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After Action Review

An after action review (AAR) is a discussion of a project or an acti-
vity. It enables the individuals involved to learn for themselves what 
happens, why it happened, what went well, what needs improve-
ment and what lessons can be learned from the experience. The 
spirit of an AAR is one of openness and learning − it is not about 
problem fi xing or allocating blame. Lessons may be learned on the 
spot by the individuals involved or explicitly documented and shared 
with a wider audience. 

Steps in an AAR

1. Invite the right people - appoint a facilitator - create the 
right climate.

2. What was supposed to happen? Revisit the objectives and 
deliverables of the project.

3. What actually happened? What went well? Why? What could 
have gone better? Identify learning advice for the future.

4. Ensure that everyone feels fully heard before leaving the 
meeting. 

5. Record and share important lessons learnt.

Balanced Scorecard 

The balanced scorecard is a strategic planning and management 
system that helps an organization to align all its activities to its 
vision and strategic goals, to improve its internal and external com-
munication and to monitor its organizational performance against 
strategic goals. The core piece of the system is a matrix. This so-
called balanced scorecard depicts the strategic goals split into ob-
jectives for the important dimensions of an organization. It also
includes the related concrete activities, expected results and assi-
gned responsibilities. Special about the balanced scorecard is that 
it looks at the organization not only from a fi nancial perspective but 
also includes other perspectives such as personnel, learning and 
growth, business processes and customer satisfaction. It therefore 
yields a complete, balanced picture of an organization.

How to go about it?

1. Formulate mission, vision and strategic goal of the 
organization.

2. Develop the balanced scorecard matrix:
 a) Brake down the strategic goal into objectives and

 activities within the given dimensions; 
 b) Select strategic initiatives/activities (goal, action,

 indicator). 
3. Group initiatives into strategic projects. 
4. Implement strategic projects (clear assignment of

responsibilities!).
5. Communicate the planned activities and results by means

of a reporting scorecard.

Brainstorming

Brainstorming makes it possible to quickly and, with a minimum 
effort, extend one’s horizon to available experience, ideas and opini-
ons. For application in groups and in workshops, this method consists 
of collecting uncommented ideas or suggestions. Thus it is especially 
used at the beginning of a meeting or workshop in order to get an 
overview of the available experience or ideas to be built upon.
Brainstorming sessions are used for solving problems, making pro-
duct innovations, improving communication patterns, optimizing 
customer services, scheduling projects, budgeting, etc.

How to go about it?

1. Introduce a brainstorming question both orally and in 
writing on chart paper. Set time limits.

2. Invite participants to respond with ideas or suggestions, 
ideally in concise words. 

3. Refuse any comment on participants’ contributions. 
Emphasize that all ideas are equally valid.

4. Record each response on cards or chart paper.
5. Group same and related ideas in clusters. 

Ask «What is missing?»
6. Prioritize and analyze the results. Make participants feel the 

value added of the brainstorming in a wider context. Decide 
on further steps.

Briefing and Debriefing

Briefi ngs are used to update consultants and other staff with newest 
contextual information, debriefi ngs to inform decision makers about 
specifi c situations, fi ndings of evaluations or studies and respective 
recommendations. The briefi ng note is a key for every form of brie-
fi ng, be it oral or written, face to face or distant. 

It should be:
• short: one or two pages;
• concise: use few meaningful words;
• clear: keep it simple and to the point; always keep your reader
 fi rmly in mind;
• reliable: the information in a briefi ng note must be accurate,
 sound and dependable;
• readable: use plain language and design your briefi ng note
 for maximum readability.

Structure of a Briefi ng Note

A briefi ng note includes the purpose, the summary of the facts, 
and the conclusion. Current sections of a briefi ng are:

• Issue: A concise statement of the purpose, proposal or pro-
blem.

• Background: The details the reader needs in order to un-
derstand what follows.

• Current Status: Description of who is involved, what is hap-
pening now, etc. 

• Key Considerations: A summary of important facts and 
considerations. 

