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INTRODUCGTION TO
THEACTION LEARNING
PROCESS (ALP]

¢ ¢ The only sustuinable competitive
advuntuayge is un orgunisution’s
ubility to learn faster than the
competition.”

Peter Senge

Strategist of the Centfury
(Journal of Business Strategy)
and best-seling author of
The Fifth Discipline







INTRODUCGTION TO
THE ACTION LEARNING
PROCESS

The operdting environment toduy is a complex and dynamic one that
encompusses the chdllenges of wuar, terrorism, pedcekeeping und even
humuniturian crises. Such dynamic and challenging environments in which
our soldiers operute in toduy will require more adaptive thinking and
decision-making skills to be developed ut the lower echelons of command.
There are no cleur or defined unswers. Every situation that arises cun bring
ubout the uhexpected. How then do we yet that crucial udvantage over
those who would go up aguinst us? The winnhers on the buttlefield ure not
those with more numbers or sophistication. They ure the ones who can learn
faster and better than their opponents. Therefore, leuders, und especidlly
Communders, need to continuously learn from their own experiences und
ussimilate lessons learnt from other leaders” experiences to incredse their own
und their soldiers” survivability under such operating environments.

The centrul ideu behind the Action Leurning Process (ALP) is thut leaders
must lead learning in their teams, in order to creute the necessary
knowledye for themselves, their teums, their units und the SAF us un
orgunisution. This knowledye cun be for their development, doctrine, or
simply, fo reduce the potential for mistakes to occur. ALP, as one of the
SAF Leadership Development (LD) processes, therefore contributes to the
SAF’s demund for yuality leadership at dll levels, und ensures that ledrning
in units is systematically designed und executed.

ALP will improve the rate of leurning to nurture leuder development, leading
to enhunced individudul und teum performunce while strengthening
engugement und committment of dll activity participants. At the orgunisutionul
level, ALP can help build u repository of lessons leurnt and leudership stories
on the SAF Core Vulues for the SAF to synchrohise and fucilitate learning within
und ucross the three Services systemuticully.
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€ ¢ The illiterate of the 21st century will hot /
be those who cunnhot reaud und write, |
but those who caunnot ledrn, unlearn,
aund releurn.”

¢ Alvin Toffler

Amer/cqusf

LY




WHAT IS ALP?

The ALP provides SAF Leaders und Commanders with a systematic approach
und common terminology for optimal leurning dt individudl, feum und
orgunisational levels in the SAF. For individudls and teums, this learning
occurs in the domuins of operational military knowledge and leadership
behavioural skills, while emphasising the SAF Core Values demonstruted
in the leader’s actions. For the orgunisation, ALP can support efforts to
consolidute und transfer lessons leurnt und leudership stories on the SAF Core
Vdlues from the activity.

ALP is an LD process, to enable leaders to lead and accelerate learning
in their teams. ALP provides the underlyiny structure to empower leuders
at dll levels to leud leurning for themselves, within their teums, and in their
unifs. At its core, ALP is ohe process bused on three stuyes, involving five
LD Pructices, und supplemented by seven tools, commonly known as the
1-3-5-7.

The three distinct stages (Before Activity Review — BAR; During Activity
Review — DAR; und Post Activity Review — PAR) enuble leurhing before, duriny
und post of un activity for three key stukeholders (Activity Planner, Activity
Commaunder und Activity Leuder) und the uctivity puarticipunts. Through the
five Leadership Development (LD) practices of Reflection & Journuling,
Couching, Facilitation, Storytelling and Teuam Building & Team Learninyg (TBTL),
activity participunts will come up with constructive ways to improve their
performunce in the activity. The seven tools of Design Templute; Shupshot;
TETRA Model; Observations, Reflections and Recommendutions (ORRs); 2-5-1
Storytelling; STOP Storytelling; and 3-2-1 Summuirisation cun then be used to
facilitate how such ledrning points are brought across.

The After Action Review (AAR) is u commonly used reference which points
to the uctudl conduct of u discussion within a feum us they review their pust
uctions. The AAR is therefore embedded within the overdll concept und
design of ALP und is used extensively during the DAR stuge (see puye 19).



ALP PRINCIPLES

Through the entire process, the five principles of ALP have to be kept in mind.
Moving Forward by Looking Back, culls on you to reflect on pust lessons for
new ideus for the hext activity. Begin with an End in Mind demands that you
let the objectives drive the outcomes of the activity. Emphusise Multi-Level
Learning ensures that learning occurs at dll levels in the activity. Resourcing
and Supporting Leurning dedicutes a focus und attention on the process to
enuble leurning to occur throughout the activity. Findlly, Caupitalise on Memory
und Recency Effect ensures we review the actions us soon us possible so us
not to lose potentidl lessons learnt,

1. Moving Forward by Looking Back

New solutions/ideus for the next uctivity ure conceptudlised bused on
the reflection of pust experiences.

The Activity Plunner should review lessons leurnt from pust experiences
und knowledye repositories before u unit designs u new uctivity.

