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Go For Performance 
Aligning L&D with Enterprise Leadership 

Get Aligned and Focused on the  
Critical Business Issues  

 

Leave All of the Rest to Enabled Informal  
and Informal-Social Means of Learning 

Chapter 1  
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Quick Thoughts 
1 Focus Exclusively on the 

Enterprise’s Most Critical 
Business Issues 

2 Set Up a Formal 
Governance-Advisory 
System 

3 The Board of Governors 

4 The Advisory Councils 

5 The Project Steering  
Teams 

6 Rotate the Members But 
Maintain Continuity 

7 Bottoms-Up Requests 

8 Top-Down Decisions & 
Resourcing  

9 Command & Control & 
Empowerment 

10 Holding L&D Accountable 
For Results 

11 Summary 
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Too often L&D invests in 
Instructional Content that’s not 
thought of as Critical to the 
Enterprise by Leadership. 
 
That happens when L&D is 
disconnected and not more 
formally aligned with Leadership 
and therefore not involved in the 
discussions and planning for 
addressing those Critical Business 
Issues. 

Focus Exclusively on the 
Enterprise’s Most 
Critical Business Issues 

Quick Thought 1-1 

Key Point: 
 
• L&D Leadership needs to more 

formally engage with 
Enterprise Leadership to 
understand the CBIs and 
respond with Instructional 
Content that addresses specific 
challenges with speed and 
focus on Performance 
Competence development. 
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Sometimes a more formal 
Governance & Advisory System 
would help to ensure that only the 
most strategic and operational 
Critical Business Issues are raised, 
evaluated, sanctioned and 
resourced for L&D to address, as 
opposed to L&D responding to the 
first in line requestors. 
 
   

Set-Up a Formal 
Governance & Advisory 
System 

Quick Thought 1-2 

Key Point: 
 
• Enterprise Leadership needs 

to tell L&D what to address, 
and when, but not necessarily 
how to address the critical 
needs for Instructional 
Content across the 
Enterprise. 
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A Board of Governors, or the 
Executive Team, should formally 
assess each request for L&D 
Content Development or 
Acquisition with the same level of 
scrutiny that they do for requests 
for Capital Expenditures.  
 
The Costs for Addressing a 
Problem or Opportunity should be 
compared to the Costs of Doing 
Nothing At All. 

The Board of Governors 
Quick Thought 1-3 

Key Point: 
 

• The estimating and 
assessment of Life Cycle 
ROI, or RONA, or EVA, 
should be part of the 
business decision making 
process for every request for 
investing Shareholder Equity 
in building or buying L&D 
Content. 
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The Board of Governors (BOG) 
should field requests coming from 
more formal, functional Advisory 
Councils, who would themselves 
field requests from the functional 
groups that they represent. 
 
This takes the Request 
Approval/Rejection out of the 
hands of L&D supplier, and puts it 
on the customer side who is in a 
better position to judge the 
worthiness of every request. 
 
 

The Advisory Councils 
Quick Thought 1-4 

Key Points: 
 
• The Advisory Councils might 

represent, Marketing, Sales, 
Finance, Merchandising, 
Engineering, Manufacturing, 
HR, and Operations groups 
across the Enterprise.  
 

• They would quickly assess 
each request for its Life Cycle 
ROI potential compared to all 
other requests and forward to 
the BOG as appropriate. 
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If a Request from the Advisory 
Council is approved by the Board 
of Governors the Advisory Council 
would recruit a Project Steering 
Team to oversee the project and 
provide L&D staff with the people 
and other resources necessary to 
conduct the project to produce 
authentic Performance Impacting 
Instruction.  
 
The Project Steering Team owns 
the project. 
 

The Project Steering 
Teams 

Quick Thought 1-5 

Key Point: 
 
• L&D should not have to 

struggle to get the resources 
required to address 
Instructional Development 
Projects deemed critical by 
Enterprise Leadership. 
 

• The Project Steering Team 
makes all business decisions 
required during the project. 
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Depending on the size and 
complexity of the Enterprise, 
members on both the Board of 
Governors and the Advisory 
Councils may need to be rotated 
on and off – but care needs to be 
taken to not disrupt continuity of 
programs and plans that were 
deemed critical to the needs of the 
Enterprise. 

Rotate the Members But 
Maintain Continuity 

Quick Thought 1-6 

Key Point: 
 
• Rotating members on and off 

needs the Governance & 
Advisory Systems teams 
needs to guard against 
causing any major changes in 
programs and plans due to a 
lack of familiarity with the 
reasons efforts were 
undertaken in the first place.  
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The intent is to surface Requests 
for making investments in L&D 
Content consistent with the priority 
needs as determined by the middle 
and lower levels of Enterprise 
management – where the worth of 
the problems and opportunities are 
best determined, and to channel all 
request to L&D suppliers via a 
screening process owned by the 
customers.  

Bottom-Up Requests 
Quick Thought 1-7 

Key Point: 
 
• L&D should not be put in a 

position to make value 
judgements regarding the 
worthiness of any request 
when the customers 
themselves are in a much 
better position to make such 
assessments. 
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Decisions, informed from Bottom-
Up, still flow Down from the Top, 
and the Resources necessary to 
address the Critical Business 
Issues of the Enterprise, including 
People and Money, are easier to 
work with when they are 
demanded and allocated from the 
top levels of the Enterprise. 

Top-Down Decisions and 
Resourcing 

Quick Thought 1-8 

Key Point: 
 
• L&D often struggles with 

getting the right people to do 
the right things at the right 
time, as other competing 
needs and interests get in the 
way when the L&D project is 
not seen as a priority. 

15 2022 

Chapter 1  



It’s critical to see L&D as a support 
function to work under the 
direction of L&D Leadership to 
address their priority needs. 
 
And in that manner, working under 
a Command & Control mechanism, 
your can seek Empowerment to 
plan and conduct ISD/LXD projects 
appropriately. 

Command & Control  
& Empowerment 

Quick Thought 1-9 

Key Points: 
 

• Empowerment is given, not 
taken.  
 

• To have L&D be seen as 
valuable, as indispensable, 
you need to be working 
successfully on the most 
Critical Business Issues. 
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L&D should wish to be held 
accountable for Results of their 
efforts for it is then that they will be 
viewed as a valuable resource to 
the Enterprise and the need to 
increase the Performance 
Competence of the Enterprise 
staff, suppliers, and customers to 
advance the interests of the 
Enterprise. 

Holding L&D Accountable 
For Results 

Quick Thought 1-10 

Key Points: 
 
• Be prepared for what you 

wish for – a seat at the table 
– which will require that you 
have your L&D Processes, 
Practices, Infrastructure, and 
People ready to address the 
most Critical Business Issues 
of the Enterprise. 
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L&D needs to practice what they 
preach and have their own L&D 
Processes, Practices, 
Infrastructure, and People ready 
for the challenges of being better 
aligned with Enterprise Leadership 
and their most Critical Business 
Issues. 
 
There have been many adequate 
ISD/LXD Processes available for 
adopting and adapting for decades 
and decades. Start there as 
needed. 

Summary 
Quick Thought 1-11 

Key Points: 
 
• Find an ISD/LXD Process 

and Adopt what you can, and 
Adapt the rest. 
 

• Put the Infrastructure in place 
per your Process, and 
prepare your People to 
Perform with Competence at 
Speed. 
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Go For Performance 
ISD/LXD Project Planning & Management 

Using Teams in Structured Phases and 
Defined Tasks for Planning for Success 

 

Proper Planning Prevents Poor Performance  
which is important when working on the  

Critical Business Issues of your Enterprise 

Chapter 2  
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Quick Thoughts 
1 Have a Semi-Formal Intake 

Process to Document the 
Request 

 

2 Produce a Detailed Project Plan 
for Client & Stakeholder Review 
& Approval 

 

3 Encourage the Establishment 
of a Project Steering Team 

 

4 Have the Project Steering 
Team Handpick the Analysis 
Team Members 

 

5 Have the Project Steering 
Team Handpick the Design 
Team Members 

 

6 Have the Project Steering 
Team Handpick the All Other 
Project Team Members 

 

7 Conduct Project Steering Team 
Gate Review Meetings After 
Key Phases 

 

8 Update the Detailed Project As 
Needed After Each Gate 
Review Meeting. 

 

9 Summary 

 

20 2022 

Chapter 2  



There’s a certain amount of data 
needed to plan an ISD/LXD project 
and that should be gathered up 
front and confirmed with all 
stakeholders before beginning. I’ve 
used an Intake Form both formally 
and informally. Informally is where 
I ask the questions and fill out the 
form myself. I need to know why 
this and why now, and who should 
be involved as Stakeholders and 
Sources. 

