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Too many in ISD – Instructional System Design seem to start their 

development of Instruction sans design, sans analysis and sans any 

project planning.  

That’s really not new, based on my experiences in ISD going back to 

August 1979. But it is worrisome that Basic Practices let alone Best 

Practices have not been adopted or adapted by a vast majority of the 

profession since way back then. 

 

Instruction 

Instruction, in my view is either: Job Aids for Performance Guidance & 

Support in the Workflow, and/or Training.  

Instruction is tightly or loosely architected and engineered for a 

purpose, for a performance purpose. Instruction targets a Performance 

Competence purpose, and is measured accordingly. 

Instruction is a better umbrella term IMO, versus Training, Education or 

Learning. Instruction instructs and guides a Performer.  
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It’s not all about Learning; it’s all about Performance. 

Even in a Learning Organization. 

 

It’s all about Performance Competence. 

 

Performance Competence could also be called Performance Capability 

or Capabilities. I chose Competence based on the use of that word by 

the late Tom Gilbert in his 1978 book, Human Competence. 

 

Learning Contexts 

Instruction is part of Formal Learning in an Enterprise Learning 

Context, versus an Educational Learning Context or a Personal 

Learning Context. 
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In an Enterprise Learning Context – the terminal, on-the-job 

performance requirements is most often clear. The Outputs can be 

made clear. The Tasks can be made clear. And the Stakeholder 

Requirements can be made clear.  

In an Educational Learning Context, the specifics of the on-the-job 

requirements are not known specifically – and the Instruction has to 

stop short of a presumption of insight into the specificity of Tasks, 

Outputs and Stakeholder Requirements where the Educational 

Knowledge and Skills will be applied.  

And that’s reasonable. Take any course offered – and attempt to 

predict the terminal performance requirements of any graduate who 

doesn’t know the enterprise that they may hire into after graduation. If 

you can do that you need to buy a lottery ticket and start playing the 

stock market right now, as you have a gift that many dream of having. 

In a Personal Learning Context, where the individual may know their 

personal terminal task goal(s), such as being able to perform proper fly 

fishing casting, it’s a bit easier perhaps, but the Performance Context 

where that is to be performed can vary mightily, just as in Enterprise 

Learning Context. Time of day, temperature of air and water, quickness 

or stillness of the water flow, type of fish, are some of the variables that 

might affect where and how to cast one’s line.  

The difference is that a Enterprise Learning Context can be more easily 

pre-determined as to the Tasks, and Outputs and the enabling 

knowledge/skills, while Personal Learning Context begins with an end 

goal and then it’s most a series of discoveries as to what needs to be 

learned – unless one simply takes a course or a series of courses that 
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intends to teach it all – and what is important and learned is left solely 

to the discretion of the individual.   

 

Outputs and Tasks and Measures – Oh My 

But getting clear on all of that – outputs and tasks and measures, takes 

some Analysis, what the late Joe Harless called Front-End Analysis.  

It is what I simply call Analysis initially, as I have learned from client 

feedback that they are most often concerned with the final outputs 

meeting the measures and the effect of that – often called Outcomes.  

They are usually not interested initially in the interim outputs, or the 

tasks leading to outputs, unless they have been burned previously, and 

have learned to pay closer attention to what the ISDer is going to do, or 

is doing, or has done. 

I do 4 types of Instructional Analysis in my ISD efforts as a consultant: 

 Target Audience Analysis – who are the primary, secondary and 

tertiary audiences, and what can be safely assumed about their 

incoming/current knowledge and skills from their education and 

experiences. 

 Performance Analysis – what Outputs and Tasks are authentic as 

performed by Master Performers, and what the current state gaps 

are evidenced by the non-Master Performers 

 Enabling K/S Analysis – what one needs to know in order to be 

able to do 

 Existing T&D Assessment – for reuse potential in the new effort 

to salvage the prior investments of shareholder equity. 
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And as I have known since early in my career, this Analysis has to be 

done well enough and done quickly. Otherwise it will be tagged, 

appropriately, as Analysis Paralysis. And that’s not good.  