This reduces the risk of repeuting mistakes und enubles the Activity
Plunner to desigh ledurning and performaunce outcomes that will move
Communders und the tfeum to d higher stundurd of operutionul
readiness.

The purticiputing teum and Communder need to reflect on their

previous uctivities” lessons leurnt, in order to effectively determine the
ygouls to be set for the next uctivity.

2. Begin with an End in Mind

This is achieved through setting clear performance objectives providing
focus for uctivity review und validation.

It is critical to include leudership objectives numely, leudership
behaviours, values dund decision-muking - which dare eusily
overshadowed by tuctical und technical objectives us purt of the
learning focus.

Activity design provides the parameter for participants to redlise the
scope of objectives.

At the end of the activity, the Activity Plunner aund Activity Participunts
must validute the outcomes of the activity aguainst what it was intended
und designed for.



3. Emphasise Multi-Level Learning

Ledrniny from a fraining activity occurs ut three levels: individual, teum
und orygunisutional,

At the individudl level, self-reflection und couching dare keys to
individudl learning. Activity participunts reflect on their own decisions,
uctions und behaviours during their sharing at teum-level AARs und
leurn dubout their own professionul competencies und leudership
behaviours from one-to-ohe couchiny conducted by their superiors.

At the team level, facilitution is key to endble teum leurning. Activity
purticipunts learn from teum-level fucilituted discussion that focuses
on professiondl, leadership, values und decision-muking uspects of the
uctivity.

At the organisational level, knowledge management is key. The
Activity Plunner documents and manages the knowledyge to facilitate
dissemination of lessons leurnt within the unit, formution and Service.

4. Resourcing and Supporting Learning

The conduct of ALP reyuires adeyuute resource to support the
identified uctivity and leurning objectives in order to be successful. It
reyuires time, people, structures und dids.

The Activity Communder must resource for sufficient time to enuble
reflective diulogues. Leurning huppens both from the uctions und
the reflection dimensions. The Activity Commaunder must identify the
dppropriate people to uttend ALP.

The Activity Plunner (e.y. Operutions/Training Officer), where possible,
should uppoint observers to ussist Activity Leuders to cupture “leurning
moments” during the activity. The Activity Planner should optimise
the use of structures (e.g. simulation) und dids (e.y. audio und video
recordings) to estublish “ground truth” of what happened during the
uctivity.

5. Capitalise on Memory and Recency Effect

The timeliness of the conduct of ALP uffects the uccuraucy und amount
of information that activity participants can remember ubout un event.

Generdlly, our memory fades over time. Therefore, PAR should be
conhducted immediately or as soon us possible ufter the completion of
the activity.

If the duration of the activity is lony, puarticipunts should conduct
AARs in the DAR stuge of ALP becuuse ledurning in “chunks” is mMore
maunugeuble.
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ALP PRINCIPLES




AGTIVITY COMMANDER,
AGTIVITY PLANNER AND
AGTIVITY LEADER'S

ROLES AND RESPONSIBILITIES

¢ ¢ Teum Leurning is vitul becuuse teums, hot individuuls, ure the
fundumentul learning unit in modernh orgunisutions. This is where the
rubber meets the roud: unless teams cun learn, the orgaunisation
cunhnot leurn. When teums dre truly ledarning, not only are they
producing extraordinary results, but the individual members are
growing more rapidly than they could have otherwise.”

Peter Senge
Strategist of the Century (Journal of Business Strategy)
and best-selling author of The Fifth Discipline







AGTIVITY COMMANDER,
AGTIVITY PLANNER AND
AGTIVITY LERDER'S

ROLES AND RESPONSIBILITIES

Activity Commander is responsible for:

¢ The plunninyg und conduct of the uctivity (i.e. Exercise Communder).

e Functioning us the fucilitutor for the Unit-level BAR, DAR, PAR (e.y. Bh-
level).

Activity Planner is responsible for:

e Overdll plunning of the uctivity.

e |dentificution of critical events.

e Scheduling of BAR, DAR und PAR.

e Consolidatfing lessons learnt from the activity at PAR stage.

Activity Leader is responsible for:

e Heis the subordinute leuder involved directly in the planning,
execution aund conduct of the uctivity.

e Functions us the facilitutor for the lower echelon AAR (e.y. Coy-level).
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Determine current unit status
Derive proficiency gups bused on current unit status

Publish formal guidunce to the Activity Plunner und subordinate
communders that specifies leurning outcomes bused on proficiency
guaps

Ensure activity learning outcomes dre cohsistent with HHQ intent,
guidunce und specified und implied leurning outcomes

Ensure the Training Munagement Plunh adequately addresses ledurning
outcomes

Be proficient in ALP practices and leud ALP

Couch subordinute leaders




|:| Determine specific und

implied leurning outcomes
derived from HHQ Intent,
Formual Lesson Plans,
Evdluation Check-lists, Training
Mission Plan, etc.