Have a Semi-Formal 
Intake Process to 
Document the Request 

Quick Thought 2-1 

Key Points: 
 
• I give the Requestor the option 

of filling the form out, or having 
me do it via an interview with 
them. 
 

• The intent is to help them think 
through the Request and the 
issues that drove it. 
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I plan in detail as the details will 
affect both the schedule and costs 
for conducting the effort.  
 
If the client objects to sharing the 
details I produce a High-Level Plan 
and when the inevitable questions 
follow any review, I pull out the 
detailed version. 

Produce a Detailed 
Project Plan for Client & 
Stakeholder Review & 
Approval 

Quick Thought 2-2 

Key Points: 
 
• Detailed Plans reflect the 

seriousness of High Stakes 
efforts. 
 

• Detailed plans are the only 
way to get commitments of 
the resources needed and 
meet my commitments on 
dates. 
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I always encourage my clients to 
form and head a Project Steering 
Team (PST) of the Stakeholders to 
get buy in and the resources 
needed to conduct the project. 
 
I meet with the Stakeholders at the 
end of Key Phases of my efforts in 
Gate Review Meetings. 

Encourage the 
Establishment of a 
Project Steering Team 

Quick Thought 2-3 

Key Point: 
 

• The PST has 4 options each 
time we meet: Kill the Project, 
Defer it, Modify the Plan and 
continue, Approve the plan as 
is and support it. 
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In order to build the Project 
Steering Team’s trust in the 
Analysis Data – have the PST 
handpick the Master Performers, 
Other Subject Matter Experts, 
Managers/Supervisors of the 
Target Audience, and Novice 
Performers if the Target Audience 
includes New Hires. 
 
Work to ensure a balance in who is 
represented and avoid leaving key 
constituencies out of the effort. 

Have the Project Steering 
Team Handpick the 
Analysis Team Members 

Quick Thought 2-4 

Key Points: 
 
• If the data raises anything 

controversial it falls back to the 
Analysis Team members – who 
should be trusted people to the 
PST. 
 

• If needed, have key Analysis 
Team members attend the 
Analysis Phase’s PST Gate 
Review Meeting to review all of 
the Analysis Data. 
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I like to have some or all of the 
Analysis Team members become 
the Design Team with no new 
players – as they often feel a need 
to challenge the data as its being 
processed into the Design. 
 
Almost always the data that they 
are looking for resides later in the 
total data set. It’s disruptive to the 
Design Process to have new 
players participate. 

Have the Project Steering 
Team Handpick the 
Design Team Members 

Quick Thought 2-5 

Key Points: 
 
• I warn the Project Steering 

Team at our first meeting 
about new members joining 
the Design Team after not 
participating in the Analysis 
effort and how disruptive that 
is. 
 

• Have a Process in place for 
getting the Analysis data into 
the Design.  
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There may be other Teams, 
including Development and Pilot 
Test teams, that should be 
resourced by the Project Steering 
Team. It’s their project. Let them 
own it, resource it, and be 
responsible for it end-to-end. 

Have the Project Steering 
Team Handpick All 
Other Project Team 
Members 

Quick Thought 2-6 

Key Point: 
 
• Establish early and often that 

everyone is working for the 
Project Steering Team and 
are accountable to them for 
what gets produced at every 
step. 

26 2022 

Chapter 2  



Don’t get too far ahead of yourself. 
Get your Analysis Data and the 
Design Data and the Pilot Test 
Results Data in front of the Project 
Steering before you use that data 
in your next steps and let them 
review, challenge, and decide how 
to resolve any data issues. 

Conduct Project Steering 
Team Gate Review 
Meetings After Key 
Phases 

Quick Thought 2-7 

Key Point: 
 
• The PST owns the Analysis 

Data, the Design Data, and 
all other project outputs. 
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It’s not always necessary, but if 
your plans change you should 
update your Project Plan.  
 
Comparing the actuals against the 
estimated touch time and cycle 
times in the plan, and the changes 
needed should help the Project 
Planners/Managers do better 
planning in the future. 

Update the Detailed 
Project As Needed After 
Each Gate Review 
Meeting. 

Quick Thought 2-8 

Key Points: 
 
• Share or make accessible the 

updated Project Plans with all 
who have a need to know. 
 

• Track the changes required 
and where actuals varied 
from the original estimates to 
sharpen your estimating skills 
and insights in future 
planning efforts. 
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Planning is often avoided as plans 
are never perfect.  
 
But without a plan it’s difficult to 
secure commitments for the 
resources the project needs, and 
then the project drifts waiting on 
people and other resources’ 
availability. 
 
And without a plan too many 
people might think that driving 
toward the milestones isn’t 
necessary. 

Summary 
Quick Thought 2-9 

Key Points: 
 
• If you are working on High 

Stakes Performance efforts, 
your should be working to the 
plan. 
 

• Scheduling the people and 
other resources for their 
timely participation in 
advance is required to meet 
any deadline goals. 
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Go For Performance 
Conducting Performance-Based Analysis  

for ISD/LXD Efforts 

A Performance Orientation in Analysis  
will Lead to Improved Impacts on 

Business Results Measures 
 

Then Skip the Reporting Out of Learning Activity Measures  
as if they were Meaningful. They aren’t. 

2022 
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Quick Thoughts 
1 Focus on Performance for 

Improved Transfer & Impact 

2 Determine on the Outputs 
of Ideal Performance 

3 Determine the Output 
Stakeholders and Their 
Requirements 

4 Determine the Overt 
Behavioral Tasks 

5 Determine the Covert 
Cognitive Tasks 

6 Determine the Roles & 
Responsibilities of All 
Performers 

7 Determine the Current State 
Gaps & Probable Causes 

8 Derive the Enabling 
Knowledge & Skills  

9 Conduct Client & Key 
Stakeholder Reviews 

10 Inform Design and/or Pivot 
to Performance 
Improvement Efforts 

11 Summary & the PACT 
Processes 
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Too often ISD/LXD Practitioners 
are asked to produce Content 
without the Analysis data 
necessary to ensure that what gets 
Learned gets Transferred back to 
the Job and has a positive Impact 
on Business Metrics.  
 
It might be their fault, but it’s more 
likely the fault of their leadership 
and clients. 

Focus on Performance  
for Improved Transfer 
& Impact 

Quick Thought 3-1 

Key Points: 
 
• Management is responsible for 

putting in valid Processes and 
Practices and then ensuring 
that their staff is properly 
trained to use them. 
 

• Practitioners might need to 
help their managers see a 
better way; or they just might 
have to seek happiness 
elsewhere. It happens. 
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People are on the payroll to 
produce Worthy Outputs that meet 
Stakeholder Requirements – 
especially, but not exclusively, the 
Requirements of the downstream 
internal and/or external 
customer(s). 
 
Instruction and/or Learning 
Experiences should reflect those 
authentic Requirements. 
 

Determine on the Outputs 
of Ideal Performance 

Quick Thought 3-2 

Key Points: 
 
• First focus on the Outputs of 

the Process or WorkFlow or 
WorkStream. 
 

• Determine the final and all 
interim Outputs. 
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The Stakeholders determine the 
Measures and Standards for all 
Outputs – and there is typically 
more than one Stakeholder. 
 
They care about Quality, Quantity, 
and their Costs, and perhaps 
additional Measures, such as 
Safety.  

