

just as they decide 
who does not get 

this attention. 

(Continued from page 53) 
!10.9 – T&D Materials and Supplies Acquisition 

and Deployment Process 

!10.10 – T&D Information Systems  
Development and Deployment Process 

!10.11 – T&D Methods Deployment Process 

11 – T&D Research and Development System 

!11.1 – T&D Methodology and Technology  
Surveillance Process 

!11.2 – T&D Internal and External Benchmark-
ing Process 

!11.3 – T&D Methodology and Technology  
Pilot-Testing Process 

Operating the KMS in a Push Mode 
and in a Pull Mode 
A KMS can be best operated in a push-pull mode. 
The diagram below portrays our intent. Note that 
the KMS itself does not push knowledge  
products; their customer’s management or  
enterprise leadership stakeholders decide “what to 
push to whom,” just as they decide who does not 
get this attention. Enterprise leadership decides 
who are the push audiences and who are the pull 
audiences, and if that view needs to be changed to 
reflect the potentially ever-changing needs of the 
dynamic enterprise. 

Push KMS 
In this approach, not all potential target audiences 
are addressed. Only business-critical audiences are 
ever addressed, and these are the “push”  
audiences. 
 

From a customer (KMS user) perspective, a 
Knowledge Management System operating in a 
push mode only develops/acquires knowledge 
products (or T&D products) for critical target 
audiences. Never for “low-hanging fruit”  
knowledge products.  
 
The total life-cycle costs for knowledge products 
is much greater than the first costs. Answers are 
needed for the issue – “If you build it will they 
come,” and for the question, “Do the total returns 
warrant the total costs?” 
 
The answer to “What is the cost to the enterprises 
of doing nothing” will determine the cost of non-
conformance (CONC) and establish a forecasted 
return.  
 
The percentage of the CONC that can be reduced 
for an investment cost, the cost of conformance 
(COC), allows you to calculate ROI. 
 
We should always be concerned with whether the 
push audiences “finish their modules” and/or 
“test out.” We should be very concerned with 
their evaluations of our knowledge products. 

Pull KMS 
In this approach with these potential target  
audiences, the “pull” audiences are never  
addressed deliberately, other than content created 
for the business-critical push audiences that is 
chunked and made accessible for them as a 
“byproduct.”   
 
From a customer (KMS user) perspective the 
Knowledge Management System operating in a 
pull mode makes available knowledge products 
built for others. They don’t get anything  
specifically for them, simply because there are  
better places for the enterprise to “strategically 
place their resource bets,” and those are on the 
needs of the push audiences. 
 
We should never be concerned with whether the 
pull audiences “finish their modules.” We should 
never react to their evaluations of our knowledge 
products. 

KMS Maintenance 
Maintaining a KMS includes both the keeping  
up-to-date of the knowledge products and the 
systems and processes of the Knowledge  
Management System. 
 

(Continued on page 55) 
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(Continued from page 54) 
To protect and/or improve the enterprise, the 
system needs to ensure that critical content (the 
only content developed in our push-pull  
approach) is up-to-date. And as technology 
evolves, and the needs of the enterprise evolve, 
the systems and processes of the KMS need to 
take advantage of “new ways to do new or old 
things” and keep up where the return is sufficient 
to warrant the investment. 
 
The following knowledge management systems 
are central to this effort: 

12 – T&D Governance and Advisory System 

!This system’s processes ensure the voice of the 
stakeholders (including customers) make it into 
the decision-making processes, regarding  
priorities and resource allocations. 

1 – T&D Strategic Planning System 

!This system’s processes ensure that a longer 
horizon than “what will we do today,” is used 
for long-term planning for “where you are  
going and how you will get there,” is in place 
and is driven by the long-range plans and needs 
of the KMS stakeholders. 

2 – T&D Operations Planning and  
Management System 

!This system’s processes ensure that projects are 
planned and resources are provided to put the 
systems and processes in place to operate the 
KMS and enable the development/acquisition 
of knowledge products, and then keeping  
everything up-to-date. 