Incorporaute leurning
outcomes derived from
subordinute commaunders’
objectives

Incorporate learniny
outcomes derived from
Individual Development
Action Pluns (IDAP)

Develop truining bused

on leurning outcomes by
employing the process
described in the SAF Training
Development System

Allocute udeqyuute time for
BAR, DAR, PAR, self-reflection,
couchiny

Allocate adeyuate fime for
retrdining between training
events to address proficiency
gups identified in the BAR,
DAR, PAR

D Be proficient on ALP pructices

|:| Provide training on ALP

practices for observers and
participunts

Develop, publish and
distribute u written Training
Management Plan (TMP)
(or eyuivalent document)
that governs dll uspects of u
yiven uctivity and provides
necessury resources for
learning

Conduct knowledye
munugement procedures in
dll stages of ALP to capture,
record, und archive leurning
for dissemination.
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Provide input to Activity
Communder to determine
current unit status

Provide teum objectives und
learning outcomes to the
Activity Planner

Execute training to stundard in
auccordunce with the TMP

Ensure proficiency of individudl
and collective tasks that
support the activity

Cuapture dutu and
observations for KM purfposes.

Facilitate the AAR ot the end
of euch fruininyg event

Retrdin us hecessury
between training events to
address individuul und teum
proficiency gups identified in
the AAR

Be proficient in ALP practices

Ensure subordinates are
proficient in ALP practices

Couch subordinute leaders
und execute IDP
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- . 4 € ¢ Prepure for the unknown by studying how
y others in the pust have coped with the
unforeseeuble und unpredictuble.”

General George S. Patton

Unifed States Army
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THE 3 STAGES:
BAR-DAR-PAR

There ure three distinct stuges to endble learning before, during und post
of an uctivity for the three key stakeholders (Activity Commander, Activity
Planner und Activity Leuder).

Before Activity Review (BAR)

The first stage of ALP tukes pluce before an uctivity. Before the start of the
activity, both the Activity Planner und Activity Participunts (especidlly the
Activity Communder, Activity Leuder und AAR Leuders) will review past
lessons learnt through the relevant repositories or their own unit Knowledye
Management System to avoid similar mistakes und to reinforce positive
lessons leurnt. At this stuge, the activity objectives will be determined.
This will ullow the unit to review ifs performance bused on the objectives set.
Both the Activity Plunner and Activity Participants will also highlight potential
lessons learnt that are fransferable at the organisationdl level. Importantly,
fime und resources to support ALP for the activity will be committed by the
Activity Commander and Activity Planner.

During Activity Review (DAR)

The second stuge of ALP tukes place during un uctivity. It may consist of
several Formal/Informal AARs that are conducted dfter the identified
critical events in the activity. Informal AARs dre quick ad-hoc sessions to
highlight any leurning points from recently concluded uctions, while Formail
AARs ure those thut huve been desighuted from the start of the conduct,
with time specificdlly set uside for them. Opportunities for learning
exist throughout the course of the activity. Formal AARs ure scheduled
fime-outs within the overdll activity timetable for the specific purpose of
reviewing uctions; while informal AARs ure those ud-hoc sharings on lessons
leurnt ufter particular actions. Activity Participants must be dlert to identify
these ledrning opportunities, learn from them and apply the positive lessons
leurnt to the hext event or uctivity. The process of self-reflection und teum
sharing through AAR facilitation dllows the Activity Commander and
Activity Leuder to better understand the reuson behind the difference
in the intended and actual outcome und how to overcome it so us to
enhance subsequent performance. Couching ufter the team sharing
dlso dllows deeper reflection on the Activity Commander’s leadership
behaviours, values und decision-making.



Post Activity Review (PAR)

The last stage of ALP tukes place ufter the completion of the whole activity.
The Activity Plunner facilitutes u review of the dctivity objectives with
the uctivity participunts und consolidates the lessons learnt from the
earlier two stages (BAR and DAR). This should especidlly be so for lessons
leurnt relating to the SAF Core Values. The knowledge yuined is then
consoliduted und frunsluted to heuristics' for future reference within the
Unit/Formation/Service. These lessons leurnt will be reflected upon during
future similar activities in the BAR stage by the Activity Communder, Activity
Plunner aund Activity Leader. The end of un activity symbolises the start of
U hew ledrhing experience. From the consolidution of lessons learnt, the
Activity Commander may need to redesigh truining to address some of
the objectives thut ure not met during the execution. Supplementury or
udditional truining may be conducted to level up the unit’'s operutionul
readiness und bridge uny performance gap.

Overview of BAR-DAR-PAR

BAR DAR PAR
(Before Activity Review) (During Activity Review) (Post Activity Review)
A A A

f T T |
AAR AAR AAR

R _
[ 1 1T ]

Start of Activity End of Activity

Time

1 Through the consolidution of leurning ut the PAR stuge, the Activity Plunner will determine the
lessons leurnt which could be frunsferred beyond the uctivity participants. The consoliduted
lessons leurnt ure trunsluted into reusuble forms, known us heuristics, und fransferred ucross
the orgunisution. Exumples of heuristics include SOPs, doctrines, leudership stories and cuse
studies.
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BAR: A 3-STEP METHOD

Inthe BAR stuge, there is u 3-Stepp Method for the Activity Commander, Activity
Planner und Activity Leuder.

