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Abstract

Developing a Lessons Learned Program Using a Multi Philosophy Approach

Rodolfo Benitez, M.S.E.
The University of Texas at Austin, 2011

Supervisor: Kyle Lewis

Lessons Learned Programs (LLPs) can be used to acquire knowledge from
individual employees for the benefit of the entire organization. The effectiveness of a
LLP is highly dependent on the critical components of a LLP and the factors that impede
or promote behaviors conducive to a LLP. This study identifies these critical components
and the factors that influence the behaviors a LLP requires to succeed. I analyze an
existing LLP to identify a process that will simultaneously promote behaviors to execute
the LLP and develop the culture where a LLP can succeed. The primary objective of this
research is to develop actionable recommendations to improve an existing LLP.
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CHAPTER 1. INTRODUCTION

1.1 PROBLEM STATEMENT
Information and knowledge have become a company’s most valuable assets. A
company’s ability to manage information and knowledge will determine their level of
economic success (Anumba, 2005). A Lessons Learned Program (LLP) is an attempt to
manage the knowledge and information within an organization. How can people’s
behaviors be influenced to increase the effectiveness of an existing LLP?
A LLP is aimed at maintaining continuous improvement within an organization. It
is designed to extract knowledge from individual experiences and disseminate that
knowledge throughout the company for the betterment of the organization. The
Construction Industry Institute Research Team 230 (RT 230), in support of a thesis by
Angela Yohe, performed a survey of construction companies regarding each company’s
LLP. Findings from the survey suggest that most LLP have room for improvement.
Of the sixty-eight companies surveyed by RT 230 only four companies do not
have a LLP (Yohe, 2006). It seems, then, that most companies understand the potential
benefits of a LLP and try to implement a LLP. However, the RT230 Surveys show that
LLPs were typically not considered very effective by employees. Out of 61 companies
with a LLP, only five of the companies were judged by their employees to have a very
effective LLP (Yohe, 2006).
1

1.2 MOTIVATION AND PURPOSE
This study offers suggestions on how to improve an existing LLP. Transferring
knowledge through lessons learned can help organizations to increase efficiency, which
is extremely important in the current fast paced nature of most industries (Disterer,
2002). An LLP can also help organizations avoid the common tendency to focus on the
urgent tasks and ignore the tasks that can prevent urgent tasks from being recurring
problems.
Stephen Covey, in his book Seven Habits of Highly Effective People, categorizes
tasks into a time management matrix, as shown in Figure 1. Quadrant I activities are
known as fires, problems, crisis, etc (urgent and important). Stephen Covey believes, “As
long as you focus on Quadrant 1, it keeps getting bigger and bigger until eventually it
dominates you.” (Covey, 1989) Quadrant II activities (not urgent but important) involve
proactive activities such as planning and prevention. Quadrant II is the heart of effective
personal management (Covey, 1989). Quadrant III and Quadrant IV activities can best be
summarized as unimportant and for that reason Stephen Covey concludes that people
who spend time almost exclusively in Quadrants III and IV basically lead irresponsible
lives. He then goes on to say effective people stay out of Quadrants III and IV because
the activities are not important. He has also observed effective people shrink Quadrant
I down by spending more time in Quadrant II. In that same respect I think the process of
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a LLP is a Quadrant II activity with the ability to shrink the size of Quadrant I thus making
a company more efficient (Covey, 1989).

Figure 1. Time Management Matrix (Covey, 1989)
Surveys conducted by RT 230 indicate that, while most construction companies
have implemented a LLP, the LLP is not very effective. It is possible that other industries
are facing the same problem. Companies can do nothing, develop a LLP from the ground
up, or try to improve the existing LLP.
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1.3 HYPOTHESES
I contend that an existing process for a LLP can become more effective in two
ways. First, the process can become more reliable at extracting organizational
improvements from employees. Second, the execution of the process can incrementally
advance an organizational culture where a LLP can thrive.

1.4 RESEARCH GOALS
This research will yield actionable recommendations to increase the
effectiveness of an LLP. The goals of this research are to:
1. Describe a process for implementing an LLP, based on current practices documented
in the literature.
2. Identify the critical components of an LLP.
3. Examine the factors that impede or facilitate the critical components’ contributions
to the success of an LLP.
4. Recommend practical techniques that will increase the likelihood of LLP success in
organizations.

1.5 ASSUMPTIONS
I make the assumption that LLPs are very similar in function and process across
industries, and that my analysis of LLPs in construction companies is generalizable to
other types of companies.
4

1.6 ORGANIZATION OF THESIS
The thesis begins with a description of my research methodology, in Chapter 2.
Chapter 3 describes the origin of LLPs and the process of incorporating lessons learned
from experience in an LLP. The chapter provides an explanation of the critical
components of an effective LLP and focuses especially on the role of culture as one of
those critical components. Practical techniques for encouraging employee behaviors
and cultivating an organizational culture conducive to a LLP are discussed. Chapter 4
presents a revised process for LLP.

5

CHAPTER 2. RESEARCH METHODOLOGY
The research for this thesis is drawn from secondary sources, predominantly
from the Construction Industry Institute’s report of LLPs in the construction industry.
The Construction Industry Institute formed Research Team 230 (RT 230) to conduct
surveys and case studies to analyze LLPs in construction companies. One of the
outcomes of their analyses was an explicitly defined process for a LLP. Using this
research as a starting point, I conducted further research to identify the critical
components of an LLP, determine the factors that impede or facilitate the critical
components’ contributions to the success of an LLP, and recommend practical
techniques that will increase the likelihood of LLP success in organizations. Based on my
research, I derive an improved LLP process.