• Options: Including the pros and cons of each, or what will 
happen next.

• Conclusion and/or Recommendations: Clear, direct and 
substantiated by the facts put forward. 



Collegial Coaching

Collegial Coaching is a professional development method aiming 
at increasing collegiality and improving performance. There are 
fi ve main functions:
Companionship: Talk about success and failure with a new ap-
proach.
Feedback: Give each other objective, nonevaluative feedback.
Analysis: Help each other apply a new approach or method.
Adaptation: Work together to fi t an approach to the special needs 
of an assignment.
Support: Provide needed support.

Steps in a Collegial Coaching

1. Defi ne roles: (A) Requesting person and (B) 3-5 coaches, 
one acting as a facilitator (3’).

2. A exposes his or her own situation and formulates the core 
question for the coaching (5’).

3. Coaches (B) ask questions of understanding; A provides 
answers (5’).

4. Coaches (B) discuss among themselves about A’s case and 
about the way he presented it. They share own experience 
of similar situations and challenges. A just listens, sitting a 
bit off the group (20’).

5. A reacts on the discussion of the coaches (5’). If needed, 
steps 2 to 4 are repeated with a new core question (30’ 
more are required).

6. A declares the next steps he will make (5’).

Community of Practice (CoP)

Six essential aspects of a successful CoP
• Strong community: active members with lively interest. 

Member pool is often fl uctuating. 
• Clear, well-defi ned domain: specifi c thematic orientation, 

relevant and meaningful for all members. 
• A CoP is based on and linked to individual practice of its 

members.
• Personal motivation: members give priority to CoP. 
• Mandate: organizations are interested in concrete outcomes 

and allot time and resources to the members. 
• Informal structure: going beyond organizational structures; 

linking up units within and/or between the organizations.

Important

• Ensure that key-stakeholders are active members; a balance 
of giving and taking.

• Strive for most practical and tangible outputs/outcomes; 
disseminate them widely.

• Carefully select how to «be connected» – balance face to 
face meetings with other means of communication.

• Combine informality with a basic set of rules for communi-
cation and collaboration. 

• Ensure ownership within – look well after the roles of mana-
ger, expert, facilitator.

• Adjust to changes in the environment.

Exit Interviews 

Exit interviews have evolved from feedback interviews with emplo-
yees leaving the organisation to a knowledge management tool, 
as a way of capturing knowledge from leavers. Rather than simply 
capturing superfi cial information, the interview also aims to capture 
knowledge about what it takes to do the job. Done correctly, exit 
interviews can be a win-win situation for both the organisation and 
the leaver. The organisation gets to retain a portion of the leaver’s 
knowledge and make it available to others, while the leavers get 
to articulate their unique contributions to the organisation and to 
‘leave their mark’. Exit interviews are relatively quick and inexpen-
sive. In a knowledge-focused exit interview, a face-to-face meeting 
is needed.

How to go about it?

1. Start early. Plan the exit handover with replacing staff.
2. Identify persons that might benefi t from the captured know-

ledge. Check their interest.
3. Make sure explicit knowledge documented throughout the 

whole working period is accessible. Check for relevant addi-
tional aspects to be captured now.

4. For implicit knowledge, review the key tasks of the person 
leaving. Ask about how to go about those tasks and the 
needed knowledge. 

5. Ask for a ‘walk through’ to identify success stories and suc-
cess factors, problems and pitfalls.

6. Identify knowledge sources (persons, networks).

 The best exit interview happens during an overlap between 
the leaving and the replacing person.

Experience Capitalization

In an experience capitalization, key stakeholders transform individu-
al and institutional experience and knowledge into capital that can 
be used in the future. Experience capitalization is future oriented and 
aims at a change in collective institutional practice. Its focus may 
be on strategic orientation, basic concepts, or operational activities. 
Small experience capitalizations can be done in hours or days; more 
complex ones may last weeks or even months.
Experience capitalization is made up of learning processes that pre-
pare change. Its output is lessons learnt, and good practices; its out-
come is induced changes; a change in practice fulfi ls its purpose.