Reflect on Past Lessons Learnt. The BAR stuge connects the Activity Planner,
Activity Commander und Activity Leader with the pust lessons learnt
cuptured by previous leuders in the Post Activity Review (PAR), so that dll the
stukeholders will have the opportunity to:

e Leurn vicuriously through the experience of those who huve gone
through activities of similar nature.

o Allow SAF leuders to estublish u certuin buseline before tuking part in
similar training uctivities, so that they do not sturt cold und repeut the
sume mistakes.

e Shorten the leurning curve of the leuders, which helps to dlleviate the
chdllenyge of a compressed truining tempo.




Reflection of pust lessons learnt caun happen either formdally (e.y. post activity
reports); or informailly (diglogues with the past predecessors). For a richer
leaurning experience, it is recommended thut:

e The Activity Planner, Activity Commander und Activity Leader actively
enhyuye their predecessors to uccelerute learning through personaul
sharing of operdtiondl lessons learnt und leudership stories related to
the SAF Core Vulues.

e Activity Planner cun communicute the objectives for the current
activity to the Activity Commander and Activity Leaders. This will dlso
result in gredter clarity and refinement in the way pust lessons learnt
ure codified und made uccessible. These enhancements will result in
the KM structures being relevant and responsive to leuders reaching
buck to learn. This eventudlly will build trust in the value of lessons learnt
repositories.

Step 1: Reflection on Lessons Learnt

1. What ure the lessons

1. Whut ure the lessons 1. What are the lessons

learnt that | cun druw
from the pust uctivities
thut ure relevunt to the
current uctivity?

. Whdat is the previous
Activity Plunner’s story?

. How cun lincorporute
the lessohs leurnt from the
forevious uctivity to the
current activity?

. How do | overcome the
chullenyes to leurning
experienced in the pust
uctivities?

. Whut is my feum’s current
redlity in terms of the
plunning und prepuration
for the current uctivity?

. Whut might be some
areus My teum heeds to
puy uttention to in terms
of the uctivity design?

leurnt that | cun druw
from pust uctivities that
are relevunt fo the current
uctivity?

. What is the previous

Activity Communder’s
story?

. How do | ussimilate the

positive lessons leurnt in
the current Activity?

. How do | use the pust

lessons leurnt fo educute
my subordinutes so thut
they will hot repeut those
mistukes?

. How do | overcome the

chullenyes to leurning
experienced in pust
activities?

. Whut is my feum’s

current redlity in terms
of performance in the
current uctivity?

. What might be some

training needs ut the
individuul und teum
levels?

leurnt thut | cun draw
from pust activities that
ure relevunt fo the current
uctivity?

. What is the previous

Activity Leuder’s story?

. How do | assimilate the

positive lessons leurnt in
the current Activity?

. How do | use the pust

lessohs leurnt to educute
my subordinutes so that
they will not repeut those
mistukes?

. Whut is my tfeum’s

current redlity in terms
of performunce in the
current uctivity?

. What might be some

fruining heeds ut the
individuul und teum
levels?

2]



Determine Activity Objectives. As the first stage of ALP, BAR is u critical stage for
ull stukeholders to estublish the focus und uttention for the uctivity. The key to
successful leurning lies in the deliberute effort to pre-identify issues concerning
Operutionul Militury Knowledge (OMK) und Leudership behaviours prior to
the start of the activity, and estdblishing the activity objectives und teum
objectives. These objectives must be well communicated to all the activity
participants. There dre usudlly u few critical events within the entire activity.
When the purticipunts are clear of which critical uctivity objectives ure to be
focused on during the events in the uctivity, feedbuck und observations cun
be yiven for specific leuder development issues.




An activity objective stutes us cleurly us possible whuat the Activity Participants
ure expected to do und uchieve ut the end of euch event in the DAR stuye;
including the operuting conditions und the stundards that are set to estublish
their level of competence.

o The uctivity objectives ure set ut teum level (i.e. the unit).
o Well-written uctivity objectives can be used us a meuns to vulidate and
evdludte the tfeam and individudl performance.

o Cleur uctivity objectives heed o be supported by resources to cupture,
record (both visudl und dudio) und documented for discussion und
reflection ufter the execution of the event. These lessons leurnt,
if gppropriute und relevunt to o wider uudience, muy then be
conhsoliduted for the orgunisution to learn.,

e The Activity Commander then heeds to communicute the dctivity
objective to dll the uctivity purticipunts. With an end in mind, the Activity
Participants will have the focus during the execution of the activity.

Step 2: Determine Activity Objectives

1. What are the feum’s

1. Whut ure the Superior 1. Whut ure the Superior

HQ's uctivity objectives?

. What are the desired
teum youls for the unit?

. How ure the teum ygouls
dlighed to the uctivity
objectives?

. Which uctivity objectives
muybe reluted to leurning
ut the orgunisutionul level
(SOPs/Doctrines)?

2.

3.

4.

HQ's uctivity objectives?

What ure the desired
teum youls for the unit?

How ure the feum youls
dlighed to the uctivity
objectives?

How do | communicute
the teum’s youl to the
unit?