6

CHAPTER 3. LITERATURE REVIEW
3.1 INTRODUCTION TO LLPS
Before the industrial revolution a craftsmen had direct control over the quality of
a product he was producing. As mass production became instituted into civilizations the
direct control that was once there was diminished by repetitive work practices. One of
the first advocates of mass production was Eli Whitney, who created the concept of
using standard parts for muskets so that production could be shifted to an assembly
line. Quality management techniques served the role of ensuring tolerances would be
small enough for those standard parts to allow the different parts to be built
independently and still come together to build a functioning musket. Quality
management systems have evolved to meet the increasingly complicated demands of
today’s technology and today’s fast paced world. One of the components of modern
quality management systems is a program that will: 1) educate employees and 2)
constantly improve processes and productivity. LLPs are designed to address both of
those components of a Quality Management System (Wikipedia, 2011).
An LLP codifies lessons learned from experience. RT 230 developed the
following definition of a “Lesson Learned”: Knowledge gained from experience,
successful or otherwise, for the purpose of improving future performance. Examples
include:



A lesson that is incorporated into a work process
A tip to enhance future performance
7





A solution to a problem or a corrective action
A lesson that is incorporated into a policy or a guideline
An adverse situation to avoid (Yohe, 2006)

A lesson can be a based on a success or a negative experience. A success
provides value because it identifies what works. Successful experiences can be
duplicated and refined, increasing organizational efficiency. Negative experiences can
also add value in the long term, as finding a solution to a negative experience could
prevent future negative experiences. My personal experience as an officer in the Navy
illustrates how an organization can learn from negative experiences. In the Navy one
commonly studies incidents where a boat ran aground. Studying those incidents not
only helps one avoid the circumstances that lead to running aground, but also
encourages the development of solutions, such as new type of technology that gives
boats an alarm when in danger of running aground.

3.2 IDENTIFYING AN LLP PROCESS
3.2.1 High Level Lessons Learned Process
The data collected by RT 230 proves that an organization benefits the most from
Lessons Learned when the organization follows a formalized process to facilitate
collection, analysis, and implementation. RT 230 generated the diagrams shown in
Figures 2 and 3 by considering several models presented in an earlier report (CII
Research Report 123) and by using knowledge gained from surveys, case studies, and
team member experience (Yohe, 2006).
8

The diagrams help clarify the steps of an LLP process. The process depicted in
Figure 2 provides a high-level overview of the organizational activities and roles involved
in an LLP. Figure 3 describes in greater detail the LLP processes of identifying, codifying,
disseminating, and implementing a lesson.

Figure 2. High Level Lessons Learned Process (Yohe, 2006)
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Figure 3. Detailed Lessons Learned Process (Yohe, 2006)
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In theory the process developed by RT 230 is better than most LLP processes,
because it compiled best practices gathered from surveys and interviews of companies
in the construction industry and put them into one comprehensive process. However,
the most useful characteristic of the process, for the purposes of this study, is that it is
explicit in the steps a Lesson goes through. An explicitly defined process is more useful
for the purposes of this research because it allows explicit improvements to be
incorporated into the process.
Figure 2 describes the three main tasks of the Lessons Learned process:
collection, analysis, and implementation. It also gives the title of the person responsible
for each phase. Collection is the first phase of the LLP. The first step to collect a Lesson is
to identify a Lesson. The collection phase ends when all necessary documents have been
completed and submitted. A gatekeeper initiates the analyses phase by performing an
initial screening. The gatekeeper’s primary role is to ensure the subject matter expert
does not waste his time on Lessons which will not add value to the organization. After
the initial screening the Lesson goes through a technical review. A technical review
checks for technical accuracy and legal issues. Either a team of subject matter experts or
one subject matter expert can conduct the technical review. Once the analysis is
complete implementation begins. Implementation is performed in two phases.
Publishing is the first part of the implementation phase. One of the most important
aspects of the publishing phase is to make the Lesson retrievable by employees, which is
how a Lesson is communicated to employees. After a Lesson is published it can be
11

incorporated as an organizational improvement. An organizational improvement can
come in the form of a best practice, revised procedure, or any form which improves the
company’s performance. The process ends with employees and communities of practice
implementing an organizational improvement and then begins with the employees and
communities of practice identifying and submitting Lessons into the LLP (Yohe, 2006).
The simplest model for an LLP is to view it as inputting an experience as a Lesson and
extracting an organizational improvement.

3.2.2 Transactional Lessons Learned Process
RT 230 developed another diagram that illustrates the transactional process flow
of a single Lesson (Figure 3). Instead of a general overview of the high level process, this
figure shows each step a Lesson goes through before it becomes an organizational
improvement.
The process begins when an employee identifies a Lesson (box 1). After the
Lesson is identified, an employee must complete the required documentation to submit
the information into the LLP (box 2). Lessons can be captured electronically or on paper,
in meetings or workshops. Following the submittal, a Lessons Learned team member
must collect the information (box 3). Usually the collection process is performed by the
gatekeeper and it can be done on a continuous basis or at certain milestones (Yohe,
2006).
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After Lessons are collected, analysis begins with initial screening performed by
the gatekeeper to check each Lesson for correctness (boxes 4 and 5). Lessons are cross
referenced with the system to prevent duplicating a Lesson (box 6). Duplicate Lessons
are returned to the initiator with gratitude for their contribution (box 7) to prevent
discouraging participation in the LLP. In the case where the information is new, the
gatekeeper recognizes the employee for their submittal and thanks them for their time
(box 8). Subject matter experts then determine the best method for implementation
(box 9). It is possible for a Lesson to be managed by only one subject matter expert.
Subject matter experts conduct a value added analysis (box 10) to determine if the
Lesson adds any value (box 11). In the case the Lesson does not provide additional
value, the team thanks the employee for his contribution and ends the process (box 7).
In the case the Lesson could add value the team should determine if the information is
urgent enough to alert the entire organization (box 12). Lessons that warrant an alert
are disseminated throughout the organization as soon as possible (box 13). The intent is
to prevent any further damages throughout the company or begin benefiting from the
Lesson without waiting for the Lesson to complete the entire process. A technical and
legal review by the Lessons Learned review team is then performed (box 14). Subject
matter experts determine if the data is correct and understandable. The team dedicates
a significant amount of time “wordsmithing” the Lesson so the organization can
understand and apply the Lesson. The legal implications are also considered during this
step (Yohe, 2006).
13