Determine the Output 
Stakeholders and Their 
Requirements 

Quick Thought 3-3 

Key Point: 
 

• If any Stakeholders’ 
Requirements are in conflict 
determine for each case, 
what the Hierarchy of 
Stakeholders actually is. 
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Once you have identified all of the 
Outputs you can then identify the 
overt Behavioral Tasks that you 
could observe.  
 
Beware the interview with a single 
Master Performer, as they will only 
be able to identify approximately 
40-50% of their Tasks due to the 
non-conscious nature of 
knowledge. 

Determine the Overt 
Behavioral Tasks 

Quick Thought 3-4 

Key Points: 
 
• Never rely on a single source 

for your Analysis due to the 
non-conscious nature of 
knowledge. 
 

• Use a valid approach to Task 
Analysis to generate more 
complete data, and consider 
using Task Observations to 
validate what you are told. 
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Once you have identified all of the 
overt Behavioral Tasks as an 
anchor, you can then determine 
the Cognitive Tasks that occur 
before, during, and after the 
Behavioral Tasks. Beware that 
Master Performer and Other 
Experts can only identify 
approximately 30% of their 
Thinking Tasks in making 
decisions, due to the non-
conscious nature of knowledge. 

Determine the Covert 
Cognitive Tasks 

Quick Thought 3-5 

Key Points: 
 
• Never rely on a single source 

for your Analysis efforts due 
to the non-conscious nature 
of knowledge. 
 

• Use a valid approach to 
Cognitive Task Analysis to 
generate more complete 
data. 
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Most Performance, but not all, is a 
collaborative effort. Help new hires 
understand who does what, when, 
where, why, and how. 
 
Role clarity is one key to effective 
and efficient Performance, back-
on-the-job. 
 

Determine the Roles & 
Responsibilities of All 
Performers 

Quick Thought 3-6 

Key Point: 
 
• Establish who is responsible, 

by role, for task execution, 
support, inputs, feedback, 
and approval/rejection. 
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Once you have documented Ideal 
Performance – the Best of Current 
State Actuals, or Future State 
Aspirations, you can compare to 
Current State Typical Performance 
and then assess for the Probable 
or Root Causes for any Gaps, and 
then determine the value of both 
the Gap and closing the Gap. 

Determine the Current 
State Gaps & Probable 
Causes 

Quick Thought 3-7 

Key Point: 
 
• Gaps Causes can be 

attributed to a poor Process, 
a lack of adequate 
Environmental Enablers, or a 
lack of Human 
knowledge/skills or other 
human attributes and values. 
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I use a rigorous but flexible set of 
K/S Categories to help me 
systematically tease out the 
enabling K/S Required once I have 
the Ideal Performance 
documented.  
 
That enables assessment of 
Existing Content for Reuse, “As Is” 
or “After Modification” to try to 
save my client’s time and money. 

Derive the Enabling 
Knowledge & Skills  

Quick Thought 3-8 

Key Points: 
 
• Shortcutting this process or 

using a sloppy brainstorming 
approach will cause you to 
miss many enabling K/S 
Items.  
 

• This builds the Bill-of-
Materials of a future 
Instruction for prioritization. 
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It’s critical to conduct thorough 
reviews with the client and key 
stakeholders so that they might 
make the Business Decisions 
inherent in every ISD/LXD effort 
addressing High Stakes 
Performance with High Risks and 
Rewards, and/or future strategic 
importance.  

Conduct Client & Key 
Stakeholder Reviews 

Quick Thought 3-9 

Key Point: 
 

• Bring you clients and 
stakeholders along during the 
project’s journey and engage 
them in meaningful reviews 
where there are significant 
Returns are at stake on the 
Investments of Shareholder 
Equity. 
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Analysis of Performance and its 
required enabling Knowledge and 
Skills are inputs to the downstream 
ISD/LXD processes for Design and 
then Development.  
 
If your inputs to Design and 
Development are not authentic, 
accurate, complete and 
appropriate, your Instruction/ 
Learning Experience will suffer, as 
will Transfer and Impact. 
 

Inform Design and/or 
Pivot to Performance 
Improvement Effort 

Quick Thought 3-10 

Key Points: 
 
• To impact Performance you 

will need to know what Good 
looks like and what enables 
it. 
 

• You will also be able to help 
your clients and stakeholders 
see when addressing K/S 
won’t be adequate in meeting 
their needs. 
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Instruction – Job Aids & Training – 
also known as Learning 
Experiences & WorkFlow Learning 
Resources – can be significant 
investments and should be treated 
and approached as such. 
 
How would you feel if it were all 
your money? 

Summary 
Quick Thought 3-11 

Key Points: 
 
• Performance Improvement is 

often the goal of 
communications, education, 
and training. 
 

• To affect Performance you’ll 
need to establish what that 
looks like and how it’s 
measured before you start. 
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Go For Performance 
Architecting Instructional Content  

for Impact and ReUse 

Ensure a Performance Orientation  
and Reduce Life Cycle Costs for  

the Enterprise Inventory  
of High Impact Instruction 

Chapter 4  
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Quick Thoughts 
1 Instructional Architecture 

via PACT’s CAD Process 

2 A CAD Effort Architects 
Content But Develops No 
New Content 

3 1984 Training Magazine 
Article on CAD using a 
Group Process 

4 CAD is One of 3 Levels of 
Design in PACT 

5 The 5 Tier Inventory of an 
Enterprise Content 
Architecture for ReUse 

6 PACT’s Tier 1 

7 PACT’s Tiers 2 – 4 – 5  

8 PACT’s Tier 3 

9 The ECA, Paths, Events, 
Modules 

10 CAD leads to MCD and/or 
IAD Efforts 

11 Summary   
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Too many ISD and LXD efforts are 
“one-offs” – and not part of a 
cohesive whole. ISD – Instructional 
Systems Design, concerns itself 
with a logical, flexible  “system of 
instruction” and not as a single 
event or resource.  
 
The “One-Off” approach often 
leads to gaps and overlaps. 
Overlaps, by design, using the 
same or similar enough language 
and imagery are good. But that’s 
not often the case. 

Instructional 
Architecture via PACT’s 
CAD Process  

Quick Thought 4-1 

Key Point: 
 
• Instruction/ Training/ Learning 

Experiences need to be seen 
as a holistic system, designed 
Top-Down to ensure minimal 
gaps, and overlaps (Spaced 
Learning) by design. 
 

• The logical of the flexible flow 
should serve the Target 
Audience’s needs which likely 
vary one individual to the next. 
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The goal of the PACT’s process for 
CAD is to determine the 
performance-based needs for 
knowledge and skills, organize the 
instruction (job aids and training), 
identify the gaps for prioritization 
by the enterprise stakeholders who 
would then resource the next 
efforts to build or buy instruction to 
address the critical gaps. 

A CAD Effort Architects 
Content But Develops 
No New Content  

Quick Thought 4-2 

Key Points: 
 
• The gaps not addresses are 

left to un-structured OJT 
(Informal Learning). 
 

• They buy-in created by 
working with the stakeholders 
ensures an Return worthy of 
the Investments. 
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Guy did the first Curriculum 
Architecture Design while an 
employee at Motorola, after 
hearing a presentation from a 
consultant, Ray Svenson* in 1981. 
Guy’s effort turned out to be the 
first attempt at what Information 
Technology stakeholders at the 
Bell System for Technical 
Education had asked for in the late 
1970s, but had never received. 

1984 Training Magazine 
Article on Curriculum 
Architecture 

Quick Thought 4-3 

Key Point: 
 

• The concept of a Curriculum 
Architecture is that it would 
address both the shared and 
unique needs Performance 
Requirements and Context of 
a Target Audience. 
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*Guy later joined Ray’s consulting firm where he became the lead CAD 
designer. Guy’s done 76 CAD projects since becoming a consultant in 1982. 
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After a CAD effort, there is a need 
to build or buy Instruction for the 
priority gaps. 
 