4 – T&D Process Improvement System 

!This system’s processes ensure that the KMS 
processes are improved (continuously or  
discontinuously, as needed). 

6 – T&D Product and Service Line  
Development/Acquisition System 

!This system’s processes ensure that the KMS 
products are up-to-date. 

10 – T&D Human and Environmental Asset 
Management System 

!This system’s processes ensure that the staff 
and environmental assets are both up-to-date 
and adequate to their tasks. 

11 – T&D Research and Development System 

!This system’s processes ensure that research 
and benchmarking is going on and uncovering 
potential improvement opportunities, for both 
the products and the processes of the KMS. 

Ongoing KMS Operations and  
Maintenance Summary 
If you feel that our view of KMS is overly  
complicated (overkill in the extreme), we suggest 
that the issues (problems/opportunities) that a 
knowledge management/T&D system can  
address, and the returns that can be expected for 
the investments, can be quite significant  
themselves. 
 
The amount of rigor/control applied will be a 
situational business decision. Our intent was to 
uncover the systems/processes that exist (either 
formally or informally) so that you can get out 
ahead of the decisions and plan accordingly. 
 
We don’t believe that the critical needs and  
complex business issues can be handled  
successfully with simple solutions; as much as we 
would all prefer that to be the reality. The  
complexity is already there; we have tried to  
acknowledge it, understand it (and its  
implications), and describe it. 
 
Without the involvement of the key enterprise 
stakeholders, the business issues addressed by a 
KMS could be inadvertently aimed at “low-
hanging fruit” with high consequences for success 
or failure. 
 
KMS and T&D done right don’t come cheap. But 
they can be done efficiently to great effect if  
approached seriously and professionally.  
 
The measures of success for KMS are neither 
“butts in seats” and/or “butts on sites,” but rather 
ROI and EVA. 
 
Our next article will wrap up our view of Push-
Pull KMS.!!!!! 

We don’t believe 
that the critical 
needs and  
complex business 
issues can be 
handled  
successfully with 
simple solutions; 
as much as we 
would all prefer 
that to be the  
reality. 

The 12 systems are covered in greater 
detail in our new book 

 

T&D T&D Systems ViewSystems View  
 
 

(see page 60 for more information) 
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When one of my older colleagues was in the fifth 
grade, he imagined that his wristwatch was a Dick 
Tracy watch and that he could surreptitiously 
communicate with fellow crime fighters on his 
way home from school. Today, with several  
different types of small, wearable digital assistants 
on the market, he doesn’t have to pretend any-
more. In fact, there are several brand-new devices 
on the market of which even Dick Tracy would be  
jealous. Wearable devices such as watches, head-
mounted audio and visual devices, and  
various biometric tools are now beginning to be 
researched, perfected, and made available to the 
public. Keep in mind that many of these 
“wearables” are still prototypes and are often not 
yet widely available for purchase, but their  
possibilities in the fields of training and  
communication are seemingly endless. 
 
Although it’s difficult to get a great deal of  
computer power or display space onto a device 
small enough to fit on your wrist, there are several 
high-tech wristwatches available, such as the Casio 
BZX20, which boasts such capabilities as PC  
synchronization, infrared, and a link to Microsoft 
Outlook. And it’s quite affordable at $100.00. 
Other watches have GPS, TV/cable remote  
functions, and MP3 audio players. Such  
technology would allow employees to access large 
databases, listen to tutorials, or communicate with 
other people virtually anywhere and without the 
burden of a laptop or even a standard PDA. New 
functions for such watches are constantly being 
developed and prototyped, and a significant 
amount of research is currently being conducted 
at several technical universities.  
 