Implementation begins by determining the improvements needed to add value
to the company through an organizational improvement (box 15). It is possible the
Lesson provides value merely by disseminating the knowledge through the Lessons
Learned database (box 31). If further improvements are required to realize the value of
the Lesson a detail value added analysis is performed (box 16). The detailed value
analysis yields actionable recommendations for implementation along with steps
needed for implementation (box 17). Personnel are then identified to carry out the
implementation steps. However, as subject matter experts they are still responsible for
overseeing the implementation of the Lesson. First, the team identifies the resources
required to implement the Lesson (box 18). At this point, resources are either procured
or changed (box 19) and put into action (box 20). Then the team determines if training is
required (box 21). Training modules are modified (box 22) and personnel are assigned to
conduct the training (box 23). A long term solution is then considered in the form of
standards and procedures (box 24). Long term improvements can be implemented in
the form of revised procedures, processes, or policies (box 25). This type of analysis is
best done in a team environment to give other stakeholders the opportunity to provide
valuable thoughts and feedback. Actionable recommendations are then supervised by
the Lessons Learned team to ensure they are executed correctly (box 26). It is important
for management to ensure the recommendations are in line with the company’s
strategy and to encourage and support the execution (box 27). The employee who
initiated the Lesson should be notified of the improvement his contribution made to
14

encourage participation (box 28). The database is then updated with the Lesson (box
29). Dissemination is the end of the process (box 30) (Yohe, 2006).
The gatekeeper periodically audits the Lessons Learned database (box 31) to
ensure the data is accurate and not outdated. As part of the audit the information in the
Lessons Learned database is checked for relevancy (box 32). The system is then purged
of outdated or irrelevant data by archiving or deleting (box 33). Lessons that have been
removed from the Lessons Leaned database are stored separately for future reference
(box 34). Once the database has been maintained, the team should focus on analyzing
the performance of the program (box 35). The analyses should focus on predetermined
metrics designed to measure the effectiveness of the program. If the actual
performance does not match the predetermined criteria the LLP should be adjusted
(Yohe, 2006).
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3.2.3 Generalizability of the RT230 LLP processes
Are the processes identified by RT 230 generalizable to organizations outside of
the construction industry? In the Navy, as in most government organizations, a large
percentage of resources are dedicated to a LLP. As an Officer in the Navy, I had firsthand
experience of the detailed process that a lesson goes through. The process that the
Navy uses is very similar to the process identified by RT 230; however, evaluation was
given more of an emphasis as compared to the process developed by RT 230. Not only
is it explicitly mentioned in the Navy’s LLP process, but it is considered the culmination
of every lesson that is processed. It is surprising to see that evaluation is not given more
attention in the process developed by RT 230. In fact, it is not clear in the RT230 process
at which point organizational improvement is evaluated. In the next section I further
analyze the LLP process and identify improvements in the process that increase the
effectiveness of an LLP.
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3.3 IMPROVING THE LLP PROCESS
I analyzed how to improve the LLP process using the framework of the Behavior
Contribution Model in Figure 4.

Figure 4 Behavior Contribution Model

According to the Behavior Contribution Model, behaviors that affect the success
of an LLP are influenced by critical components of the organization through factors,
which are in turn affected by techniques. Factors influencing an LLP include those things
that impede or promote behaviors. Employee-related factors relevant to the adoption
and success of LLP include employees’ attitudes and values; these are discussed below.
Techniques are those processes and activities that an organization undertakes to
influence factors such as employees’ attitudes and values. In the next sections, I identify
the critical components of an organization that contribute to the effectiveness of an LLP,
describe the employee attitudes and values that are likely to lead to behaviors
conducive to LLP success, and make recommendations for the processes and activities
that are likely to influence employees’ attitudes and values. Together, my analyses of
17

critical components, employee attitudes and values, and organizational techniques lead
to a specification of the behaviors needed for LLP effectiveness
3.3.1 Critical components of the organization
Authorities in the area of LLPs have identified several critical components that
contribute to the success of an affective LLP (Smith, 2011). People, processes, and
technology are three broad categories of components that contribute to the success of
an LLP (Collision, 2004). Based on surveys and discussions RT 230 concluded that the
critical components to successfully execute a LLP are leadership, process, resources,
maintenance and improvement, and culture, which fall under the three broad
categories of people, processes, and technology. Koenig and Srikantaiah identify as
success factors leadership, culture, structure, roles/responsibilities, information
technology, and measurement (Srikantaiah, 1999). The breakdown can be seen in Figure
5.
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Technology

IT

Leadership

People

Culture

Roles &
Responsibilities

LLP

Collection,
Analyses,
Implementation,
Evaluation
Measurement
Processes
Maintenance &
Improvement

Structure

Figure 5 Critical Components of a LLP (Collision, 2004; Srikantaiah, 1999; Yohe, 2006)

RT 230 and Srikantaiah identify leadership and culture as the most critical
components of an effective LLP (Srikantaiah, 1999; Yohe, 2006), suggesting that the
contribution of the other components will be undermined if the right leadership and
culture are not in place (Srikantaiah, 1999). Therefore, I selected culture and leadership
as the critical components on which to focus my analyses.
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3.3.1.1 Critical Component: Culture
Schein defined culture as a pattern of shared and basic assumptions that the
group learned as it solved its problems of external adaptation and internal integration
that has worked well enough to be considered valid and, therefore, to be taught to new
members as the correct way to think, perceive, and feel in relation to those problems.
(Schein, 1992).
What kind of culture is conducive to the success of an LLP? How does such a
culture develop? McCormick (2008) identifies two ways in which culture develops.
1. The usual way is to hire people based on skills the organization needs, never
considering their underlying beliefs or attitudes and allow the culture to evolve
unchecked. (McComick, 2008)
2. Another way is to try to design the culture of the company. It starts by
establishing the core values of the company. The culture is then established by
reinforcing values with human resources practices (hiring, rewards, performance
appraisal) and continuously developing those values. (McComick, 2008)
In this thesis, I emphasize culture development through the establishment and
development of core values. Even though RT 230 concluded that culture was one of the
most critical components of an LLP, the team did not establish any values that would
promote the success of an LLP. In a subsequent section, I identify and describe those
core values that a culture must cultivate in order to ensure LLP success.
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3.3.1.2 Critical Component: Leadership
The biggest impact a leader can have is to model the behaviors they are trying to
promote among their employees (Srikantaiah, 1999). It is a cliché, but it is true. Leaders
should “lead by example.” As an officer in the Navy I have seen the benefits of modeling
the behavior you are trying to promote and the repercussions of a “do as I say not as I
do” mindset. The technique of leading by example affects employees’ behavior by
highlighting the behavior as something that should be important and influences
employees’ to start behaving the same way.