My ADDIE-like methods for project 
planning are 1) MCD – Modular 
Curriculum Development for more 
traditional Instruction/ Learning 
Experiences, and 2) IAD – 
Instructional Activity Development 
for Performance Tests, Job Aids/ 
Performance Support, etc.  

CAD is One of PACT’s 3 
Levels of Instructional 
Design 

Quick Thought 4-4 

Key Points: 
 
• I use MCD post CAD, or before 

or without a prior a CAD effort, 
as my client’s situation 
dictates.  
 

• I use IAD efforts for a quicker 
approach to building the 
components of Instruction, or 
bookends for generic content. 
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Key for my PACT processes is the 
intent to ReUse content 
(instructional or Informational) for 
multiple Target Audiences, either 
“As Is” or “After Modification” to 
save both time and money, and to 
build a common language and 
imagery within an Enterprise. 
 
That requires a modular approach 
to both systems design and 
product design. 

The 5 Tier Inventory of an 
Enterprise Content 
Architecture for ReUse 

Quick Thought 4-5 

Key Point: 
 
• Systems and Product 

Engineering have used this 
kind of thinking for decades, 
to reduce costs and cycle 
times for developing 
evolutionary and 
revolutionary products. 
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In PACT, Tier 1’s modular 
Instructional and Informational 
content is often part of On-
Boarding efforts and is highly 
sharable across many Target 
Audiences. 
 
It would provide both high level 
and detailed level orientations to 
the Enterprise, the organizational 
purpose, markets, products, 
competitors, structure, leaders, 
processes, policies, practices, 
cultural values, facilities, and tools 
etc., etc. 

PACT’s Tier 1  
Quick Thought 4-6 

Key Point: 
 
• The goal is to drastically 

reduce the first costs and life 
cycle costs and time spent 
reinventing these content 
“wheels” and create more of 
a shared front-end/ 
OnBoarding experience for all 
employees that either hire in, 
or who move across the 
Enterprise from one job to 
another. 

50 

Our business purpose, 
markets, products, and 
organization… 
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These 3 tiers of modular content 
provide shared, as necessary, 
Advance Organizer content (Tier 
2) and “How To” content that is 
either shared (Tier 4) or unique to 
a single Target Audience (Tier 5).  
 
The design and development of 
shared content requires careful 
attention to definitions and 
examples so that they are 
relatable and authentic. 

PACT’s Tiers 2 – 4 – 5 
Quick Thought 4-7 

Key Point: 
 
• Think of this as getting 

everyone on the same 
Performance Page for the 
Outputs and Tasks required 
back-on-the-job. 
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Tier 3 content can be generic or 
specific as it would typically be 
bookended by Tier 2 content on 
the front-end and Tier 4 or 5 on the 
back-end.  
 
Within Tier 3 content is an 
organizing framework that reflects 
my 17 Knowledge/Skill Categories 
used in the Analysis efforts before 
Design and then Development. 

PACT’s Tier 3 
Quick Thought 4-8 

Key Point: 
 
• This approaches allows the 

use of generic content (think 
Active Listening or 
Regulatory content) that can 
then be made more 
Performance Authentic to the 
Target Audiences via 
Bookending. 
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Think Modular – beyond Modules -  
in the Enterprise Content 
Architecture, as a library of 
modular Paths, modular Events, 
modular Modules/ Lessons, and 
modular Instructional Activities 
(INFOs, DEMOs, and APPOs – 
Application Exercises). 

The ECA, Paths, Events, 
and Modules 

Quick Thought 4-9 

Key Point: 
 

• Product Management of 
modular Instruction/ Learning 
Experiences looks beyond 
one Target Audience at a 
time. 
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CADs logically proceed any MCD 
or IAD effort, but they can also 
follow afterwards, as the critical 
needs of the Enterprise might 
dictate. And not all of the gaps 
identified lead to investments in 
content as those deemed not a 
priority, with sufficient ROI or 
strategic value, are left to 
unstructured OJT or Informal 
Learning on the Paths and 
Planning Guides. 

CAD Leads To MCD and/or 
IAD Efforts 

Quick Thought 4-10 

Key Points: 
 
• If the business decision is to 

not address a gap in the Ideal 
Path, the gap remains on 
both the Path and Planning 
Guides to help supervisors 
take care of those needs via 
Informal Social Learning or 
other means, as the gaps still 
reflect actual Performance 
Requirements. 
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Instructional or Learning 
Experience Architecture  – via Job 
Aids/ Performance Support/ 
Resources, and Instruction/ 
Training/ Learning – also known as 
WorkFlow Learning Resources  
and Learning Experiences – can 
be significant investments and 
should be treated and approached 
as such. And not all needs are of 
equal value or worth. Some should 
be left to Informal and Social 
means. 
 
How would you feel if it were all 
your money? 

Summary 
Quick Thought 4-11 

Key Points: 
 
• The goal for a CAD effort is to 

avoid Instructional One-Off 
efforts that typically leave 
gaps and inconsistent 
overlaps in the “System” of 
Instruction/Learning that 
would enable effective and 
efficient development of 
Performance Competence. 
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1 

Go For Performance 
Instructional Guidance for  

Referenced Performance Responses 

Most Performance Can Be Supported  
with Guidance Rather than with Training  

That Requires Memorization of Everything 

Chapter 5C  
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Quick Thoughts 
1 What Does the Performance 

Context Demand or Allow? 

 

2 What is a Referenced Performance 
Response? 

 

3 Guidance, Job Aids, EPSS, Quick-
Reference-Guides, SOPs, 
Performance Support, WorkFlow 
Learning 

 

4 Rummler & Gilbert (1970): 
Guidance the Short Way Home 

 

5 Rummler & Gilbert (1970): The 
Directory 

 

6 Rummler & Gilbert (1970): The 
Ensampler 

 

7 Rummler & Gilbert (1970): The 
Query 

 

8 Guidance/ Job Aids Don’t 
Necessarily Lead to Learning –  
By Design 

 

9 Performance Analysis Is Critical to 
Worthy Performance References 

 

10 How to Select & Test the Mode & 
Media for Performance 
References? 

11 Summary & the PACT Processes 
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Does the Performance Context 
demand a Memorized 
Performance Response?  
 
Or does the Performance Context 
allow for a Referenced  
Performance Response?  
 
If the Performance Context 
sometimes, evenly rarely, requires 
a Memorized Performance 
Response – then that is the default 
situation to meet. 

What Does the 
Performance Context 
Demand or Allow? 

Quick Thought 5-1 

Key Points: 
 
• We need to help our clients 

differentiate what the 
Performance Context 
Demands or Allows. 
 

• It is impractical, and very 
expensive to require everything 
to be memorized for use back 
on-the-job from the first day on-
the-job. 
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People are on the payroll to 
produce Worthy Outputs that meet 
Stakeholder Requirements – but 
that doesn’t mean that they have 
to memorize everything. 
 
Most of the time they can “refer” to 
some resource to guide them in 
performing Behavioral and 
Cognitive Tasks to produce an 
Output that meets Stakeholder 
Requirements. 

What is a Referenced 
Performance Response? 

Quick Thought 5-2 

Key Point: 
 
• A Referenced Performance 

Response is guided by a 
resource engineered 
(designed, developed and 
tested) to ensure that Tasks 
performed and the Outputs 
produced meet Stakeholder 
Requirements. 
 

• Continued use of the 
Resource can lead to 
memorization and then it’s no 
longer needed. 
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There have been many names for 
these “devices” over the decades 
that guide Performance with 
requiring Memorization of Who, 
What, When, Where, and How.  
 
And sometimes, but not always:  
Why. 