For several years, the U.S. military has been using 
rather complex hands-free wearable computers to 
offer training and technical manuals for military 
equipment use and repair. Similar systems are now 
being made available to the general public,  
although not affordably or in great quantities. One 
gas company utilizes wearable computer systems 
with wrist-mounted keyboards and head-mounted 
displays so employees can move around different 
buildings and locate and fix line problems and 
equipment. 
 

One may wonder how an entire computer can be 
“worn” like clothing, and how it is operated. One 
type of hardware, called “FAST”, is multimedia-
capable and voice-activated, and runs on its own 
interface. The display (the image you might  
ordinarily see through a computer monitor) is  
projected through glasses, 
and the audio system  
consists of a miniature 
microphone and a small 
headset. This system also 
includes a tiny video  
camera mounted to the 
front of the headset, 
which allows the user to 
transmit his/her view of the workplace to another 
person through a shared database. The computer 
itself is worn around the waist like a belt. The  
system also includes a mouse, which acts mostly 
as a backup to the voice activation system. This 
technology has most recently been used for the 
collection of quality data in the poultry industry. 
 
Lastly, some of the most promising prototype 
technologies are biometric devices used in  
monitoring medical patients. One prototype  
consists of a bandage that detects bacterial  
infection in a persons wound, and transmits the 
data back to his/her physician. Another is a 
“smart mirror” that detects changes in cancerous 
moles over time. 
 
The potential for 
wearables in the work-
place has not been 
fully realized.  
Substantial research is  
being conducted, and 
many high-tech  
companies, such as 
Xybernaut, continue 
to develop new  
wearable gizmos. For 
many, the prospect of 
furnishing one’s  
employees with such 
technology is  
irresistible—and it 
isn’t too far off,  
either.!!!!! 

DICK TRACY AND BEYOND 

The Dawn of Wearable Computers 
by Evan D. Williams, CTO, Gayeski Analytics 

Casio BZX20 

A Poma Headset, made 
by Xybernaut  

A prototype high-tech vest, 
designed by MIT 

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

 
Gayeski  
Analytics 

407 Coddington 
Rd. 

Ithaca, NY 
14850 

Phone/Fax: 
(607) 272-7700 

evan@ 
dgayeski.com  
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Looking at our collective wake . . . Human  
Performance Technology (HPT), Performance 
Technology (PT), and even Performance  
Improvement (PI) are becoming ever bigger deals 
to those of us hanging around ISPI and ASTD; 
and even at other training/learning forums and 
affinity groups.  
 
At CADDI, we see the narrower concept of HPT, 
compared to PT (or even PI), as an unnecessary 
limit to the approach to improvement analysis and 
interventions that we know we and our peers need 
to be able to provide our clients in the future. We 
purposely have removed the term “human” in our 
own version (EPPI) because we know that  
performance improvement involves systems and 
processes, human enablers, and environmental 
enablers. Removing “human” opens the door to 
improving systems and processes themselves, 
and/or their enablers, both environmental and 
human. More on this in a moment. 
 
Over the past decade plus, we have been watching 
many of our peers as they began the journey from 
ISDer to HPTer. The typical background for 
those on this journey that we have had the  
opportunity to observe is ISD. The key driver for 
many is that “it isn’t always a training problem,” 
and when forced to develop a training solution by 
our clients (the customer is always right), they 
beat us up when that didn’t work and blame the 
training solution rather than their diagnosis and 
determined fix. So, many are on the journey from 
ISD to HPT. It does make sense. 
 
Some are making the journey by “just doing it,” 
while others are doing so with considerable fore-
thought and planning. In either event, we have 
watched many discover that there is much to 
know about prior to taking on the challenges of 
improving performance; they are either learning 
them before crossing the swamp, or as they go 
under. The following are but a few of our  
collective learnings: 
!First, a warning shot. Make sure that you are 

completely competent as an ISDer/ISD  
organization before stepping across this  
particular fiord. If you don’t have internal  
credibility on the ISD side, you’ll never be 
credible on this new side. No one will let you 

We know that  
performance  
improvement  
involves systems 
and processes,  
human enablers, 
and  
environmental  
enablers. 

play as you seem to change the game and avoid 
doing your job as training/trainers. 
 