3.3.2 Factors: Employee Attitudes and Values
The effects of organizational culture and leadership on employee behavior are
mediated by the attitudes and values that employees hold. Implementing and using an
LLP often represent changes to basic organizational processes. For such changes to be
adopted, the attitudes and values employees hold must promote the process of change.
Research by Ferrazzi (2009) suggests that embracing change requires: generosity,
vulnerability, candor, and accountability. Heath and Heath (2010) discuss a fifth value
related to change – a growth mindset. A growth mindset, where people believe they (or
a process) can improve, contrasts with a fixed mindset, where people fail to realize they
can get better (Heath & Heath, 2010). Below I describe how each of these five values
promote behaviors necessary for an effective LLP.
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Generosity creates a safe place to foster relationships where the other values
can flourish. Generosity promotes sharing, which is required to successfully implement
the collection phase of an LLP process. Vulnerability means letting your guard down so
mutual understanding and sharing of information can occur. Vulnerability plays a role in
analysis phase of the LLP process, because vulnerability allows people to admit areas of
improvements. Vulnerability allows a person to acknowledge their own mistakes, which
promotes the sharing of negative lessons. Vulnerability also allows people to accept
successful lessons because someone has to be vulnerable enough to acknowledge that
there is a better way than how they may be doing it. Candor allows for an open
exchange of honest feedback. Vulnerability makes an exchange possible, but candor
makes it possible to reach mutual understanding and manage multiple priorities.
Accountability is following through on the commitment one makes to others. In giving
and receiving this type of support real change or improvement can occur and be
sustained. Ferrazzi believes that having relationships with people that exhibit these four
values will help people achieve and sustain change (Ferrazzi, 2009).
The growth mindset has to do with people’s inherent belief that they can get
better. This is in contrast to a fixed mindset where people believe their skills are set.
People with a fixed mindset do not try new things or try to improve for fear that they
will prove to themselves and others that they are inadequate.
The five values each influence the behaviors that increase the effectiveness of an
LLP. These influences are described next.
22

3.3.3 The influence of values on behavior
The value of generosity is especially relevant to the collection phase of the LLP
process. A person is required to share information in the collection phase, which is
facilitated by a feeling of being helpful. It is often forgotten that people are genuinely
motivated by the feeling of being helpful. It is an intrinsic reward associated with
generosity that should be utilized to promote sharing.
Quite often a submitted lesson is a negative lesson. The analysis of a negative
lesson can be challenging because people do not enjoy admitting their mistakes. The
people analyzing a lesson will be better received if they are approaching the analysis
from a point of view of being generous and wanting to help. Thus, generosity also
facilitates the implementation and evaluation phases of the LLP process because
generosity establishes the foundation for a more productive discussion to extract value
from submitted Lessons. (Ferrazzi, 2009).
Vulnerability is typically viewed as weakness. It is this misconception that
prevents people from revealing their inner thoughts, fears, and doubts. Consequently,
people don’t share those thoughts and don’t get the support and encouragement they
need to overcome what holds them back and achieve their goals. Vulnerability also,
however, makes people more open to the concept of improvement, which facilitates
the implementation of positive lessons (Ferrazzi, 2009).
Vulnerability is a predecessor to improvement and improvement is what a LLP is
about. Vulnerability plays a role in the collection phase when people admit their own
23

mistakes, submit a lesson, and effectively ask for help on how to address their
weaknesses. Vulnerability, influences people to realize there is a better way and to
accept the better way.
“To see ourselves as others see us! It would from many a blunder free us”,
wrote the poet Robert Burns. The quote supports the idea of getting honest feedback
about what people should stop doing, keep doing, and do better. Candor is the act of
sharing feedback in a healthy and caring manner (Ferrazzi, 2009).
Most problems at work result from poor communications skills or not
communicating. Dr. Mark Goulston says, “Part of the reason we don’t want to hear the
truth is that we have a fear that it will metastasize through our entire being. So if I’m
wrong about this one thing, I could be wrong about everything!” People are good at
some things but not so good at others. People need to accept criticism and not let it
affect what they are good at (Ferrazzi, 2009).
A person often cannot accurately identify his or her own deficiencies and
strengths. Sometimes it takes another person to identify important weaknesses and
strengths that impact an experience or outcome of an experience. Candor is especially
important in the analysis phase because it manages the conversation that will
determine the organizational improvement. To improve, people must first admit that
they need to improve, and then be able to manage the information that is being shared
to determine a better solution.
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Is there something in the work place that discourages people from being candid?
Most often people inadvertently discourage others from giving them honest feedback
and/or never accept the responsibility to create the environment where people feel safe
to be candid (Ferrazzi, 2009).
Accountability is needed to promote follow -through with the LLP process. Keith
Ferrazzi and his team were conducting research on the subject of how to make change
stick when he got a call from his sister during a brain storming session. He realized then
that the path for sustainable change was right under their noses. His sister managed to
lose weight and keep it off with the help of Weight Watchers and her life coach holding
her accountable. Every day, alcoholics stay sober with the help of people holding them
accountable (Ferrazzi, 2009). When the values of generosity, vulnerability, and candor
are in place, people are more likely to allow others to hold them accountable (Ferrazzi,
2009).
A growth mindset encourages employees to both recognize and leverage lessons
from experience. A person with a fixed, rather than growth mindset, acts as if their
talents and skills cannot improve. Consequently these people discourage themselves
from trying for fear of failing or demonstrating to everyone their inadequacies (Heath &
Heath, 2010). A person with a growth mindset realizes failure is part of the process and
does not let failure discourage them from trying to learn. Heath and Heath (2010)
illustrate the benefits of a growth mindset with a study conducted on seventh grade
students. Seventh grade is typically when academic performance begins to diverge
25

drastically between students with a fixed mindset and students with a growth mindset
(Heath & Heath, 2010). An experiment took a group of underperforming seventh
graders. Half of the group received generic training in study skills while the other
received training on how the brain is a muscle. Students who received generic study
skills continued their downward trend in academic performance. Students who received
training on how the brain is a muscle stopped the downward trend and in some cases
began an upward trend in academic performance.