Guidance, Job Aids, EPSS, 
Quick-Reference-
Guides, SOPs, 
Performance Support, 
WorkFlow Learning 

Quick Thought 5-3 

Key Point: 
 

• The names for Performance 
Support (Job Aids) has 
changed multiple times over 
the past 50+ years. But the 
goal is the same: to enable 
Performance On-the-Job. 
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In their Praxis Reports Newsletter 
from September-October 1970 – 
Geary Rummler and Tom Gilbert 
presented their approach to what 
nowadays is called Performance 
Support or Workflow Learning. They 
called it Guidance – going back into 
the 1960s. They articulated 3 types 
of Guidance: 
 
 The Directory 
 The Ensampler 
 The Query 
 

Rummler & Gilbert 
(1970): Guidance 

Quick Thought 5-4 

Key Points: 
 
• The use of Guidance in 

Instruction/ Training/ Learning 
goes back decades – and 
although computer technology 
has enabled more ways to 
PUSH and enable PULL, the 
concept is the same – and 
reduces the unreasonable 
expectation that people should 
memorize everything. 
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I was given this 
my first day out of 
college in August 
1979, in my new 
job as a Program 
Developer in 
Training Services 
at Wickes Lumber 
in Saginaw 
Michigan.  
 
It was 9 years old 
and had already 
been highlighted. 
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The Directory is the simplest and 
the most familiar form of guidance. 
Designed to tell a worker how to 
do a job, step by step, a directory 
can be a checklist; worksheets; a 
list of instruction or even a tape 
recorder strapped to the worker’s 
belt, telling him exactly what to do.  
 
Guidance, is also used when a job 
requires judgment rather than 
structured procedures. 

Rummler & Gilbert 
(1970): The Directory 

Quick Thought 5-5 

Key Points: 
 
• The Directory is suitable for 

routine Task Performance. 
 

• The Directory provides 
structured Step-by-Step 
guidance, or it provides 
judgement support in the 
form of criteria and examples 
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The Ensampler, in most cases, for 
tasks requiring judgment and 
complex discrimination. Here, 
Ensamplers provide examples that 
enable the user to generalize 
about his immediate situation. 
 
Ensamplers give the user a 
number of examples that they can 
refer to when making decisions 
about the task at hand. 

Rummler & Gilbert 
(1970): The Ensampler 

Quick Thought 5-6 

Key Point: 
 
 For any job requiring more 

complex decisions/judgment 
where multiple examples 
would aid in making those 
decisions and judgments in 
the flow of Behavioral and 
Cognitive Tasks. 
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The Query is used when 
judgments are so complex or so 
subtle that instructions and 
examples will not suffice.  
 
Also, the Query is helpful for 
introducing new techniques to 
people who might be offended by 
more rudimentary types of 
guidance. The Query presents a 
logical decision-making process, 
making it open and systematic. 

Rummler & Gilbert 
(1970): The Query 

Quick Thought 5-7 

Key Points: 
 
 The Query is used for tasks 

where judgments/decisions 
are much more complex and 
sophisticated, and the input 
data is known only to the 
user. 
 

 The Query lends structure to  
the workflow and the decision 
making process. 
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Sometimes we don’t want 
Memorization. Sometimes the 
Data/Information necessary to 
Perform is volatile and therefore 
the last thing desired is to 
memorize that data/information 
that could now be incorrect. 
 
We want it to be looked up in the 
moment. 

Guidance/ Job Aids Don’t 
Necessarily Lead to 
Learning – By Design 

Quick Thought 5-8 

Key Points: 
 
• Some tasks in the WorkFlow 

may need to be Memorized 
and others Referenced. 
 

• Analysis of the Performance 
Requirements and Context 
should clarify which Tasks 
require which route to 
success. 
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If you don’t know the Performance 
Tasks, Behavioral and Cognitive, 
and the Outputs, and the 
Stakeholder Requirements – and 
any and all variances, you simply 
cannot produce Worthy Guidance/ 
References. 

Performance Analysis Is 
Critical to Worthy 
Performance 
References 

Quick Thought 5-9 

Key Point: 
 

• Performance Support, by any 
name, requires Analysis of 
both the Performance and 
the Enabling Knowledge and 
Skills.  
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I prefer to conduct Analysis, 
Design and Development with 
Teams of Master Performers and 
Other Subject Matter Experts. 
Sometimes I ask to have 
Supervisors and Novice 
Performers depending on the 
project and how long it’s been 
since the Master Performers were 
novices. 

How to Select & Test the 
Mode & Media for 
Performance 
References? 

Quick Thought 5-10 

Key Points: 
 
• The Team will then know 

innately what Mode and 
Media makes sense across 
the variations in the 
Performance Requirements 
and Context. 
 

• They can construct testing 
that is authentic. 
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Instruction – Job Aids and Training 
– also known as Learning 
Experiences and WorkFlow 
Learning Resources – can be 
significant investments and should 
be treated and approached as 
such.  
 
Performance References/ 
Resources are less expensive 
alternatives than Training/ 
Learning Experiences. 
 
How would you feel if it were all 
your money? 

Summary 
Quick Thought 5-11 

Key Points: 
 
• Performance Improvement is 

should be the goal of 
Instruction, via 
communications, education, 
and training/learning 
experiences. 
 

• To affect Performance, you 
might not need to require 
Memorization and the 
Spaced Learning to keep that 
memorized at great expense. 
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1 

Go For Performance 
Mapping Instruction for  

Memorized Performance Responses 

When the Performance Context Demands 
a Memorized Performance Response  

Map the Design for Initial  
Performance Competence 

Chapter 6  
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Quick Thoughts 
1 Performance Analysis Feeds 

Lesson Mapping 

 

2 Analysis of Enabling K/Ss 
Feeds Lesson Mapping 

 

3 Analysis of Target Audiences 
& Assessment of Existing 
Training Feeds Lesson 
Mapping 

 

4 Performance Objectives 
Anchor the Lesson Mapping 

 

5 Learning Objectives Shape the 
Lesson Mapping 

 

6 The Final APPO Is the Final 
Test of Learning & 
Performance 

 

7 APPOs at 4 Levels 

 

8 DEMOs If Needed – and 
Almost Always “Slo-Mo” 

 

9 INFOs from the Enabling K/Ss 
Analysis 

 

10 Less Is More Except for the 
APPOs Where More Is More 

 

11 Opens & Closes 

 

12 Summary & the PACT 
Processes 
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I created the Lesson Map format 
and process in 1990 for a project 
with Illinois Bell. My clients asked 
me to use the same process – a 
Facilitated Group Process (FGP) – 
on a controversial effort for Labor 
Relations for New Supervisors – 
and they had seen the FGP in 
action on 2 Curriculum Architecture 
Design (CAD) efforts. 

Performance Analysis 
Feeds Lesson Mapping 

Quick Thought 6-1 

Key Point: 
 
• Conducting both Analysis & 

Design with a Project Steering 
Team’s handpicked Master 
Performers & Other Subject 
Matter Experts reduces 
arguments about the Targeted 
Performance, what’s difficult or 
not, and how to address it all 
Instructionally. 
 

71 2022 

Chapter 6  



If you systematically derive the 
Enabling K/Ss from the 
Performance Model it’s easier to 
map them into the Instructional 
Flow, closer to the Performance of 
the Behavioral & Cognitive Tasks 
necessary to Produce Outputs that 
meet Stakeholder Requirements. 
You don’t have to present them in 
isolation, as discreet Topics or 
Behaviors. You can integrate them. 

Analysis of Enabling K/Ss 
Feeds Lesson Mapping 

Quick Thought 6-2 

Key Point: 
 
• Enabling K/Ss should be 

limited to the minimum of 
exactly what is needed to be 
Known in order to be able to 
Perform. 
 

• And should be “presented/ 
taught in context.” 
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All marketing people know the 
importance of “Know thy 
Customer.” In ISD/LXD that means 
their job assignments and 
variances, their incoming 
Knowledge & Skills from Education 
and Experiences. Then one can 
see how any existing Content must 
be fit for ReUse. 

Analysis of Target 
Audiences & 
Assessment of Existing 
Training Feeds Lesson 
Mapping 

Quick Thought 6-3 

Key Point: 
 

• We need to understand the 
typical variances in 
assignment and prior 
knowledge in order to create 
appropriate “modular” 
content, and see how prior 
investments in content can 
be salvaged. 
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If the goal is improved 
Performance Impact back on the 
job – your 1st set of Objectives 
should be focused on that. 
 
