
Knowledge Management

The Knowledge Management Framework for Health Informatics 
provides a set of tools and techniques to help people to learn before, 
during and after everything they do so that good practice can be 
replicated and pitfalls are avoided.
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•	 Learning	Before: Who has done similar 
work before? Who has worked with this client 
before?  Where have we got similar skills? 

•	 Learning	During: What have we learned so 
far? Are we on track? What did we anticipate 
correctly? What did we not anticipate? 

•	 Learning	After: What did we deliver? What 
did we achieve? Did the outcome differ from 
our original goals? If so, how? What went 
well? What went not so well?

The Knowledge Management Lifecycle implies time 
for reflection, knowledge gathering and capturing, 
and knowledge sharing and dissemination.  Each 
phase is associated with specific tools such as 
Before and After Action Reviews and describes 
how, and in what way, you interact with 
knowledge assets and communities of practice 
(CoPs).

Knowledge Management (KM) emphasises learning throughout an activity’s lifecycle: learning 
before, during and after. For example:



Before Action Review

The Before Action Review helps a team state their intention (task, 
purpose and end-state) just before commencing the project, project 
stage or a piece of work, but also adds the discipline of predicting 
challenges and risks and, most important, drawing on lessons 
learned from past experiences.

15 min
to

1 day



A short preview session that considers what issues 
might arise during a piece of work - anything 
ranging from a workshop to a project stage.

Preparation: Conduct the BAR before the event 
leaving enough time to act upon what you might 
decide – appoint someone as facilitator.

Ensure you consult the lessons learned repository.

1. What are we setting out to achieve?
 Why are we taking this action? Who’s 

doing what? What challenges and risks  
can we anticipate?

2. What can be learned from similar situations 
and past projects from elsewhere?

 What is the advice of others who have done 
this? What have we learnt from similar 
situations? What do the lessons learned tell us?

3. What will help deliver success?
 How might we know if the action works?

4. What are the actions we need to take to 
avoid problems and apply good practice?

 What is most important for, and will help 
deliver success?

Email: CFH.dl-knowledgemanagement@nhs.net
Website: nww.connectingforhealth.nhs.uk/km/resources/

toolkit/before
Ref: 4661a
© Crown Copyright 2010

Before Action Review



Peer Assist

A structured facilitated meeting or workshop where people are  
invited from other business units or other businesses to provide  
their experience, insights and knowledge to a team who have 
requested help.

1/2 a day

? We approached 
it like this...



Main Title

A facilitated meeting with peers from previous 
similar projects to share experience, knowledge 
and insights.

Preparation: Appoint a facilitator, choose a date 
and invite peers giving plenty of notice. Circulate 
background information including purpose and 
objectives of the peer assist meeting.

1. Home team present context, history and 
plans for the future and what they hope 
to get out of meeting

2. Visitors take up the baton and ask 
questions & provide feedback about what 
worked well for them and what could 
have been done better

3.	 Home	team	analyse	&	reflect	on	what’s	
been learned and examine options

4. Visitors present feedback, answer 
questions and agree actions with  
home team
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Peer Assist



After Action Review

A short structured meeting held immediately after a short term 
activity such as  a task within a project, for example, a training 
session, a go live day or an engagement meeting. Usually facilitated 
by one of the team members, all who were involved in the ‘action’ 
should participate in the After Action Review.

15 min



Main Title

A short learning session held immediately 
after a discrete piece of work such as a process 
mapping workshop or a training session.

Preparation: Conduct the AAR immediately 
following the event and involve everyone who 
took part in the ‘action’ – appoint someone  
as facilitator.

1. What was supposed to happen? 2. What actually happened? 
 What went well and what could have been 

done better?

3. Why was there a difference? 
 What caused the results?

4. What can we learn from this? 
 What actions can be taken to improve or 

sustain what went well?
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After Action Review

Capture	the	lessons	learned	in	the	lessons	learned	repository	for	the	benefit	of	others.	