3.3.3 Influencing Values through Techniques
The book, Who’s Got Your Back (Ferrazzi, 2009) presents a model with explicit
steps people should go through to establish relationships that exhibit the values of
generosity, vulnerability, candor, and accountability. I apply these steps to the LLP
process and determine the techniques that organizations can use to influence
employees’ values, and ultimately behaviors. These steps are described below.
3.3.3.1 Technique for Influencing Generosity
Everyone has something to offer. Victor Frankl, in his book “Man’s Search for
Meaning”, wrote about his acts of kindness while he was held captive in Nazi prison
camps. He would feed people who were hungrier than he was and counseled inmates
who were contemplating suicide. If generosity can exist in those circumstances surely
generosity can be incorporated into the work place. Victor was offering the currency he
had to others (Ferrazzi, 2009).
26

In the collection phase the LLP process needs people to be generous and share
their Lessons. Instead of people looking inside to see what they have to offer others,
personal currency is more easily identified when others make their needs readily known
(Ferrazzi, 2009). Therefore, the organization can encourage generosity by asking its
employees for help.
An organization can ask employees for help by issuing a Request for Help. A
Request for Help is an announcement to the employees that the organization needs to
address a particular issue. The idea is for people to recognize that they have knowledge
to share in that particular area that could benefit the organization. In time employees
will begin to see that the result of contributing to the LLP is more than the sum of the
lessons that were contributed to the LLP. The result discussed here could be an
improved process to eliminate unnecessary work. It allows the organization to be more
efficient but it also relieves some stress from the employees. In time the act of sharing
knowledge will be indistinguishable from asking for help because people will be getting
help by being generous and sharing knowledge. It can be a reciprocal process where
both parties benefit. Giving and receiving has been found to allow a relationship to grow
into something deeper and more meaningful where both parties get more in return
than what was invested (Ferrazzi, 2009).
This analysis suggests that the LLP process can be improved by instilling the value
of generosity by implementing a Request for Help.
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3.3.3.2 Techniques for Influencing Vulnerability
Organizations can influence employees’ value for vulnerability by encouraging employees
to “be themselves.” Trying to be someone else comes across as insincere and looks like

you are just putting on a performance (Ferrazzi, 2009). One way in which the process can
encourage employees to be themselves is to establish a policy that the person responsible for a
negative outcome be the one to submit the Lesson. The influence of leadership roles can be
used to establish the norm of admitting to your own mistakes. If management took the lead and
submitted a Lesson for a management mistake that could establish the norm of submitting your
own lesson into the LLP. Thus, the LLP process can be improved by adopting the policy that
negative lessons are submitted by the person responsible for the negative lesson. This policy

can be reinforced by asking leaders to “lead by example” and periodically submit a
negative lesson for a mistake that was made on the management level.
Organizations can influence employees’ value for vulnerability by encouraging employees
to “avoid judgments.” Judgment (and prejudice) is a shortcut to process all of the