I always start a Facilitated Group 
Process for Lesson Mapping with a 
review of the Performance Data – 
and “rough out” the Performance 
Objectives to clarify and anchor 
the Design Team’s efforts. 

Performance Objectives 
Anchor the Lesson 
Mapping 

Quick Thought 6-4 

Key Points: 
 
• I use Bob Mager’s 3-part 

Behavioral Objectives 
framework: Able to do X, given 
Y, as measured by Z. 
 

• Sometimes – but not always – 
the Performance Objectives 
and the Learning Objectives 
are exactly the same. 
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After the Performance Objectives 
are clarified, I use the Enabling 
K/Ss data to “rough out” the 
Learning Objectives. 
 
This helps frame and scope what 
the Lesson needs to accomplish, 
instructionally. 
 
This upfront work can be applied to 
the design of Job Aids/ 
Performance Support as well.  

Learning Objectives 
Shape the Lesson 
Mapping 

Quick Thought 6-5 

Key Point: 
 
• The goal is to attempt to 

minimize the Information so 
that more time and efforts 
can be spent in applying it to 
authentic Tasks to produce 
reasonably authentic Outputs 
to help improve Transfer back 
to the job. 
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If Testing isn’t forbidden/ 
discouraged, the final APPO – 
Application Exercise – is the Test, 
or one of a series of Tests needed 
when the Performance back on the 
job is varied – which is often the 
case. 
 
More is More when it comes to 
authentic Practice with Feedback. 

The Final APPO Is the 
Final Test of Learning & 
Performance 

Quick Thought 6-6 

Key Points: 
 
• You don’t even need to call it 

a test. But it is/can be. 
 

• The goal is to assess how 
well the application of K/Ss to 
authentic Performance 
occurred before sending 
people back to their jobs. 

76 2022 

Chapter 6  



I know upfront that my Project 
Steering Team most likely want the 
Instruction to be as short as 
possible – efficient while being 
effective. So I start early in my 
meetings with them in talking 
about the 4 levels of APPOs – so 
that when they see it – it won’t be 
a surprise.  
 
And I always ask them to be ready 
to check the Design for being 
“overkill-in-the-extreme.” 

APPOs at 4 Levels 
Quick Thought 6-7 

Key Points: 
 
• I have seldom had the 

Project Steering Team reduce 
the number of APPOs. 
 

• More often they ask for more, 
especially if I “hint” that their 
Design Team had wanted to 
include more – but that I had 
stopped them while promising 
to bring it up with the PST. 
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DEMOs can be done before and 
after any INFOs – as an Advance 
Organizer – if the Target Audience 
is so new that they don’t know 
about or understand the 
Performance being addressed.  
 
And DEMOs might not be 
necessary at all, if the Target 
Audience is well aware of the 
Performance in focus. If so, they 
are skipped. 

DEMOs If Needed – and 
Almost Always “Slo-Mo” 

Quick Thought 6-8 

Key Points: 
 
• I do Slo-Mo (slow motion) 

DEMOs before and after 
“regular speed” – including 
stopping/pausing at critical 
points – and even replaying 
critical aspects. 
 

• DEMOs can often fall prey to 
“the hand is quicker than the 
eye” and that then loses the 
Target Audience – which can 
be detrimental to learning. 
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After “designing” the APPOs and 
DEMOs the tricky part of limiting 
the upfront INFOs begins. The 
source data is all of the Enabling 
K/Ss from the Analysis efforts.  
 
The APPOs and DEMOs can be 
used as screens to challenge both 
the “What” and “How Deep” any 
K/S Item is required to enable 
understanding the DEMO and 
participating in the APPOs. 

INFOs from the Enabling 
K/Ss Analysis 

Quick Thought 6-9 

Key Point: 
 

• LESS is more when it comes 
to INFO content – to avoid 
Cognitive Overload before 
seeing and then applying the 
INFO over and over again in 
whatever number of APPOs 
is needed to build 
competence and confidence 
before Transfer back to the 
job. 
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LESS is MORE in time spent in 
INFOs and DEMOs – which the 
Design Team needs to buy-in to. 
They usually do. 
 
MORE time needs to be allocated 
to the APPOs – in their set up, 
doing, getting reinforcing & 
corrective feedback, and then 
structured reflection – just in time 
to do it again, and again, and 
again… 

Less Is More Except for 
the APPOs Where More 
Is More 

Quick Thought 6-10 

Key Point: 
 
• I always explain the 4 levels 

of APPOs and then try to get 
acceptance for at least 3 
rounds – and doing building 
blocks and interleaving them 
with other APPOs, if the 
overall design supports that. 
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Opens and Closes in my approach 
are similar in structure.  
 
Opens include the high level 
Performance & Learning 
Objectives, a link to Prior 
Knowledge if that’s actually the 
case, a quick view of the 
Consequences of the Performance 
being targeted and a quick review 
of the Instructional Flow. 
 
Closes provide for Final Reflection, 
and a review and preview of the 
overall Design and What’s Next. 

Opens & Closes 
Quick Thought 6-11 

Key Points: 
 
• Tell ‘em what you’re going to 

tell ‘em. 
 

• Tell ‘em. 
 

• Tell ‘em what you told ‘em. 
 

• And then move on. 
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Lesson Mapping and the Lesson 
Map format, from 1990, is used in 
a Facilitated Group Process, 
where the right people do the right 
things at the right time. 
 
Nuances such as being as 
authentic in critical aspects, being 
accessible for the entire Target 
Audience, focusing on the tricky 
parts of Performance, is best 
accomplished in a Team venue 
and process. 

Summary 
Quick Thought 6-12 

Key Points: 
 
• I tell the Team that I “own the 

Process” and that they “own 
the Outputs” of my process. 
 

• And it’s sometimes necessary 
to demonstrate their real 
ownership if they’ve been lied 
to about that before (it 
happens). 
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1 

Go For Performance 
Instructional Development  

and Full Destructive Pilot Testing 

When the Risks and Rewards Stakes  
Are High – You Ensure Accuracy, 

Completeness, and Appropriateness 
Before Release for Use 

Chapter 7  
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Quick Thoughts 
1 Develop Instruction for Performance Impact 

Using Business Results Metrics 

 

2 The Performance Model Data and the Enabling 
K/Ss Data Guide Development  Per the Lesson 
Maps 

 

3 Derive the Cognitive Tasks in Development 
Using the Behavioral Tasks from Analysis 

 

4 Use My EPPI Fishbone to Determine the Likely 
Situational Variances Where Performance OTJ 
Requires Variance 

 

5 Alpha Test the V1 Drafts 

 

6 Beta Test the V2 Drafts 

 

7 Plan For & Conduct a Full Destructive Pilot 
Test(s) 

 

8 Create Post Pilot Revision Recommendations to 
Create Revision Specifications with the PST 

 

9 Revise the Instruction (Job Aids & Training) and 
Release for Ongoing Deployment/Access 

 

10 Implement the Agreed Transfer Plan On Behalf 
of the PST 

 

11 Assess the Transfer & Impact Results and 
Adjust As Needed 

 

12 Summary & the PACT Processes 

 

84 2022 

Chapter 7  



Too often L&D reports out 
Learning Activity Measures that 
few care about. At best they are 
lagging indicators – to be looked at 
if the real Measures, Business 
Results Measures fall short of 
expectations and goals. 
 
The goal isn’t modules completed, 
or engagement – but Transfer and 
Impact in Performance 
Competence back on the job. 

Develop Instruction for 
Performance Impact 
Using Business Results 
Metrics 

Quick Thought 7-1 

Key Points: 
 
• Baselines in Business Metrics 

need to be established and 
agreed upon from the very 
beginning of an Instructional 
Development effort. 
 

• If the Enterprise isn’t 
measuring it – is it even worth 
pursuing? Who says so? 
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The Analysis Data Feeds Design – 
and then, in turn – both feed 
Development. 
 