Retrospect

A structured facilitated meeting at the end of a project  
(or major project stage), to capture the knowledge before the 
project team disbands.

4 hours



Main Title

Appoint a facilitator and call the meeting soon 
after the close of the project/project stage.

Invite all the people and key stakeholders who 
were involved.

1. What was the objective of the project? 
What did or didn’t we achieve? Why?

2. What were the successes? Why? How can 
we or others repeat the success in the 
future?

3. What were the disappointments? Why? 
How can we or others avoid them in  
the future?

4. Marks out of 10 for the project as a 
whole? What would have made it a 10?

Email: CFH.dl-knowledgemanagement@nhs.net
Website: nww.connectingforhealth.nhs.uk/km/resources/

toolkit/retrospect 
Ref: 4661a
© Crown Copyright 2010

Capture	the	lessons	learned	in	the	lessons	learned	repository	for	the	benefit	of	others.

Retrospect



Collaboration Anywhere,
anytime

Making use of networks and communities of practice around key 
business processes and subject areas, to link people across the NHS 
and beyond, so that knowledge is shared and re-used widely.

?



Main Title
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Collaboration

“Communities of practice are groups of people who share a 
concern, a set of problems or a passion about a topic and who 
deepen their knowledge and expertise by interacting on an 
ongoing basis”

Etienne Wenger

Networks enable people in similar roles or who 
share an expertise to connect together and 
collaborate, in person or virtually. They provide 
a means for peers to work together, share work 
challenges, exchange practical insights, and 
build common practice.

They build knowledge bases. They provide a 
means for identifying the right person to talk to 
and a means to access the corporate memory.



Knowledge Assets

Guidance

Sample & Exemplar 
documents

Case studies,
insights & stories

Key lessons

Knowledge and experience, captured and packaged in one place to be of 
maximum	use	to	people	who	could	benefit	from	that	knowledge	in	the	
future. Knowledge Assets contain: advice, guidance, and best practice, 
key	lessons	learned,	case	histories	enlivened	by	first	hand	stories,	key	
contacts and subject experts, sample and exemplar documents; anything 
that	will	help	people	work	smarter	with	the	benefit	of	knowledge.

Create, 
use, 

update



Main Title

Knowledge Assets should be exciting, enticing, easy to read and easy to assimilate. The knowledge 
needs to be presented in bite-sized chunks, in an intuitive way, illustrated with diagrams, videos and 
pictures, and easily cross referenced.
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Knowledge Assets

1. Identify an audience for your  
knowledge asset

2. Ensure there is clarity about what the 
knowledge asset is all about

3. Ideally a knowledge asset should be 
owned by a community of practice

4. Collate existing material and design  
the structure

5. Add context to allow users to 
understand purpose and relevance of 
the knowledge asset. 

6. Add navigational aids

7. Emphasise links to people

8. Validate the knowledge asset

9. Publish it!

10. Maintain it



Knowledge Harvesting

A structured approach to help an organisation understand and 
record the knowledge and experience of people, often before they 
leave or move roles. A facilitator interviews the leaver then organises 
and packages the resulting knowledge into a knowledge asset to be 
published for the use of others taking over the role.

4 hours



Main Title
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Knowledge Harvesting

The key stages in knowledge harvesting are;

•	 Identification of key knowledge areas

•	 Confirmation of the individuals who have this 
key knowledge

•	 Preparation for the knowledge harvest

•	 Knowledge harvest interview, typically 4 hours

•	 Initial packaging of the material

•	 Approval of the material by the interviewee

•	 Creation and then publication of the  
knowledge asset

How to undertake a knowledge harvesting 
interview

1. Start early
The whole process from identifying an interviewee  
to launching a knowledge asset typically takes 
around 7 weeks.

2. Ask the right questions
Input from the customers for the interviewee’s 
knowledge helps to ensure the knowledge asset  
will be of maximum benefit to them.

3. Decide the best way to package this knowledge
Make the harvested knowledge available for the 
organisation or team as a knowledge asset.

Consult the knowledge harvesting toolkit link below.