. Whut ure my IDAP Gouls

for this uctivity from the
couching conversution
with my superior?

gouls set for this uctivity?

. How do | communicute

the teum’s youl to my
teum?

. Whut ure my IDAP gouls

for this activity from the
couching conversation
with my superior?

. How do | uchieve

my IDAP youls for this
uctivity?

. Whut ure my subordinute

leuder’s IDAP youls for
this activity from the

6. How do | uchieve my h .
couchinyg conversution?

IDAP gouls for the cehing conversdit

uctivity? . How do | support my

. What are my Activity

Leuder’s IDAP ygouls for
this uctivity from the
couchinyg conversution?

. How do | support my

Activity Leuder’s IDAP
gouls for this uctivity?

subordinute leuder’s IDAP
goulls for this activity?

23



Planning and Preparation. The activity objectives set provide the blueprint
for dll Activity Parficipants to review their performance during und dfter
the activity. Meticulous planning und prepuration is reyuired from the
Activity Planner, Activity Commander und Activity Leaders to provide
resources und support in service of leurhing und leuder development.
Without adequdate plannhing und preparation, the yudlity of learning und
leuder development will be impeded.

€ ¢ Every minute you spend in plaunning saves 10
minutes in execution; this gives you a 1000%
Return on Energy!”

Brian Tracy
moftivational speaker and
author of over 70 books




The Activity Planner, who hus un overview of the dctivity objectives of the
uctivity, needs to deliberately structure the experience of the activity to
provide leurning und leuder development opportunities for the Activity
Participunts. In addition, the Activity Planner will heed to determine what
dppropriute training prepurautions ure necessaury for the Activity Participunts at
individudul und teum levels (fechnicul training or developmental courses), und
dlso schedule time for Formal/Informal AARs for the identified critical events
within the activity time frame. The Activity Planner’s chronoloygicul order of the
critical events in the activity for the Formal/Informal AARs cun be modified
ulony the wuy during the uctivity.

1. Whut is the flow of events
from start to the end of
the uctivity?

2. Where ure the identified
criticul events of leurniny
opportunities within the
activity?

3. How ure the AARs
(Formal/Informail)
scheduled within the
activity fime frame?

4. Whut ure the resources
(Time/Stuff Aids/Venhue)
ussighed to the AARs?

5. Who ure the purticipunts
uttending the AAR
(Formal/Informal)?

6. What are the training
prepurdtions for the
Activity Participunts at
individuul und teum
levels, if necessury?

7. How do | brief the Activity
Participunts on ALP?

1. Whut is the flow of events
from start to the end of
the uctivity?

2. Where ure the identified
criticul events of leurniny
opportunities within the
activity?

3. How ure the AARs
(Formal/Informail)
scheduled within the
activity fime frume?

4. Whut are the proposed
key issues to focus on
at euch AAR (Formail/
Informal)?

5. Whut ure the resources
(Time/Stuff Aids/Venue)
ussigned o the AARs
(Formal/Informal)?

6. Who do | ussign us the
AAR Leuders, out of my
teum of Activity Leuders?

7. How should | deploy
Observers?

1. Whut is the flow of events
from sturt to the end of
the uctivity?

2. Where are the identified

criticul events of leurniny
opportunities within the
uctivity?

3. How ure the AARs

(Formal/Informail)
scheduled within the
activity fime frume?

4. Whut are the proposed

key issues to focus on
ut euch AAR (Formul/
Informul)?

5. Whut ure the resources

(Time/Stuff Aids/Venhue)
ussigned o the AARs
(Formal/Informal)?

25
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DAR: A 4-STEP METHOD

At the DAR stuyge, Activity Participunts will carry out their actions und reflect on
the effects of the uctions they have performed. During this time, the Activity
Commander or Activity Leader muy be too focused onh the muny actions
taken and the overdll activity, that they do not take the time to reflect critically
on their thinkinyg, uctions und emotions that ure ussociuted with their actions.
Time must be structured into the activity for self und team reflections to
take place so thut the optimul leurning cun occur for the Activity Leader in
both domuins of leudership behaviours: SAF Core Values and Operational
Military Knowledge (OMK). Through the process of self-reflection und team
sharing through AAR facilitation, the tfeum will conceptudlise und dupply the
lessons learnt in the next event or activity. In the DAR stuge, learning can
happen as a result of ongoing self-reflections, or as a result of the team
reflection during Formail/Informal AARs.

v

STEP #1 =9 STEP #2 = STEP #3 — STEP #4

= =



PAR: CONSOLIDATING MULTI-LEVEL LEARNING

In the third stage of ALP, the Post Activity Review, the theme is on
“Conhsoliduting Leurning”, where lessons leurnt at the Individuudl, Teum und
Orgunisationdl levels, especidlly in the redlms of performance, knowledye
and SAF Core Vulues, are synthesised and transferred. These lessons learnt
will be reflected upon during future similar activities in the BAR stage by the
Activity Commaunder, Activity Plunner und Activity Leuder.