The goal is always to be Effective 
first, and Efficient second. Effective 
in producing Performance 
Competence, back on the job. 

The Performance Model 
Data and the Enabling 
K/Ss Data Guide 
Development Per the 
Lesson Maps 

Quick Thought 7-2 

Key Points: 
 
• Without a proper Analysis 

effort, Design will suffer. 
 

• Without a Design focused on 
terminal Performance, back 
on the job, you’ll never have 
a positive Impact on the 
Business Metrics. 

 

86 2022 

Chapter 7  



Once the Design has established 
the focus and scope of the 
Instruction (Job Aids and/or 
Training) efforts are required to 
determine the covert Cognitive 
Tasks necessary before, during, 
and after the overt Behavioral 
Tasks – so that both are included. 
 
Performance requires both 
Thinking and Doing. 

Derive the Cognitive 
Tasks in Development 
Using the Behavioral 
Tasks from Analysis 

Quick Thought 7-3 

Key Point: 
 

• The determination of the 
Cognitive Tasks is the most 
difficult aspect of 
Development – and thus 
requires extensive Testing 
and Revisions to help make 
the Instruction as Complete 
as possible. 
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The Cognitive Tasks, the Thinking 
Tasks necessary to guide and alter 
the Behavioral Tasks of Doing, can 
be derived using the EPPI 
Fishbone Diagram and elicit 
specifics regarding the standard 
and varied Process, and Enablers 
that Master Performers have too 
often (up to 70%) automated into 
non-conscious knowledge, that 
they can no longer easily explain. 

Use My EPPI Fishbone to 
Determine the Likely 
Situational Variances 
Where Performance OTJ 
Requires Variance 

Quick Thought 7-4 

Key Points: 
 
• All variances in Task 

Performance can be derived 
using this framework. 
 

• It’s more efficient IMO to 
conduct this effort with a team 
of Master Performers and 
Other Subject Matter Experts, 
rather than ain a series of one-
on-ones. 
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I always conduct formal reviews of 
initial drafts, delineated in the 
detailed Project Plan, and called it 
an Alpha Test – one of three to five 
tests before final Revisions and 
then Release to deployment & 
access systems. 
 
This review could be of text, hand-
drawn or rough graphics, scripts, 
storyboards, etc.  
 
The goal was to get feedback from 
those who gave input to the 
process, and perhaps a few more 
people. 

Alpha Test the V1 Drafts 
Quick Thought 7-5 

Key Points: 
 
• Always conduct a Review 

with your initial sources to 
ensure you captured what 
they gave you correctly. 
 

• Involve others as well, but 
afterwards, for additional 
feedback before making 
updates. 
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The second round of formal 
reviews is conducted after 
updating the Alpha Test versions, 
as appropriate to the feedback. 
 
The Beta Test is typically with 
“fresh eyes” who have not been 
involved in the project to this point, 
but who are Master Performers 
and Other Subject Matter Experts 
named by the Project Steering 
Team. 
 
Review Feedback from the wrong 
people can derail your efforts. 
 

Beta Test the V2 Drafts 
Quick Thought 7-6 

Key Point: 
 
• A Lesson Learned for me 

from back in 1981 was when 
I had “the wrong names” on 
my final drafts before 
production – and my key 
client threw the binder across 
the room with 30 other 
stakeholders in attendance. 
After that I always had the 
PST name the names of the 
reviewers, for the sake of 
credibility and final buy-in and 
sign-off. 
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From my first meeting with my 
Project Steering Team – I 
yammered and hammered on and 
on about the “FULL 
DESTRUCTIVE PILOT TEST” 
(FDPT) and … Transfer.  
 
I told them to stop me if they didn’t 
want a FDPT. And that always got 
us into a discussion regarding the 
benefits – and who to involve, etc.  
 
Then I always charged them with 
responsibility for Transfer – with 
my support, of course. 

Plan For & Conduct a Full 
Destructive Pilot Test(s) 

Quick Thought 7-7 

Key Point: 
 
• If you are dealing with High 

Stakes Performance – that 
always warrants a FDPT.  
 

• A FDPT should be the first 
deployment/access – with 
additional assessments and 
evaluations – but careful not 
to disrupt the learning 
process/flow too much – 
which is, of course, very 
tricky. 
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A thorough review of the feedback 
from the Pilot Participants – both 
the 1) Target Audience 
representatives, and 2) additional 
Master Performers and Other 
Subject Matter Experts – is used to 
craft Revision Recommendations 
for the Project Steering Team to 
consider.  
 
That leads to the finalization of  the 
Revision Specifications used to 
revise the Instruction for 
deployment – or additional Pilot 
Testing – if needed. 

Create Post Pilot Revision 
Recommendations to 
Create Revision 
Specifications with the 
PST 

Quick Thought 7-8 

Key Points: 
 
• Target Audience 

representatives are used to 
measure Learning, pre and 
post and later back on the 
job. 
 

• Master Performers and Other 
Subject Matter Experts can 
measure Content Accuracy, 
Completeness, and 
Appropriateness. 
 

• It takes both sources. 
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The Instruction is revised post-Pilot 
Testing and a meeting with the 
Project Steering Team (PST). 
 
It is then either released into the 
ongoing Deployment and/or 
Access Systems – and 
announced/ introduced to the 
Target Audiences and their 
management – by the PST – to 
begin Transfer efforts. 

Revise the Instruction 
(Job Aids & Training) 
and Release for Ongoing 
Deployment/Access 

Quick Thought 7-9 

Key Point: 
 

• My efforts are to always get 
the PST to own the project, 
end-to-end. 
 

• The “end-to-end” begins with 
Transfer and the PST setting 
expectations and monitoring 
the Target Audience’s 
management meeting 
whatever targets and 
schedules were set. 
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Transfer issues (problems and 
opportunities) should be discussed 
starting on Day 1 of the Project. 
 
Too often it is an afterthought. 
 
If a project with High Stakes was 
wroth investing in, it certainly is 
worth planning the Transfer – and 
measuring the Results against the 
baseline metrics agreed to from 
the very start. 

Implement the Agreed 
Transfer Plan On Behalf 
of the PST 

Quick Thought 7-10 

Key Points: 
 
• To impact Performance you 

will need to know what Good 
looks like back on the job, 
and what enables or prohibits 
it. 
 

• You need to help your clients 
and stakeholders see THEIR 
responsibilities in “making” 
Transfer happen. 
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Transfer success or failure can be 
looked at – AFTER – the Impact to 
Business Metrics are known. 
 
Evaluation/Assessments are 
expensive – and if you are getting 
the desired Impacts (4/5) – then 
there is little business sense in 
measuring Transfer (3), or Mastery 
(2), or Reaction (1) – flipping one 
of the more common frameworks 
for evaluation. 

Assess the Transfer & 
Impact Results and 
Adjust As Needed 

Quick Thought 7-11 

Key Points: 
 
• Measure Level 4/5 first. 

 
• If 4/5 is off, measure Level 3. 

 
• If 3 is off, measure Level 2 

and other aspects of 3. 
 

• If Level 2 is off, go back and 
look at the Analysis data to 
see how THAT missed the 
boat.  
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Instruction – Job Aids and Training 
– also known as Learning 
Experiences and WorkFlow 
Learning Resources – can be 
significant investments and should 
be treated and approached as 
such. Careful Testing is critical to 
getting it right. 
 
How would you feel if it were all 
your money? 

Summary 
Quick Thought 7-12 

Key Points: 
 
• Test & Revise 

 
• Test & Revise 

 
• Test & Review Revision 

Recommendations 
 

• Revise & Release & Evaluate 
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Go For Performance 
performance-based Instructional Development* 

via 

*ISD- Instructional Systems Design/ LXD-Learning Experience Design                                    From Guy W. Wallace    

Summary & Resources  
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Guy W. Wallace  
is a semi-retired  
Performance Analyst and Instructional Architect. 
 