Failure on the PT/HPT side will cost your 
company plenty, and you, well, possibly your 
career. This is a big leap, and like anything in 
the world, it is not suited for everyone. Some 
will find this journey to be distasteful, and that 
is okay, it’s a big world and there’s a lot of 
room for everyone. 

!Change your thinking and broaden your  
perspective. Quit thinking like the typical  
training professional and begin to think like a 
hard-nosed business owner – learn how and 
why business decisions are made. To do that, 
you’ll need to expand your horizon to  
encompass broader business issues than how to 
identify and meet training needs, or even  
process improvement tools and techniques. 
You’ll have to familiarize yourself with many 
disciplines such as  
-Finance and accounting – learn what a Profit 
and Loss Statement is and for, what a Balance 
Sheet does, what a Cash Flow Statement is for, 
and the purpose of asset depreciation, ROI, 
and EVA 

-Strategic decision-making – learn why certain 
business investments are made but not others 

-Quality concepts, tools, and techniques  
-New product development 
-Marketing, engineering, and manufacturing 
-Material flow and the value chain 
- Inventory and bill of materials 
-Enterprise Resource Planning (ERP) 

 
Please understand, this is a partial list. Develop 
your understanding of the other functions and 
disciplines in your enterprise and industry.  
 
Use your newfound knowledge in small-scale  
applications at first to build your confidence. 
Your goal should be to continually develop your 
expertise on a broader array of investigation tools 
and techniques.  
 
One place that I recommend to start is with the 
work of the late Dr. W. Edwards Deming. His 
work in describing profound knowledge will 

(Continued on page 58) 

HPT AND BEYOND 

The Fantail Watch 
by Brian D. Blecke 
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(Continued from page 57) 
probably change the way you think about your 
organization. It did for me. 
 
Dr. Deming is well-known for his Theory of  
Profound Knowledge, in which four interdependent 
parts are simultaneously at work; Human  
Psychology, Theory of Systems, Theory of 
Knowledge, and Understanding of Variation. His 
“Red Bead Experiment” is famous for shaking 
business leaders’ long-time beliefs about people, 
processes, and systems. His book Out of the Crisis is 
still a staple in many MBA programs (although it 
isn’t a fun read). 
 
The issue of variation, or more properly stated, 
the “reaction to variation,” is of considerable  
concern in many organizations. If you have a  
production line in your company, somebody is 
studying variation. Dr. Deming spent countless 
hours trying to get his participants to understand 
that there are both “common” and “special” 
causes of variation. Overreaction or improper  
reaction to the data will increase organizational 
costs and drive poor decisions (which will also 
lead to more costs).  
 
Dr. Brian L. Joiner, a Deming disciple and guru of 
his own accord, developed another method of 
explaining the ills of variation with his Quincunx 
(pronounced kwin-kunks). He lays bare the  
dangers of tampering with a system without 
proper knowledge of the sources of variation. An 
appropriate warning to ISDers on the journey to 
improvement. Oriel Incorporated has a CD-ROM 
called Virtual QuincunxTM that should provide 
you with the necessary learning (www.orielinc.
com). Next, learn about and apply a systematic 
problem-solving methodology, a good one to start 
with is Oriel Incorporated’s Joiner 7 Step 
MethodTM (visit www.orielinc.com). 
   
In addition, deepen your understanding of the 
quality tools developed and applied in the last 20 
years. Two good sources to start with are 
!“The Seven Quality Control Tools”  

-Cause and Effect Diagram 
-Run Chart 
-Scatter Diagram 
-Flowchart 
-Pareto Chart 
-Histogram 
-Control Chart 

 

!“The Seven Management and Planning Tools”  
-Affinity Diagram 
- Interrelationship Diagraph 
-Tree Diagram 
-Matrix Diagram 
-Prioritization Matrices 
-Process Decision Program Chart 
-Activity Network Diagram 

 
Both sets of tools are available from Goal QPC 
(www.goalqpc.org) in handy little products called 
“Memory JoggerTM.”   
 