How to go about it?

 There is no standard procedure for experience capitaliza-
tion. Precise aims, clear questions and a deliberate open-
ness to change are prerequisites for useful results that are 
easy to put into practice.

 The usual phases in an experience capitalization are:
1. Needs assessment: Aims, benefi ts, readiness for change, etc.
2. Planning: Aims in detail, fi elds of observation, process, 

duration, roles, resources, instruments, etc.
3. Implementation: Choice of stakeholders (ownership), 

process management, documents, synthesis, validation of 
outputs, etc.

4. Practice change: Decisions, planning and monitoring of the 
changed practice, impact analysis, etc.



Facilitation

Facilitation is the art of guiding the discussion process in a group. 
The facilitator is responsible for the planning and implementati-
on of an appropriate process; the concerned group is responsible 
for the content by contributing expertise. Facilitation aims at being 
economical (goal oriented and time effi cient) and at ensuring the 
well-being of all involved participants (giving room to all voices in 
a group, establishing an atmosphere of listening to each other, and 
striving for decisions that are supported and owned by all).
Conditions for successful facilitation are: openness and sharing, 
benefi ts for all, and respect for the facilitator based on his / her 
competence, neutrality, independence and credibility.

What is most important?

1. Negotiate your mandate with the owner of the event. First 
get clarity about the expected results, and then choose the 
appropriate methods.

2. Successful facilitation begins with preparation. Make sure, 
the programme meets the expectations of the owner and 
the concerned group.

3. Limit yourself to what is feasible. If needed, re-negotiate 
your mandate.

4. At the start of every event, make a clear agreement with the 
participants (objective, programme, time frame, roles, and 
procedure).

5. Stick to your role (process manager) and respect the role of 
the participants (experts of content). 

Good Practice 

The essence of identifying and sharing good practices is to learn 
from others and to reuse knowledge. The biggest benefi t consists in 
well developed processes based on accumulated experience. Most 
good practice programmes combine two key elements: explicit 
knowledge such as a good practices database (connecting people 
with information), and methods for sharing tacit knowledge such as 
communities of practice (connecting people with people).

How to go about it?

1. Identify users’ requirements.
2. Identify good practices worth being shared.
3. Document good practices (title and short abstract, profi le of 

the good practice, context, description of processes and steps, 
lessons learned, and links to resources and key people).

4. Validate good practices with convincing results in a new 
context.

5. Disseminate and apply good practices.
6. Develop a supporting infrastructure.

Knowledge Fair

Knowledge fair is an event designed to showcase information in a 
large amount. Visitors can focus specifi cally on what they are in-
terested in learning. They can interact directly with the presenters, 
getting immediate answers to their specifi c questions. 
Knowledge fairs also provide opportunities to draw attention to best 
practices and appreciate employee and team achievements.

How to go about it?

1. Get top level support and publicize the fair widely.
2. Put the fair where there is a lot of foot traffi c.
3. Get common displays for booths. 
4. Be realistic about how much time it takes for communities to 

prepare and display.
5. Don’t plan in too much detail for the actual booths − com-

munities can self-organize within a common framework. 
6. Don’t be too serious – a fair can be fun!

Knowledge Map

A knowledge map is a tool for presenting what knowledge re-
sides where (e.g. people, media, organizational units or sources 
of knowledge outside the organisation) and for demonstrating 
the patterns of knowledge fl ow (access, distribution, learning). 
Its principal purpose and clearest benefi t is to show people in an 
organization or within a network/supply chain very fast where to 
go when they need expertise. It also helps to understand what 
knowledge is essential or at risk to be lost and thus needs to be
rescued or «secured». The most common way of presenting 
a knowledge map is a simple graph with typically 60 to 100
nodes representing knowledge repositories/sources and connec-
tions representing the fl ow of knowledge (physical or mental).

How to go about it?