He is still available for… 
 
 ISD/LXD Staff Development 
 ISD/LXD Analysis-Design-Development Process Improvement 
 ISD/LXD Project Consultations and Conduct – Analysis & Design & 

Project Planning and Management 
 
…efforts via virtual and face-to-face means. 
 
Reach Guy via Email:    guy.wallace@eppic.biz    -and-    via his Mobile 
Phone: 704-746-5126 
 
In 2010 Guy was the recipient of the Honorary Life Member Award 
from ISPI – the International Society for Performance Improvement – 
its highest award requiring unanimous approval by two successive 
boards – for his contributions to both the technology of Performance 
Improvement and his contributions to the Society. 
 
As an ISD consultant, he has worked with over 80 clients since 1982. 
Prior to that, he worked in training functions for Motorola 1981-1982, 
and before that, for Wickes Lumber 1979-1981. And he and his teams 
over the years have won awards for their work at AT&T, Change 
Healthcare, General Motors, HP, Imperial Oil, and Siemens Building 
Technologies. 
 
He is the author of 18 books and over 100 published articles. His 1999 
“lean-ISD” book received an ISPI Award of Excellence for Instructional 
Communications in 2002. 
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Guy has presented more than 140 times since 1982 on numerous 
audio and video podcasts, and at international conferences and at 
local chapters of:  
 ISPI – International Society for Performance Improvement  
 ASTD – the American Society for Training & Development  

 
He has also presented at: 
 BPM– Business Process Management  
 The Conference for Nuclear Training & Education (CONTE) 
 Midwest Nuclear Training Association 
 Association for Behavior Analysis 
 ASEE 
 Lakewood-Training Conferences 
 
Guy has presented to ISPI chapters 41 times since his first back in 
November 1982; and he has conducted over 60 presentations and 
workshops at ISPI conferences since his first in 1985. 
 
Guy was the treasurer and an executive director on the 1999–2000 
board of ISPI – International Society for Performance Improvement, 
and was later elected to the position of President-Elect for 2002-2003, 
serving as ISPI’s President for 2003-2004. 
 
Guy’s professional biography was listed in Marquis’ Who’s Who In 
America in 2001. 
 
Guy was designated a Certified Performance Technologist (CPT) in 
2002. He last renewed the CPT in 2014. 
 
He was recruited in 2004 as an ISPI Professional Community Thought 
Leader for the Instructional Systems ProComm. 
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Guy was recruited in 2010 by ASQ as a founding member of its 
Influential Voices campaign to raise the Voice of Quality. He served in 
that role for 5 years until 2015.  
 
Guy was recruited for the Learning & Development Accelerator’s 
Executive Advisory Board in 2020. 
 
Guy’s Consulting Background 
Guy was a partner at the  
consulting firm of SWI –  
Svenson & Wallace Inc.  
1982-1997 when he joined the  
late Ray Svenson’s firm where  
he helped grow the firm from  
3 consultants and two staff  
members to a team that ranged  
over the years between 15 and  
52 total staff. 
 
Guy was then the founding  
partner at CADDI Inc.  
1997-2002 where he oversaw  
a consulting and office  
production staff ranging in  
number from 12 to 20. 
 
Guy founded EPPIC Inc. in 2002 to operate as a solo practitioner 
leveraging his growing network of seasoned practitioners familiar with 
his methodologies. 
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Guy’s PACT Processes for 
Performance-Based Instruction 

In the late 1980s  
I branded my ISD 
methods as PACT.  
 
I have been training my 
clients in these 
methods, and helping 
them to adapt them for 
their needs, since 1983. 
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The performance-based PACT Processes  
are Project Proven 
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Guy’s Consulting Clients  
Since 1982  
(Number of Projects) 
 
Abbott Laboratories (3) 
ALCOA (2) 
ALCOA Labs (2) 
Alyeska Pipeline Services Company 
(3) 
American Management Systems (1) 
Ameritech (1) 
Amoco Corporation (13) 
Apotex (1) 
Arthur Andersen (1) 
ARCO of Alaska (3) 
AT&T (4) 
AT&T Communications (1) 
AT&T Microelectronics (1) 
AT&T Network Systems (25) 
AT&T Network Systems International 
(7) 
Bandag (11) 
Bank of America (2) 
Bath Fitter (1) 
Baxter (1) 
Bellcore Tech (1) 
British Petroleum-America (1) 
Burroughs (1) 
Change Healthcare (1) 
Chamberlin Edmonds – Emdeon (1) 
Channel Gas Industries/Tenneco (1) 
Commerce Clearing House (1) 
Data General (1) 
Detroit Ball Bearing (1) 
Digital Equipment Corporation (2) 
 

Discover Card (1) 
Dow Chemical (4) 
EDS (1) 
Eli Lilly (9) 
Exxon Exploration (2) 
Federal Express (1) 
Fireman’s Fund Insurance (3) 
Ford Design Institute (1) 
Ford Motor Company (1) 
General Dynamics (12) 
General Motors (25) 
GP Strategies (1) 
GTE (1) 
H&R Block (1) 
Hewlett Packard (5) 
Illinois Bell (5) 
Imperial Bondware (1) 
Imperial Oil (1) 
J.K. Somers & Associates (2) 
Johnson Controls (1) 
Kodak (1) 
Lockheed (1) 
Lucent (3) 
MCC Powers (18) 
Motorola (1) 
Multigraphics (1) 
NASA (1) 
NASCO (1) 
NAVAIR (1) 
NAVSEA (2) 
NCR (2) 
Norfolk Naval Shipyard (4) 
Northern Telecom (1) 
Northern Trust Bank (1) 
NOVA (2) 
Novacor (1) 

NSA (1) 
Occidental Petroleum Labs (1) 
Opel (1) 
Pacific Gas & Electric (1) 
Performance Design Lab (1) 
Quaker (1) 
Qualitest (1) 
Siemens Building Technologies (1) 
Spartan Stores (1) 
Sphinx Pharmaceuticals (1) 
Square D Company (2) 
SunTrust Banks (2) 
Valuemetrics (1) 
Verizon (3) 
Verizon Information Services (1) 
Wells Fargo Advisors (1) 
Westinghouse Defense Electronics (1) 
ZS Associates (1) 

At: Svenson & Wallace Inc. 1982-1997; CADDI Inc. 1997-2002; EPPIC 2002-Today 
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I offer hundreds and hundreds of 
free Resources on my website, 
and hundreds and hundreds of 
free videos on my YouTube 
Channel. 
 
I also have published 19 books to 
date that address performance-
based Instruction - Job Aids & 
Training - and Performance 
Improvement – beyond, but 
including Instruction. 
 

Some Resources 
www.eppic.biz  

 
See the Resource Page for: 

 
• PACT Paths for those wanting some 

guidance on becoming a Analyst, CAD 
Designer, MCD Designer, Lead 
Developer, and/or a Project Planner & 
Manager 
 

My YouTube Channel 
 

My Amazon Author’s Page 
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www.eppic.biz 

http://www.eppic.biz/
https://www.youtube.com/channel/UCaf4fpQJsIRgR0oYyBk1CRA
https://www.amazon.com/-/e/B08JQC4C4V


The 5 Latest Books from  
My 19 in Total – Since 1994 
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See all 5 of these books – and the 14 that preceded them - here: 
www.amazon.com/-/e/B08JQC4C4V  

Available as Kindles, Paperbacks, and Hardbacks at Amazon. 

Summary & Resources  

As of 2022-02 
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All 19 of My Books Since 1994 
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See all of these books here: www.amazon.com/-/e/B08JQC4C4V  
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http://www.amazon.com/-/e/B08JQC4C4V
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If you are not focused on the authentic Performance 

Requirements for Outputs & Tasks and the Stakeholder 

Requirements for both – your L&D Resources and Courses 

Knowledge and Skills are unlikely to  

Transfer and have a Positive Impact. 

Go For  
Performance Impact 

www.yourwebsite.com 

 

There are hundreds of valid methodologies - find one and  

Adopt what you can and Adapt the rest 

Focus on the Performance Requirements – and Enable Them 
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