PAR focuses on the consolidution of the mulfi-level learning reflected by
the Activity Communder, Activity Plunner, Activity Leader ut both individuul
und tfeum levels. Following which, these consoliduted lessons leurnt will be
franslated info reusuble forms, known us heuristics, und transferred ucross the
orgunisution. Exumples of heuristics include SOPs, doctrines, leudership stories
und cuse studies.

1. Atthe Individual level - is there a performance or knowledge gap?

d. In terms of vocutionadl skills?

b. Inferms of knowledyge required?

c. Interms of leudership competencies?
d. Interms of SAF Core Vdlues?

If there is un individuul performunce or knowledye gup, cun the yup be
uddressed us purt of un objective in the next (or a future) exercise/uctivity?

2. Atthe Team level - is there a performance or knowledge gap?

u. Interms of vocutionul skills?

b. In terms of knowledye reyuired?

c. Interms of leudership competencies?
d. Interms of SAF Core Vdlues?

If there is u teum/syndicute performunce or knowledye gup, cun the gup be
uddressed us purt of un objective in the next (or u future) exercise/activity?

3. At the Organisational level - what did we just learn?

d. Infterms of how to chunge or improve the activity/exercise?
In terms of vocutional skills?

In terms of knowledye required?

In tferms of leadership competencies?

In terms of SAF Core Vulues?

©Q0o00
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Lessons Captured

It is importunt to grow a culture in the orgunisation for cupturing lessons, us
knowledye residing within the individudl will hot benefit the unit or orgunisution.
It is fundumentally importunt for knowledye to be shared. When knowledyge
is creuted und shured, it is importunt for it fo be accessible to people to
ussimilute it to muke decisions, solve problems und perform tusks ucross the
uhits und orgunisutions.

The SAF concept of cupturing lessons learnt is the use of the AAR that is
embedded in ALP. With the principles of ALP, the leaders dare responsible
for leuding learning. The Activity Commander, Activity Planner and Activity
Leaders are ussigned the responsibility to conduct and summarise the AARS
to sepurate the wheut from the chuff, creute the report, and then ensure that
the lessons leurnt ure cuptured und disseminated.

Duriny the PAR the Activity Planner will formerly consolidate informaution from
the entire unit und determine the finul disposition of lessons leurnt us part of
the unit’s orgunic knowledge management procedures.

Ledrniny from d training uctivity occurs at three levels: Individual, Team and
Orygunisdation. At the organisutiondl level, knowledge munagement is key. The
Activity Planner documents and manuges knowledyge in order to disseminate
lessons leurnt und forwards recommenddations for operational SOPs or doctrine
refinements to the uppropriate HHQ.

The Activity Planner hus to formuilly cupture und consolidute informution to
process und frunsfer to the unit for application in the next activity, or to
the larger orgunisation for application in the future. Ultimately, individuals
und feums must upply these lessons leurnt in practice if the unit is to redlise
the full potential of this systematic knowledye trunsfer. However, these
recommendutions benefit the larger orgunisation only if they become
uccessible at the SAF level for future use. The PAR is the primary input
source for the BAR of the next activity. The cyclicul uspect of ALP promotes
continuity between uctivities und is u practicul exumple of the principle
“*Moving Forward by Looking Buck”.
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The followiny is u sugyested formut for the record of PAR.

PAR report (Compiled und written by the Activity Plunner)

Title: Name of the activity/exercise/training

Commanders: List of Activity Leuders, Runk & Nume, Unit

Introduction: Buckground and purpose of the dctivity/exercise/training
Objectives: HHQ Intent/Unit/Sub-unit/Team objectives

Goals: Trunslated from objectives (reference SMART gouls)

Key Lessons Learnt: Recorded chronoloyicdlly with the Observation,
Reflection, Recommendaution (ORR) formut,

oo s wN -

(O): Record key observutions that were summarised (reference the 3-2-1
tool) from the Activity Leuders/Observers of the respective sub-units/teums
in chronoloyicul order. The key observations include whut went well und dlso
whut did not go so well. These records should be factual hot perceived.

(R): Record what wus identified as the reasons why it happened based on the
Activity Leuders/Observers reflections.

(R): Record the recommendutions mude during the PAR bused on the
observations und reflections made i.e. whut can be done better or improved
in the next activity/exercise/truining. It is importunt to provide the context
und express it us cleur, meusuruble und unumbiguous udvice to people who
might benefit from it.

a, Phuse 1
i, XXXXXXX
i XXXXXXX

b. Phuse 2
i, XXXXXXX
i XXXXXXX

c. Phuse 3
i, XXXXXXX
i XXXXXXX

7. Summary: Summarisation of the ORR unhd deduction on what were the
lessons learnt during the uctivity/exercise/training bused on the objectives
set by the HHQ. Highlight the key areas of focus the unit/sub-unit/team
heeds to emphusise in any future related activity/exercise/fraining.

Recorded by (Scribe, Runk & Nume, Unit)
Vetted by (Activity Plunner, Runk & Name, Unit)
Cleured by (Activity Communder, Runk & Nume, Unit)






LD pructices ure the uctuul upplicution of LD bused on theory or best practices
(ALP in this cuse), which when hubituuted, enuble leuders to become
more skillful und competent in leadership. The LD pructices of Reflection &
Journuling, Couchinyg, Facilitation, Storytelling, and Teum-Building & Teum
Leurniny ure seen us the drivers in enubling leuders to practise und habituate
ALP in the orgunisution.