When Analysis is done poorly or not at all, it leads to Instructional 

Content rework, as in re-design after development, when the 

Instructional Content fails before or after being released for use by the 

intended audiences, leading to re-development.  

Schedules are reworked; budgets are reworked; other work is 

negatively impacted.  

And again, that’s not good. 

 

Conducting ISD Projects Logically 

If well done Project Planning doesn’t precede Analysis, then… 

 The business metrics to be impacted are unclear or mis-targeted 

 The terminal performance is unclear and Topics rather than Tasks 

may be the focus 

 The Scope creeps and then shifts happen regarding the target 

audiences, knowledge and skills, topics, tasks and outputs, 

resulting in schedules and budgets having to be reworked, and 

any impact being delayed 

 

If well done Analysis doesn’t precede Design, then… 

 All of the Design efforts are at best, guess work, as what it will 

take to affect the terminal performance competence or capability 
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 All Design decisions on what to include, to what depth of 

coverage, will be arbitrary 

 

If well done Design doesn’t precede Development, then… 

 Rework will be the name of the game, sooner or later, if anyone 

pays any attention to the results back-on-the-job from the 

Instructional efforts 

 

My ISD Phases 

I’ve been using this adaptation (below) of a typical ADDIE framework 

for planning the tasks of an ISD effort, and then estimating the touch 

time and cycle time and schedules for conducting those tasks, and in 

setting the price for my clients, for my and my team’s efforts in 

consulting engagements since 1982. 

MCD – Modular Curriculum Development/Acquisition 

 



ISD Development After Design After Analysis After Project Planning – Guy W. Wallace 

 

  Guy W. Wallace         Pursuing Performance          EPPIC Inc.         www.eppic.biz                                         7 
 

The break in the flow of the 6 phases above, into 2 tiers, is deliberate. 

I have always attempted to conduct my ISD consulting engagements for 

a Fixed Fee, versus Time and Expense. And I have yet to use a Change 

Order to up the price – unless the client asked for the change.  

Back in 1981 and 1982 I got “Change Ordered” repeatedly at Motorola 

by a couple of ISD vendors – and I disliked it greatly. I was forced to go 

back to my clients explain it all. When I became an external consultant 

on November 1, 1982, I vowed to NEVER do that to my clients. NEVER. 

And I knew – that it would take detailed planning, as well as a thorough 

review effort by all of the stakeholders – the client and their clients – so 

that the terminal outputs and all of the tasks, the burden and timing of 

that task burden for all of the project participants, would need to be 

understood and agreed to. And that on occasion I’d still need to roll 

with the punches of a shifting reality in the real world. 

So when it wasn’t quite clear what needed to be accomplished via my 

project I would Fix Fee price the 1st 3 Phases of my MCD – Modular 

Curriculum Development/Acquisition effort, with a best guess for the 

Fixed Fee price for Phases 4-6, and the assumptions underlying that 

best guess.  

And there were times when everything was too unclear and I had to 

propose projects in a Time & Expense mode. But I’d still have to provide 

my best guess, otherwise known as an estimate, or a WAG or better 

yet, a SWAG.  

And I always used my 6 Phases to frame those “Scientifically-based Wild 

Ass Guesses” (SWAGs). 



ISD Development After Design After Analysis After Project Planning – Guy W. Wallace 

 

  Guy W. Wallace         Pursuing Performance          EPPIC Inc.         www.eppic.biz                                         8 
 

 

The Tasks and Outputs of an MCD Effort 

For my starting tasks, phase by phase, see Appendix B in my book, lean-

ISD. It is available as a Free 410-page PDF in the resource tab at:  

www.eppic.biz 

 

 

Those tasks is where I start every client planning effort for ISD projects, 

and I adopt what I can and adapt the rest, based on insight gained after 

preliminary discussions with the client and their key clients – whom I 

call Stakeholders. 
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I use a Job Aid for Performance Guidance & Support in the Workflow 

for conducting the initial client and stakeholder interviews, and then for 

the initial planning before developing a draft Project Plan and Proposal.  

 

I called this a Performance Aid back in the mid-1990s when I first 

created it for a client project to training their Project 

Planners/Managers.  
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The structure of this Aid aligns with the content flow my Project Plan 

format. 