information the mind receives. It was helpful when humans needed to identify if
someone or something was a friend or a foe. In today’s world it is more of a hindrance
(Ferrazzi, 2009). When an employee suspends his prejudices he allows himself to be
vulnerable and share, but on the other hand people receiving information can also
suspend their prejudices to promote others to be vulnerable and share (Ferrazzi, 2009)
The gatekeeper and subject matter expert can promote vulnerability in the
organization by suspending their judgment and focusing on pluses, potentials, and
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concerns when reviewing a Lesson (Aebersold, 2011). Focusing on pluses, potentials,
and concerns overcomes the initial instinct to give negative criticism first, which can
discourage people from being vulnerable.
The LLP process can be improved by elaborating the Gatekeeper’s role and the
subject matter expert’s role in the analysis phase. Gatekeepers and subject matter
experts should focus on giving pluses, potentials and concerns for the submitted lesson.
Another way that organizations can influence employees’ value for vulnerability
is by encouraging employees to “Project the Positive” (Ferrazzi, 2009). Perhaps this is
best explained through an example. In his book, Who’s Got Your Back, Keith Ferazzi,
imagines his audience loving his message. Thinking positively is similar to being
vulnerable because in both cases the person has to let go of their fears. Think positively
and others will too (Ferrazzi, 2009).
As a policy all Lessons should go on to produce some organizational
improvement. At the very least the Lesson should be covered in training. Contrary to the
process defined by RT 230, I suggest that Lessons not be eliminated when a similar
Lesson already exists in the LLP. If the information already exists, the Lesson will be
evaluated at the very minimum as a data point which will add significance to the already
existing Lesson. Knowing that your Lesson will be producing an organizational
improvement may project the positive and facilitate vulnerability whereby encouraging
employees to contribute to the LLP. Moreover, determining if the lesson adds value will
not promote vulnerability. I recommend that the LLP process assume that the lesson will
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add value at the collection phase, and delay assessment of the lesson until the analysis
phase of the LLP process. Based on the above analysis, I recommend deleting steps 6 ,
7, and 11 of the transactional process identified by RT 230. Doing so removes obstacles
to vulnerability.
Organizations can influence employees’ value for vulnerability by creating the
opportunity for them to “share their passions” (Ferrazzi, 2009): Sharing your passions
shows people your inner most thoughts. It will allow the best parts of you to shine
through (Ferrazzi, 2009). In the collection phase it is important for the initiator to share
the potential benefits of incorporating this Lesson as an organizational improvement
from his point of view. In the analysis phase the gatekeeper is also allowed to share his
support for the Lesson. The point is not to converge prematurely on a solution, but to
incorporate the lesson as an improvement. An improvement to the LLP process would
be to include a section in the Lessons Learned document to allow the initiator the
opportunity to share the vision for the lesson.
Finally, organizations can influence the value of vulnerability by allowing
employees to “revisit their past” (Ferrazzi, 2009): “If vulnerability is like riding a bike,
this is the moment we take off our training wheels.” (Ferrazzi, 2009) Talking about our
past may be easier for people because it is in the past, and in some ways it could be
talking about your strengths since you got through it (Ferrazzi, 2009). This is already part
of the process identified by RT 230 since most of the lessons that are submitted are
experiences from an employee’s past.
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3.3.3.3 Techniques for Influencing Candor
Organizations can influence the value of candor by promoting the practice to
“find people you respect” (Ferrazzi, 2009): It is possible that more than one person has
the perspective, values, and wisdom you need. However, if you do not respect the
person it will be obvious and the safe place required for candor will not be established
(Ferrazzi, 2009). An initiator can begin to create the value of candor in the collection
phase by finding a co-initiator that will review the Lesson for him prior to submitting it.
The improvement is to add a step that will direct the initiator to identify a co initiator
that will give him feedback on his lesson. Inserting the step promotes candor which will
facilitate the behaviors of an LLP.
Organizations can also promote candor by “creating the opportunity” (Ferrazzi,
2009): This has a lot to do with creating an environment for candid feedback. Part of
creating the environment is being vulnerable and sincere (Ferrazzi, 2009). The process
identified by RT 230 partially promotes candor by creating the opportunity for feedback
from the gatekeeper and subject matter expert; however, the initiator does not benefit
from the feedback because the gatekeeper and subject matter expert are not directed
to give the feedback to the initiator. There is an overlap between generosity and candor.
The act of asking for help will promote generosity in others, but it also creates the
environment for candid feedback. The improvement is to add a step that directs the
gatekeeper and subject matter expert to have a conversation with the initiator after
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the initial screening but before determining the organizational improvement. It will
insert candor into the organization which will promote the behaviors of the LLP.
Another way that organizations can influence the value of candor is by
encouraging employees to “Make it clear any feedback you get is a gift” (Ferrazzi, 2009):
When you ask for feedback you are asking for a gift in the form of their time, honesty,
and thoughtfulness (Ferrazzi, 2009). The process already does this in the analysis phase
when the gatekeeper is instructed to thank the initiator for his contribution. However,
the concept could be ingrained further with the use of terminology in the Lessons
Learned document and call the feedback from the co-initiator the “Gift of Feedback”.
Language and vocabulary play a vital role in reinforcing, and encouraging values. The
improvement is to add a section on the Lessons Learned document titled “Gift of
Feedback”.
Organizations can further influence the value of candor by promoting employees
to “Acknowledge your faults” (Ferrazzi, 2009): Even though, we all know everyone is
imperfect, simply articulating you have flaws will encourage others to be honest with
you (Ferrazzi, 2009). This concept has already been incorporated under the value of
vulnerability where the person responsible for a mistake is also responsible for
submitting the Lesson. The overlap demonstrates the dependency of the values. The
improvement addresses very similar factors.
Candor is reinforced when an organization can get employees to “tell the person
what you plan to do with the advice” (Ferrazzi, 2009): This will further encourage people
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to be honest. Even more than honesty, it will focus their thoughts towards more helpful
feedback (Ferrazzi, 2009). There is an overlap between establishing the value of
vulnerability and candor. The initiator promotes vulnerability by sharing the potential
benefits of the Lesson. It also focuses the analysis of the subject matter expert to give
more helpful feedback.
Getting employees to “ask specific questions” will influence candor (Ferrazzi,
2009): Once the feedback has been given it is important to probe into the topic to gain a
better understanding of the feedback (Ferrazzi, 2009). One of the purposes of the LLP is
for the organization to get candid feedback from its employees. An initiator is supplying
candid feedback when he submits a lesson; however, the process does not encourage
the gatekeeper or the subject matter expert to go back and talk to the initiator to
ensure they understand the Lesson that was submitted. After the initial screening and
before the organizational improvement is determined the gatekeeper and the subject
matter expert respectively should go back and talk to the initiator to ensure the lesson
is understood.
Organizations can influence the value of candor by encouraging employees to
“take it or leave it – but deliver on safety” (Ferrazzi, 2009): Ultimately, the person
seeking feedback decides what they are going to do with the information. If there is a
disagreement both parties should understand why they disagree, but always express
gratitude for the feedback (Ferrazzi, 2009). There is no illusion that these four values will
create a Utopia for the LLP and in all cases people will at least agree to disagree.
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However, to create a ritual that will encourage this concept and make it the norm to
“deliver on safety”, the end of the process will be modified. The initiator will give their
feedback on the organizational improvement that was implemented for his lesson and
in return a subject matter expert who was responsible for analyzing that particular
Lesson will show their gratitude by thanking the initiator for their feedback.
Sometimes the initiator will agree with the organizational improvement his Lesson
contributed and other times he may not. The process will end the discussion, and the
conclusion is simply a sign of gratitude from the subject matter expert on behalf of the
organization.
Finally, organizations can influence the value of candor by teaching employees to
reward people that give them feedback by “paying them back” (Ferrazzi, 2009): It is
often forgotten that the intrinsic value derived from helping someone is very real and
goodwill will be created by allowing others to be generous (Ferrazzi, 2009). All that is
necessary here is a sign of gratitude, and that has already been implemented into the
process. The only recommended improvement is to do it show people gratitude more
often. Add to the process more opportunities to thank participants in the LLP. Being
grateful promotes candor which promotes the behaviors of a LLP.