REFLECTION & JOURNALING

This occurs throughout the ALP. In the initial BAR when the various stukeholders
reflect on pustlessonslearnt, in the DAR us dll stakeholders including the Activity
Participunts seek to identify learning points from their experiences during the
uctivity, und in the PAR where ledurning is consoliduted und cuptured us puart
of knowledge munugement efforts.

Reflection is the process of thinking over un issue or un experience. While it
sounds eusy und munhdune, the process of reflection entdils considerable
drive, skills and organisation. To reflect is to enguge in an internal divlogue
with oneself. This infernal diulogue must focus on uspects of critical thinking,
such us chdllenying ussumptions und employing dlterndtive perspectives to
the current situation at hand.




General Guidelines to Reflection

Step 1 - Decide on the intended outcome/purpose

When conducting reflection dactivities, regardless of individual or group
reflections, communders heed to huve ut leust one cleur godl in mind.
Commanders then design guestions, upprouches, resources and so oh to
achieve the established purpose.

Step 2 - Develop meaningful open-ended questions

To come up with meuningful guestions, communders nheed to fuilor euch
question to the infended uctivity und the desired outcome. Remember to
modify routine yuestions und tdilor standard yueries 1o fit specific reul-ife cuses.

Step 3 - Critical Moments Reflection
With a cledr goul und u list of yuestions, communders cun then upprouch
the reflection exercise. Guidelines to Criticul Moments Reflection:

d. Naming Critical Moments
i. Ask individudls to jot down their most sighificant moments in the
activity/experience. Individudils list and briefly describbe their criticul
moments (Note: Crifical moments are very specific)

b. Examining Contrast (optional)
i.  Similar critical moments are grouped into sets
ii. Each setis harrated from different perspectives
c. Selecting Moments for Further Analysis
i. Narrow dowh to u subset of criticul moments

i. Moments ure chosen to produce the leurning most relevaunt and
importunt to the group involved

d. Analysis of Selected Moments
i. Recount the sume moment from various perspectives

ii. Discuss the meuniny of the moment, its effects, what caused it, the
deeyper issues involved etc.

ii. Goul: Understand why certain moments dre perceived ds
significant
e. Summarise

i. Sum up the issues, yuestions, challehyes und conclusions that
surfuced during the discussion

Characteristics of Critical Moments Reflection

(1) Bottom-up approuch, (2) Normally done in group reflection, (3) Individudl
exercise is possible by writing down their criticul experiences und analysis in
a journal, (4) Curried out at key junctures of an activity, (6) Focus on issues,
chadllenges und yuestions raised by u particular critical moment.

33



Journaling involves hoting down one’s thoughts aund feelings aubout our own
experiences, usudlly in u diary in u mode of reflection. This then fucilitates
good knowledye munugement to ensure lessons leurnt are cuptured und
not lost.

What do | write in a journal?

Here ure some yuestions to optimise the use of journuling.

What did you do, see, hedar, feel and think during the exercise? What were
your most vivid first impressions when you first arrived at your new unit?

So what did you learn/understand from the exercise? What guestions do
you have at the end of the exercise? What did you like/dislike about your
instructor/peers/activity/unit?

Now what will you do with the learhing/experience/information? How will
you do the activity differently next time? What do you wunt to explore
further?

Commanders need to focus on the following areas:

1. Role model the journuling hubit und muke the recordinys uvdiluble
through active sharing.

2. Muke sehse for yourself the linkages of journaling to building IDAP?
gouls.

3. Explore hew ways of Jourhdling, i.e. mMind maps etc.

4. Structure fime und support with fools fo enhance and endble effective
journuling to occur.

It is important that Reflection &
Journdling ure plunned for und
dllocuted u specific timeslot
designed us purt of u leurning
activity or ALP. This would did in
havinyg your men share uny insights
\ whilst the experience is still fresh in
¥ their minds, und dllow for accurate
- cupturing und disseminating of

2 Further reuding uvdiluble in the Guidede Individual Develop
I “



COACHING®

Couchiny is practised throughout ALP, such ds during the BAR stuge by the
Activity Communder in order to set the right gouls und objectives; during the
DAR stage us leaders seek to keep the activity participants on track towards
the objectives; und during the PAR stage ds improvements are made for future
uctivities. Couching focuses on the development of subordinute leuders und
soldiers, und is u responsibility carried out by the chuin of command to:

e Improve the performance (skills) and learning.
e Build the commitment of their subordinutes.

e Help them fo leurn from their experiences which cun then be frunsluted
intfo effective hew uctions for their present und future roles.

The purpose of coaching in the SAF is o build orgunisationul capubility for
effective learning ut the individuul und orgunisationul levels. Couching is u
key endbler that fucilitutes acceleration of leurning. Couching is ulso ubout
developiny our people for current und future performaunces.