That Job Aid/Performance Aid may be found here in a Free PDF: 

https://eppicinc.files.wordpress.com/2012/04/pact-alpha-phase-client-

stakeholder-interview-guide.pdf  

 

As an overview of each phase of MCD – before you might look at all of 

the details of my ADDIE-like ISD methodology, in lean-ISD’s Appendix B, 

is provided next. Here are my 6 phases. 

 

 

I also frame each of the 6 phases of an MCD effort in sub-phases, as 

follows. 

https://eppicinc.files.wordpress.com/2012/04/pact-alpha-phase-client-stakeholder-interview-guide.pdf
https://eppicinc.files.wordpress.com/2012/04/pact-alpha-phase-client-stakeholder-interview-guide.pdf
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MCD – Phase By Phase 

 1- Project Planning: This is where one needs to interview the 

client and their clients (Stakeholders) about their issues 

(problems/opportunities), the Target Audiences, the Work 

Processes within the scope, the desired Schedule and any Budget 

constraints. And then develop a Project Plan and a Proposal. And 

then conduct a Gate Review Meeting with the Project Steering 

Team to review the draft Project Plan, participants to be 

burdened and that burden schedule and answer any tough 

questions and get revisions and/or approvals. And then enlist the 

Master Performers and Other Subject Matter Experts for 

participation in the Analysis and Design Teams, by name. See the 
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upside-down traffic light in the graphics of MCD Phases – those 

are the GRMs – Gate Review Meetings with the Project Steering 

Team.. 

 

 2- Analysis: The ISD Team conducts the Target Audience Analysis, 

facilitates the Analysis Team in a Performance Analysis and 

Enabling Knowledge/Skills Analysis, and then they conduct 

Existing T&D Assessments for Reuse, as is or after modification, of 

existing Content, in this effort. And then the ISD Team conducts a 

Gate Review Meeting with the Project Steering Team to review 

the draft Analysis Report, to answer any tough questions and get 

revisions and/or approvals. 

 

 3- Design: The ISD team facilitates a Design Team in establishing 

the Performance and Enabling Learning Objectives, defining the 

Application Exercises (which I call APPOs) where one or more may 

constitute a Test, define if any DEMOS are desirable, and what  

INFOs are needed. Then the ISD Team defines the Lessons’ Opens 

and Closes. And then the ISD Team conducts a Gate Review 

Meeting with the Project Steering Team to review the draft 

Design Document, to answer any tough questions and get 

revisions and/or approvals. 

 

 4- Development: Instruction, Job Aids for Performance Guidance 

& Support in the Workflow, and/or Training, is developed, per the 

design. It is also Alpha Tested (and sometimes Beta Tested 

depending on the “how and who” of development) in an effort to 

reduce issues in the next phase. 
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 5- Pilot-Test: I refer to this as a “Full Destructive Test” of the 

Instructional Content in as authentic learning context as practical. 

Bottom line: 1) did leaning occur as determine via measures of 

the Target Audience pre and post Pilot Test. 2) was the 

Instructional Content accurate, complete and appropriate as 

assessed by participating Master Performers & Other SMEs. Then 

the ISD Team defines the Lessons’ Opens and Closes. And then the 

ISD Team conducts a Gate Review Meeting with the Project 

Steering Team to review the draft Pilot Test Report, to answer any 

tough questions and get any post-Pilot Test “revision 

recommendations” by the ISD agreed to (or revised) and/or 

approvals in creating the “revision specifications” for use in the 

final phase. 

 

 6- Revision & Release: Revisions are made based on Pilot-Test 

Results and Revision Specifications – and then the Instructional 

Content is released for Deployment and/or Access (Push and/or 

Pull).  

It’s critical to see the Outputs of Tasks. Here below are the key Outputs 

from the key Tasks listed above. 
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MCD is Different than ADDIE 

ADDIE’s last two steps/phases are post-MCD.  

Implementation happens after MCD – Phase 6: Revision & Release.  

Evaluation happens after Phase 6 in an ongoing or other manner during 

Implementation. 