1. In a series of interviews ask people to provide information 
about the structure of knowledge in the concerned domain 
(and its interlinkages).

2. Let them rate the importance for the company, the diffi culty 
to replace it, whether it is acquired mainly from study or 
practice and the proportion of staff in the knowledge area 
who would also know about it. 

3. Plot the results on a knowledge map.
4. Analyze the knowledge map and integrate the results in a 

knowledge management strategy, keeping in mind that a 
knowledge map is a momentary snapshot and might change.



Knowledge Network

A Knowledge Network consists of a group of people who provide 
each other with and share implicit and explicit knowledge and skills 
and develop them further. This happens through different chan-
nels and kinds of contacts: specifi c one to one interactions (E-mail, 
Phone, Skype, conferences) or unspecifi c interactions amongst a 
larger group (forum discussions, documents, profi les and ratings, 
newsletters). However, any knowledge network fi rst and foremost 
functions based on personal contacts that are carefully fostered.  
A Knowledge Network is not only about exchange amongst col-
leagues but also about access to a maximum spectrum of know-
ledge (bearers) and skills for all eventualities. 

Important:

• Informal participation and organization, no hierarchic
structures,

• the larger a network, the more important a motivated
facilitator who stimulates and accompanies activities striving 
for active interactions and involvement of all, 

• a minimal budget that allows to conduct the above mentioned 
activities and facilitation in a professional way, 

• integrate and make use of already existing networks as best 
as possible,

• in order to be useful for poor and disadvantaged people, 
special measures are needed to integrate them. 

Lessons Learnt

The formulation of lessons is the collection, validation, consolidati-
on and fi nally documentation of experiences, developments, hints, 
mistakes and risks found during a project. Drawing lessons makes 
sense at the end of any project, activity and work phase. Doing so 
not only gives credit to the efforts made it also leads to a valuable 
selection of information that can be useful in the planning and pre-
paration of new endeavours. Lessons are learnt fi rst and foremost 
at an individual level. In a team these (often diametrically different) 
individual lessons can be consolidated into lessons learnt of the 
team. Likewise lessons learnt of various teams can be consolidated 
and made useful for the whole organization.

How to go about it?

• Clarify a) for what area lessons are to be learnt, and b) who 
has an interest in these lessons. 

• Delineate the system boundaries (project, area of activity, 
action-learning).

• Formulate corresponding guiding questions.
• Collect (individual) answers to these questions and any other 

spontaneous idea.
• Consolidate individual lessons into shared lessons (team, 

organization).
• Describe the lessons learnt (and the surrounding setting) in 

an attractive and well-structured way.
• Make lessons learnt accessible to all interested.

Mentoring

The mentor is an experienced person who is able, willing and availa-
ble to teach, train or coach a person with less knowledge in a spe-
cifi c area – regardless of age, gender, or expertise in other unrela-
ted areas. The mother of four children may be a mentor to young 
parents, the young computer champion to a senior staff, and the 
senior expert to the young professional. Mentoring aims at (1) skills 
development, (2) fostering the understanding of the organisation 
and its culture, and (3) career development. Beside this traditional 
mentoring (with fi xed roles), peer mentoring (with interchanging 
roles) and team mentoring (with a network structure) are practised, 
the latter two having common features with other methods (peer 
assist / peer review).

How to go about it?

Refl ect on own past experiences as a mentor or disciple (be-
nefi ciary). What has been a great experience? What made it 
successful? Check the mentoring concept (as a part of the know-
ledge management) of your organisation: What are accepted 
standards?
1. Determine the goals of the mentoring process. Defi ne the 

benefi ciary’s expectations and preferred learning styles, and 
reveal the mentor’s concept.

2. Choose the right mentor. Experience, knowledge and skills are 
one thing – a fi ne relationship between mentor and benefi ciary 
the other. Your boss might not be the best mentor for you.

3. Develop a mentoring plan. Include moments for emergencies.
4. Defi ne objectives for each meeting. Focus on the disciple’s 

situation and questions, not on the mentor’s experience.
5. Give up the mentoring when you feel strong enough.