Also, you might wish to read 
!“The Goal” by Elliot Goldratt 

!“The Machine that Changed the World” by 
Womack, Jones, and Roos 

!“lean-ISD” by Guy W. Wallace 

!“T&D Systems View” by Guy W. Wallace 

!“Improving Performance” by Geary Rummler 
and Alan Brache 

!“Conquering Organization Change” by Pierre 
Mourier and Martin Smith 

!“Fourth Generation Management” by Brian L. 
Joiner 

!“The Essential Drucker” by Dr. Peter Drucker 
(he has quite a list of materials; read them, they 
are worth it) 

 
In addition, you may want to search the Web (we 
use www.google.com) to “google” terms and 
phrases such as 
!Qualify Function Deployment (QFD) 

!Activity-based costing 

!Lean thinking 

!Six Sigma 
 
CADDI partners have been hooked on ISD, 
HPT, and TQM since the late 1970s. We watched 
closely and learned about many (but not all) of the 
concepts, tools, and techniques as best as we 
could, and tried to integrate them into our own 
models and methods. We wanted our ISD  
methods, The PACT Processes for T&D, to be a 
logical subset for our HPT/PT/PI models and 
methods, what has now become EPPI. 
 
The Enterprise Process Performance Improve-
ment (EPPI) approach aligns, targets, and designs 

(Continued on page 59) 
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EPPI permits us 
to quickly  
ascertain  
performance 
problems, target 
the high-value  
interventions, and 
design  
interventions that 
take into account 
the humans and 
their  
environment. 

(Continued from page 58) 
interventions to improve the performance of  
critical enterprise systems/processes. We  
developed our methodology to address the broad 
range of performance issues uncovered during our 
PACT analysis efforts that were not “awareness/
knowledge/skill” deficits (as is almost always the 
case).  
 
When it’s not the process (and it sometimes is) it’s 
either key human and/or environmental variables 
that are missing or misaligned. We believe that the 
“H” in HPT is too limiting. Danny Langdon, 
among others, has championed taking the “H” 
off. We agree.  
 

But making improvements on things other than 
“humans” requires a very broad set of concepts, 
models, and methods for investigation (analysis), 
design, development, implementation, and  
evaluation. CADDI’s EPPI permits us to quickly 
ascertain performance problems, target the high-
value interventions, and design interventions that 
take into account the humans and their environ-
ment. You too, will need a full appreciation and 
skilled understanding of the many process  
variables, the many ways that a business keeps 
score, and the many tools/techniques required for 
success in moving from ISD to your version of 
HPT. 

 

A CADDI Consulting Service 

Targeting Targeting EPPIEPPI  
Enterprise Process Performance Improvement 

Targeting EPPI Phases

Targeting EPPI Tier Views
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Map the Processes, 
Model the 
Performance, and 
Target Tier 3 Efforts
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T&D Systems 
View 

T&D Systems 
View 

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

—Miki Lane, senior partner at MVM The Communications Group 

$50.00$50.00  
plus  

shipping,  
handling, and 
Illinois sales tax, 

where  
applicable. 

 
Available from 

CADDI, Inc., the 
ISPI Bookstore, 
and Amazon.

com 

A new book from CADDI, Inc. 

Run your T&D system as the set 
of business processes it is! 
!Leadership Systems and Processes 
!Core Systems and Processes 
!Support Systems and Processes 

A T&D/learning/knowledge management system is inherently  
complex. It is often a large investment with a “potential” for significant 
returns. This book will help you assess the adequacy of your formal 
and informal T&D processes so that you might target improvements 
based on their ROI potential. 

Align 
Target 

Improve 

“Gopher” more 
at CADDI.com 

Available 

in April 

2002! 