My PACT Processes for MCD are positioned at 6 O’Clock in my T&D 

Systems View graphic (and articles and books): 
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This framework of 47 ISD functional Processes, in 12 Sub-Systems, in a 

T&D System, is covered in detail in my book – T&D Systems View – 

which is also available as a Free PDF on my website, in the resources 

tab: 
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And yes, the T&D System, is itself a Sub-System, in an Enterprise. 

 

MCD Post CAD 

MCD – Modular Curriculum Development/Acquisition is my standard 

approach, adapted for each client as necessary, for producing 

performance-based Instruction, including Group Paced, Self Paced and 

Coached Instruction. This is our ADDIE-like level of 

design/development. It often should follow after a CAD effort – a 

Curriculum Architecture Design effort. But it does not have to follow a 

CAD effort. 

 

CAD - Curriculum Architecture Design - is my standard approach, 

adapted for each client as necessary, for producing performance-based 

T&D Paths and Planning Guides, and specifications detailing what is 
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missing, the gap content that “could be” compared the some future 

state where resource and returns were not considered, to the current 

state Instructional offerings.  

 

Investing Shareholder Equity 

Of course, resource investment costs and their probable returns should 

always be considered in advance of closing any Instructional Content 

gaps. Converting Cash into Content is not the goal of ISD. It is to impact 

Performance Competence. 

 

Just because an ISD practitioner can uncover a valid Instructional need 

does not in and of itself warrant meeting that need. 

The Costs of Non-Conformance (CoNC) always need to be compared to 

the Costs of Conformance (CoC) – borrowing concepts and language 

from the Total Quality Management (TQM) world. 
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Good stewards of shareholder equity do not squander it on efforts with 

nil or negative ROI. They just don’t. 

 

 

In Summary 

Both MCD and CAD efforts are “performance-based” and require a 

Performance Analysis effort to ensure that Performance Impact is a 

result of any Instruction made available for access or deliberately 

deployed and managed. 

 

Guy W. Wallace 

Guy W. Wallace is a Performance Analyst and Instructional Architect – 

and has been designing and developing performance-based Instruction/ 

Training/ Learning and Performance Support content for Enterprise 

Learning and their business critical target audiences since 1979. Guy 
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has been consulting since 1982 and has served 80+ consulting clients, 

primarily in the Fortune 500. 

Guy started as a Training Developer at Wickes Lumber in 1979 and then 

became a Training Project Supervisor at Motorola's Training & 

Education Center in 1981. 

In 2010 he received the ISPI's highest award: the Honorary Member for 

Life - for his contributions to both the technology of Performance 

Improvement and to the Society - as approved by two successive 

Boards of Directors. 

Since 1982 he has specialized in Curriculum Architecture Design via a 

Group Process. In 1984 he co-authored two articles on these 

approaches, a Training Magazine article on Curriculum Architecture 

Design via a Group Process - and another on Creating Models and 

Matrices using a Group Process - for NSPI's Performance & Instruction 

Journal. 

Guy completed his 76th Curriculum Architecture Design consulting 

project - since his first in 1982 - in the fall of 2018. 

Guy typically facilitates Project Steering Teams in detailed Planning 

efforts, and then he facilitates their selected Master Performers to 

quickly conduct Analysis and Design for hand-off to Development teams 

for quick, parallel development and/or acquisition efforts. 

Guy's ISD work has won awards at General Motors, HP, and Siemens 

Building Technologies, and external awards from NSPI, ISPI and 

ASTD/ATD for work done with AT&T, Chamberlin Edmonds – Emdeon, 

HP and Imperial Oil. 
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In 2010 he was recruited as an inaugural member of ASQ's Influential 

Voices initiative to Raise the Voice of Quality, and served until late 

2015.  

Guy has authored over 90 articles, 14 books, and 3900+ Blog posts. He 

has presented professionally at conferences and at chapters over 110 

times. 

See his website for lists of clients, descriptions of 250+ projects, 

publications, presentations, and over 400 free ISD and Performance 

Improvement PDFs, audio & video resources: 

www.eppic.biz 

Guy W. Wallace - 704-746-5126 (m) - guy.wallace@eppic.biz 
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