Open Space

Open Space is a self-organizing practice that allows all kinds of 
people in any kind of organization to create inspired meetings and 
events. It is known to kindle enormous energies and to bring forth 
fast and well-documented results. Participants of an open space 
event create and manage their own agenda of parallel working 
sessions around a central theme of strategic importance. By inviting 
people to take responsibility for what they care about it releases 
the inherent creativity and leadership in people, establishes a mar-
ketplace of inquiry, refl ection and learning bringing out the best 
in both individuals and the whole group. Open Space is useful to 
work with 5 to 1000 people, in events of two hours to several days. 
It is best when the work to be done is complex, people and ideas 
involved are diverse, the passion for resolution of confl icts are high, 
and time is very limited.

How to go about it?

1. Select a statement/question that frames the higher purpose 
and widest context for discussion.

2. Invite all stakeholders and/or who you feel should be part of it.
3. Prepare the workplace: a free space and writing materials 

(noting down ideas), a blank agenda wall (posting of issues 
and ideas for discussion or work) and a news wall (reporting 
back from sub-groups).

4. Explain theme and process of the event and invite people to 
write down what is important and of meaning to them (form: 
topic, own name, time, space for meeting).

5. Open the marketplace – «offers» are put on the agenda 
wall. People sign up and work independently (incl. reporting 
back to the news wall).

6. Closing round to collect and share highlights.
7. Mail report (collection of sub-group reports) to all.



Peer Assist

Peer Assist is the most economic way of designing a project based 
on others’ experience and knowledge and thus avoiding errors and 
mistakes. A work team starting up a new project or task – the hosts 
– call on another team having acquired experience in the respec-
tive fi eld of activity. Peer assist allows the requesting team to gain 
input and insights from people outside the team, and thus, reusing 
existing knowledge and experience rather than having to reinvent 
the wheel. It is worth using a peer assist when a team is facing a 
challenge, where the knowledge and experience of others will really 
help, and when the potential benefi ts outweigh the costs of travel. 

Steps in a Peer Assist?

1. The host team clarifi es the purpose and invites an 
experienced team (3 to 8 people).

2. Allow time for socializing and create a good climate.
3. The host team explains its project, needs and the expected 

outcome.
4. The visiting team further explores the situation and gives 

feedback to what they heard.
5. The visiting team identifi es options to solve the problem. 

The host team listens carefully.
6. The visiting team presents their fi nal feedback and (even 

unexpected) conclusion.
7. The host team commits to actions and to keeping the 

visiting team updated.
8. Together, they identify lessons learnt.

Story Telling

Story telling is used in organisations as a communication tool to 
share knowledge with inspiration. The language used is authentic 
(experience, not fact oriented); it is the narrative form that most 
people fi nd interesting and attractive.
Story telling has of course existed for thousands of years as a means 
of exchanging information and generating understanding. However, 
as a deliberate tool for sharing knowledge within organisations it is 
quite recent but growing very rapidly, to the extent that it is becoming 
a favoured technique among an increasing number of management 
consultants.

How to go about it as a storyteller?

1. Be clear about the key message of your story.
2. Build your story on an own experience. Note key-words. 

What is the lesson learned?
3. Warm up. Announce to the public that you are going to tell 

a story. Invite the public to listen closely, to be receptive and 
comprehending, and to ask questions only at the end.

4. Tell your story. Build an atmosphere of curiosity. Use a 
dramatic voice. Observe your listeners.

5. If indicated, relate your story to the topic discussed.

SWOT

SWOT analysis is a strategic planning tool used to evaluate the 
Strengths, Weaknesses, Opportunities, and Threats of a project. It 
means monitoring the internal and external factors of the project 
with the aim of getting a clear understanding of what is going on 
in the project and the surrounding context. It also enables partici-
pants to take a breath, make a judgment and share their visions on 
the four aspects mentioned above in order to enrich the common 
perception. 