3.3.3.4 Techniques to Influence Accountability
Accountability works on several levels. The first is visibility. Most recently,
members of Weight Watchers have started posting their weigh-ins on YouTube. People
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think twice about eating a slice of cake if they know they will be watched by thousands
of people (Ferrazzi, 2009).
Rallying the herd parallels accountability on the visibility level. It is a technique in
the book Switch, How to Change When Change is Hard (Heath & Heath, 2010). Rallying
the herd relies on behavior being contagious. Several studies have been done whereby
simply being around someone who behaves in a certain way will tend to make the other
person behave similarly. People especially tend to follow the herd in unfamiliar
situations, and change is an unfamiliar situation. Examples of rallying the herd are
abundant. Baristas and bartenders spike the tip jar to establish a “norm” of the herd.
People are commonly placed in the audience to laugh and applaud at appropriate points
in the show (Heath & Heath, 2010). The recommendation for the LLP to utilize this
aspect of accountability is to develop a status report that shows the pending items, who
is responsible for them, and post the status report where everyone can see it. The
status report creates more work that has to be maintained; however, if done correctly,
the status report will motivate the herd to follow through on their obligations. That is
better than talking to individual people about their pending action items (Heath &
Heath, 2010).
On a different level, accountability also encourages people to set higher goals for
themselves. Two groups of people were surveyed about their goals and performance
decisions. One group was also told they would have to discuss their goals with a team
leader. On average, the group who was told they would have to share their goals with
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the team leader had higher goals for themselves (Ferrazzi, 2009). Identifying a coinitiator has aspects of accountability because simply sharing the lesson makes the
initiator more vested in the lesson he is working on.
Accountability, much like generosity, works best when you give and take. If
someone is holding you accountable for one of your promises it works well if you can
hold the same person accountable for their promise (Ferrazzi, 2009). Accountability can
be incorporated into the implementation phase of the LLP. When it comes time to
implement an organizational improvement the process will select one person to
implement the organizational improvement and a different person to hold the
implementer accountable. When the opportunity presents itself the roles will switch.
For this particular improvement, the act of holding someone accountable will be done in
the implementation phase, but the planning needs to be done in the analysis phase
when the organizational improvement is determined. The improvement is to select
accountability pairs in the analysis phase and implementing them in the
implementation phase.
Based on the analysis above Step 26 of the process identified by RT 230 should
be deleted. It relies on the Lessons Learned team to enforce the implementation of the
organizational improvement. To make accountability more of an organizational value
the responsibility of holding each other accountable is spread throughout the entire
organization. More to the point, enforcement of organizational improvements should be
outside the responsibility of the Lessons Learned team. Relying on the Lessons Learned
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team to enforce the implementation of a Lesson removes accountability from the
employees which does not promote behaviors that increase the effectiveness of a LLP.
Another facet of accountability which improves its effectiveness is frequency.
Many Weight Watchers members find they need daily accountability to stay focused on
their goals (Ferrazzi, 2009). This aspect of accountability can be utilized in the frequency
that a status report is posted. Most activities on a LLP should see progress after a week;
therefore, the status report should be posted weekly. The improvement is to establish a
routine of posting the status report on a weekly basis because it will add another
element of accountability to the LLP which promotes the behaviors of a LLP.
Candor needs a safe place, the same way accountability needs a specific place.
The more black and white the requirements are, the less a person has to interpret the
requirement. Based on interpretation an organizational improvement could be said to
meet the requirement but not the true intent of the improvement (Ferrazzi, 2009).
The analysis phase should determine the evaluation criteria for the outcome of
the organizational improvement. Evaluation criteria should be black and white goals.
An example of a black and white goal could be the fabrication time, for a particular
piece of equipment, will be 40 man hours. Anything more will be considered as not
meeting the requirement, and there is very little room for interpretation.
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3.3.3.5 Techniques to Influence Growth
Some schools use a different grading system to try to promote a growth mindset.
All of the grades are the same, except instead of issuing Ds or Fs the grade is “Not Yet”.
A grade of “Not Yet” lets students know that they can get better (Heath & Heath, 2010).
There are people that have not learned they can get better. It is a typical mindset
in the business world. As evident by the strategy to simply plan and execute. Most
companies do not allow for a learning stage. That is because most companies view
learning as failing. It is important to have a healthier view of the learning that has to
take place in order to achieve sustainable change (Heath & Heath, 2010). The
organizational improvement will be evaluated multiple times to ensure it is valid and to
allow the organization to go through a learning period. A grade of “Not Yet” will be
issued to the lesson until it has passed the evaluation phase. If the expectation is that
the organizational improvement will be graded as “Not Yet” until the grade is
satisfactory, the focus is not on the overwhelming task of ensuring the fix is good, but
rather on reaching the next iteration in the evaluation phase, learning from the
implementation, and improving the organizational improvement (Heath & Heath, 2010).
The improvement is to add an evaluation phase to the process. The process
starts by determining the amount of times an organizational improvement will be
evaluated successfully before the evaluation is considered successful. The
recommendation is three to establish the expectation that the organizational
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improvement is not considered the final solution and it needs to be tested a few times
to identify areas of improvement. Each outcome of the organizational improvement is
evaluated against the black and white criteria determined in the analysis phase. If the
organizational improvement passes it counts as one successful evaluation. If it does not
pass the organizational improvement is modified and implemented again. The
organizational improvement must pass a predetermined amount of consecutive times
before the organizational improvement is considered successful.

3.3.3.6 Summary
The five values come together to promote balanced exchange relationships
between employees and between each employee and the organization. On a
macroscopic level, a balanced exchange relationship starts with the organization trying
to promote generosity by being vulnerable and asking employees for help. Leadership
will have to incorporate that policy into the LLP and “lead by example.” By asking for
help the organization has established the opportunity for candid feedback. Leaders can
promote vulnerability by admitting their mistakes, which will encourage others to do
the same. The organization starts to receive feedback from its employees in the form of
lessons. The values of generosity, vulnerability, and candor will guide the discussions to
extract organizational improvements from the Lessons. When employees hold each
other accountable they are essentially holding the organization accountable. On a
microscopic level the individual relationships between employees will also contribute to
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the behaviors that promote the effectiveness of an LLP. The growth mindset is an
important mindset to address because it will also promote the behaviors of the LLP.
The conclusion is that the five values promote behaviors that are in line with the
LLP. Several improvements have been presented to incorporate into the LLP that will
incrementally develop the values of generosity, vulnerability, candor, and accountability
every time people execute the LLP process. The overlap between the different values is
significant because they identify the dependency between the different values. It means
that if one is not present the others will not be present.
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CHAPTER 4. THE REVISED PROCESS