How to go about it?

1. Make sure that the objectives pursued are clear to all.
2. Draw the SWOT grid (past  future; positive  negative).
3. Fill the SWOT grid according to this order :
 a. Strengths / Success
 b. Weaknesses / Failure
 c. Opportunities
 d. Threats.
4. Ensure that all experiences are taken seriously.
5. Have the individual actors comment on their contributions 

and clarify questions of understanding.
6. Record the common view fi rst and discuss contradictory 

opinions later.
7. Follow-up: Transfer the results into a planning process.

Visualization

Visualization is a way to make presentations and discussions more 
effi cient and effective. The spoken word is supported by a visual 
representation (text, pictures, graphics, objects, etc.). Current means 
are beamer or transparencies for presentations, and charts or cards 
for recording discussions. 

Visualization …
puts the focus on the point under discussion;• 
makes the content easier to remember;• 
forces the speaker to prepare in advance and to use a • 

 precise wording and structure;
reduces emotional implications in a heated discussion;• 
serves as documentation by recording statements, ideas,• 

 results and to-do lists.

Rules of visualization

Write legibly! Check font size, density, contrast; block lettering, 
distance between letters and words.

Use colours restrictively! Use white or light coloured chart pa-
per and pastel coloured pin-board cards. Use black markers for 
general text and colours for decoration. 

Let posters speak for themselves! Put a meaningful title on top 
or in the centre. Structure your poster to guide the eye. Be aware 
of the proverb: «If the eye is not attracted, the feet will pass by.» 

Use a simple language. Avoid abbreviations.

Install technical means before the meeting! Check if they are 
running properly. Verify the legibility of the visualization.



World Café

In the World Café, small groups seated around café tables discuss 
a theme that matters in two to three rounds. The World Café format 
is fl exible and adapts to foster collaborative dialogue. Clarify the 
purpose! Pay attention early to the reason you are bringing people 
together. If it is not important, don‘t do it! Create a hospitable space 
from the invitation to the physical set-up of the World Café. Explore 
questions that matter to the participants! A World Café may only 
explore a single question, or several questions in progressive steps. 
Encourage everyone’s contribution, from actively contributing ideas 
and perspectives to active listening. The opportunity to move bet-
ween tables in several rounds connects diverse perspectives. A fi nal 
plenary discussion helps to sum up and fi nd conclusions. 

How to go about it?

1. Seat four or fi ve people at small Café-style tables or in 
conversation clusters.

2. Set up progressive (usually three) rounds of conversation of 
approximately 20 – 30 minutes each.

3. Discuss questions or issues that genuinely matter to the 
community engaged.

4. Encourage participants to write and draw key ideas on their 
table-cloths (prepare by covering tables with paper and 
leave markers).

5. Upon completing the initial round of conversation, ask one 
person to remain at the table as the «host» while the others 
move to other tables carrying key ideas, themes and que-
stions into their new conversations («cross-pollination»).

6. Ask the table hosts to briefl y share the main ideas of the 
previous conversation at the start of the next round.

7. After several rounds of conversation, initiate a plenary 
discussion and strive for common answers, patterns and 
possibilities for action.

Yellow Pages

An organisational «yellow pages» is a tool to help people fi nd others 
within their organisation, who have the knowledge and expertise 
they need for a particular task or project. It is like a staff directory 
including details about knowledge, skills, experience and interests. 
The main benefi t results from a multitude of simple ten-minute con-
versations in which people ask each other for a quick word of advice 
or a steer in the right direction. 

How to go about it?

1. Defi ne the purpose of the yellow pages.
2. Create ownership with the people.
3. Consider formal and informal information.
4. Include name, job title, team, job description, current pro-

jects, professional qualifi cations, CV, areas of knowledge 
and expertise, areas of interest, key contacts (internal and 
external), membership of knowledge networks or CoPs.

5. Assure easy handling of entering and searching information.
6. Keep it up-to-date.
7. Encourage its use.