4.1 REVISED DETAILED PROCESS
The process begins when an employee identifies a Lesson (box 1). In the revised
process the submitted Lesson may be a response to a Request for Help that the
organization submitted, but it does not have to be. The process does not change if the
Lesson is in response to a Request for Help. The Lesson should ultimately have the
purpose of improving future performance. After the Lesson is identified, an employee
must complete the required documentation to submit the information into the Lessons
Learned system (box 2) (Yohe, 2006). Part of the documentation should allow the
initiator to share his view for the lesson so that he can share his goals and point to the
destination.
To promote candor the initiator will identify a co-initiator to get the “Gift of
Feedback” on his lesson. The initiator should locate someone they respect (box 3) (Yohe,
2006).
If the lesson is negative, as in a mistake or an event to avoid, it is important that
the person responsible for the negative outcome be the one to submit the lesson.
Leadership in the organization will promote this practice by periodically submitting a
negative lesson for one of their mistakes. Following the submittal, a Lessons Learned
team member must collect the information (box 4). Usually the collection process is
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performed by the gatekeeper and it can be done on a continuous basis or at certain
milestones (Yohe, 2006).
After Lessons are collected, analysis begins with initial screening performed by
the gatekeeper to check each Lesson for accuracy and completeness (box 5). If the
Lesson is not accurate and complete, the form is returned back to the initiator for
corrections. Once the form is accurate and complete the gatekeeper thanks the initiator
for his contribution to encourage future participation in the LLP and asks specific
questions to ensure the Lesson is understood (box 6) (Yohe, 2006).
Contrary to the process defined by RT 230, Lessons will not be eliminated based
on already existing. If the information already exists the Lesson will be evaluated at the
very minimum as a data point which will add significance to the already existing Lesson
(boxes 7 and 8). It is true that it will add to the number of lessons that get managed,
however the intention is to project the positive and solidify in employees’ heads that
submitted Lessons will go on to produce an organizational improvement. If the Lessons
Learned team cannot keep up with the lessons then the process can be modified to be
more selective on the lessons it processes. However, before that happens the process
should be evaluated to make sure it cannot be improved to process the Lessons at a
faster rate.
A review team is assembled to review the Lesson (box 9). It is possible for a
Lesson to be managed by only one subject matter expert. Subject matter experts
conduct an analysis of the Lesson to ensure they understand the Lesson. Part of the
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analysis will be done with the initiator to ensure the data is correct and understandable
(box 10). The discussion with the initiator should focus on pluses, potentials, and
concerns to safely deliver candid feedback on the lesson submitted. In the discussion
the review team will thank the initiator for his contribution. This is a change from the
process defined by RT 230 which was to determine if the Lesson added value.
The team then determines if the information is urgent enough to issue an alert
(box 11). Lessons that warrant an alert are disseminated throughout the organization
immediately (box 12) (Yohe, 2006).
Next, is a technical and legal review by the Lessons Learned review team (box
13) The primary role of the technical review is to determine an organizational
improvement. The organizational improvement starts by identifying the person whose
behavior needs to change and also the person who will hold them accountable. As part
of the technical review the evaluation criteria is also determined for the outcome of the
organizational improvement. The evaluation criteria of an organizational improvement
should be a black and white goal to prevent any misinterpretation on what a satisfactory
evaluation is. The legal implications are also considered during this step. The
organization on improvement is determined (box 14).
Once the organizational improvement is determined the initiator gets informed
(box 15). In the revised LLP all Lessons will be implemented in one way or another;
therefore, Lessons will not skip the implementation phase and go directly to
disseminating.
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Personnel are then identified to carry out the implementation steps. However,
as subject matter experts they are still responsible for overseeing the implementation of
the Lesson. First, the team identifies the resources required to implement the Lesson
(box 16). At this point, resources are either procured or changed (box 17) and put into
action (box 18). Then the team determines if training is required (box 19). Training
modules are modified (box 20) and personnel are assigned to conduct the training (box
21). A long term solution is then considered in the form of standards and procedures
(box 22). Long term improvements can be implemented in the form of revised
procedures, processes, or policies (box 23). This type of analysis is best done in a team
environment to give other stakeholders the opportunity to provide valuable thoughts
and feedback..Implementation begins by identifying the opportunity to implement the
organizational improvement and then implementing the organizational improvement
(box 24) (Yohe, 2006).
The process identified by RT 230 is not clear at what point the organizational
improvement is evaluated for effectiveness.
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Figure 6 Revised Transactional Lessons Learned Process
This is a good example of a procedure promoting a fixed mindset. Under the procedure
developed by RT 230 the organization is not allowed any time to learn how to
implement the new change. Chances are that the first time the organizational
improvement is implemented it will not be successful and the organization will view the
improvement as a failure. The organization will view the improvement as a failure
because the process does not allow the employees to have a healthy understanding of
how a failed attempt to implement a new process should be interpreted. It must be
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expected that there will be a learning phase when implementing an organizational
improvement (Heath & Heath, 2010). Otherwise the organizational improvement could
be abandoned and the LLP could be viewed as ineffective.
After implementing the organizational improvement it is evaluated for
effectiveness (box 25). The evaluation will be considered a success after a
predetermined amount of consecutive and satisfactory evaluations. Until then the
Lesson will be assigned a grade of “Not Yet” to emphasize the mindset of getting better
(Heath & Heath, 2010). If the evaluation is not satisfactory the organizational
improvement is modified and implemented again(box 26). The revised process allows
the organizational improvement to get better by evaluating it multiple times. This is
where accountability will play an important role. It will be tempting for evaluators to
accept a failed outcome as successful on the potentially last re-evaluation of an
organizational improvement just to close out the Lesson. Black and white goals can
point to the destination and help eliminate the room for interpretation in the evaluation
that could potentially make the organizational improvement less successful (Ferrazzi,
2009).
Once the organizational improvement is successful the initiator is informed(box
27). At this time the initiator thanks the Lessons Learned team for their time by writing
down a brief evaluation of the organizational improvement at the end of the document.
The Lesson is closed out when the subject matter expert thanks the initiator for his
feedback.
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Contrary to the process defined by RT 230 the success of the organizational
improvement in the revised process relies on the validity of the solution and employees’
ability to hold each other accountable and not the Lessons Learned team’s ability to
enforce the organizational improvement. More to the point, enforcement of
organizational improvements should be outside the responsibility of the Lessons
Learned team. Monitoring for effectiveness will be part of their responsibility. For that
reason, a task will be scheduled out in the future to reevaluate the long term
effectiveness of the organizational improvement after the initial close out of the Lesson
(box 28).
The maintenance and improvement section was not analyzed. For the purposes
of this study it is considered a separate process.
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CHAPTER 5. CONCLUSION
Surveys of employees in construction companies have shown that LLPs have
significant room for improvement. The leadership and culture of an organization were
identified to be the most critical components on which to focus improvements.
Practitioner literature in the area of “mutual support” was identified as potential
sources for techniques that could be incorporated into the LLP to improve the LLP. The
techniques of mutual support focused on the cultural aspect of an organization. The
process identified by RT 230 was the starting point and the improvements identified in
the research were used to modify the process.
Generosity, vulnerability, candor, accountability, and a growth mindset were
identified as fundamental values that every organizational culture should have to
manage change. The LLP process was modified to include steps that would exhibit those
values. The repetition, encouragement, and reinforcement that people would get by
repeating the steps that were rooted in the five values, as part of the LLP process, would
instill the values and in time promote the behaviors and culture where a LLP could
thrive. The infrastructure of the LLP will in theory, inject systemic change into the
different departments of an organization because the entire organization is exposed to
the processes of the LLP. The addition of those values into the organization will make
the LLP process more reliable at extracting organizational improvements from
employees. The four values will overcome obstacles to change at every phase of the LLP.
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There is still one pending item that needs to be completed as part of the
opportunities to implement techniques that has not been accomplished. The status
report that is meant to rally the herd has not been developed.
The only way to validate the process will be to implement it in an organization.
Before the process gets implemented, a valid measure of an organization’s values will
have to be performed to determine the current status of the values and track the
change. Although, it may take years before the organization sees a change in culture. An
investment in a LLP pays off in the form of long term success for an organization, but
first the organization needs to start developing the right values.
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