The model for enyuginy in u specific couching conversution is culled the
‘GROW’ (Goul, Redlity, Options, What's hext?). The GROW model helps to clarify
objectives und thinking, identify options, reduce chullenges to double tusks, und
thus increuses one’s belief, uccountubility and motivation in achieving u specific
goul, At the sturt of the couching conversations, it is vital to build u rapport with
the couchee. It is u pre-reyuisite for the desired outcome of the session to be
cleur to both the couchee und couch for the fime 1o be spent toyether.

For effective coaching:

( A BN
Listen to -Eg:l;sa;;rgpletely on what the coachee is saying or
Understand e Actively clarify, paraphrase and raise observations
o / J
. . )
Ask Non-directive *Ask questions at the right time to encourage the
Questions coachee to speak up and clarify his thinking ]
s )
Interpersonal *Build tru.st and rapport, to allow open sharing,
Skill exploration of goals, challenges, possible options
L s and feedback .
Z
( . )
Interpretation of — = A )
¢ This skill is only required for SAF Executive Coaches
Feedback and is hence not applicable in ALP.
Instruments J
_J

3 Further reuding avdiluble in the Guide fo Couching & Facilitation in the SAF.
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The GROW model:

e Provides u yuide for conversution so that both you und the couchee
cun progressively drrive ut un actionuble conclusion.

e Inusing the GROW for couching conversations, you heed to support an
open leurning climute to fucilitute the couchee to surfuce the issues
und unhderlying ussumptions for greuter clarity of thinking.

e Throuyh couching, duily concrete experiences ure transluted into hew
knowledye und leurning becomes effective.

e Couchinyg fucilitutes subordinutes’ self-discovery and unlocks their
cupubilities for uccelerated leurning. A couching culture sensitises SAF
leaders to reflect and act in more purposeful und prouctive ways to
develop subordinutes.




FACILITATION*

This is defined us the practice to create effective team conversations by
systemuaticully harnessing diverse perspectives of the teum, through a myriad
of skills, tools und methodoloyies, to converye for the outcomes of leurning,
positive experience und collective uction for mission success. In ALP, this
occurs during the BAR us the Activity Leuder fucilitutes the goul setting of the
teum; in the DAR during the various Formual/Informal AARs; und during the PAR
where insights are synthesised for future uctivities.

In the SAF, Commanders will be expected to play the role of u Fucilitutive
Leuder. They will have to ensure that the process of the fucilituted session
is thought through und curried out, us well us contributing their content
knowledye ut the appropriate times. Facilitation is u part of ALP for the
purposes of feum leurning und tfeum performance.

Context: Skills: Outcomes:

e To bring ubouf leurning | e Listening e leurniny in teums
%nd pgfrforrnunce in e Inquiry e Leuders ure effective in decision-

@ Ll « Advocacy making us they are informed

* Asdledrning e Summarisation | ® Increuse in commitment und
methodology . engugement to the Mmission

e Asuneffectivewuyto | ® Synthesis plan
conduct meefings * Recordiny e High performunce teums

Principles in Facilitation

It is importunt to set cleur objectives for the fucilituted session, including time
dllocution und roles/responsibilities of the individudls in the feum. Some of the
cohsiderations are:

1. Be explicit with your role in the conversation (e.y. Decision-maker, facilitator).
2. Set cleur objectives for the conversation.

3. Focus on yuthering diverse perspectives before converging on u
conclusion or decision.

4. Ensure that the key points of the conversation are summarised clearly.

Commanders need to focus on the following:

o Fucilitution enhunces the gudlity of relationships aund collective thinking
within a tfeam, so that the tfeam owns ifs actions and decisions.

e Adherence to u set of ugreed yroup yuidelines und use of the Check-In
will enhance the conversution for effective interactions und gudlity actions.

e While the Communder provides the relevant guidunce to leud the feam
to learn and perform for mission success, he should harness the diverse
perspectives before giving guidance und muking decisions so that he
speuks from un informed position.

4 Further reuding avdiluble in the Guide fo Couching & Facilitation in the SAF.
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STORYTELLING®

Storytelling und stories ure u powerful Communicuting to Influence tool for
the Communder. While stories can be sought from previous dppointment
holders during the BAR stuye, they ure muainly used during the DAR und PAR
stauge to bring across lessons learnt in un engaging und persudsive manner.
Stories ure considered uccounts or recitals of un event or series of events that
have taken place in redlity. Stories can communicute values, ideus, modes of
thinking, frumes of reference, und be used us yuides for uctions. In yeneradl,
good stories convey u messuge, spreud yuickly und significantly influence
listeners. The power und value of stories und storytelling go well beyond d
normual conversation or lecture. Stories can have u powerful und emotiondl
effect on listeners that may reach deep down into the listener’s beliefs.

As leaders in the SAF, it is important to know how to create and tailor a story to
make it as effective and interesting as possible. Carefully selected stories are
relevant and meaningful, and can become a significant and powerful tool for
leaders at all levels of the SAF.

These three dureus of interest in storytelling und the use of stories, i.e. in core
values, us part of ALP and ultimately as a springboard for the future, willinevitably
underpin SAF’s knowledge munugement efforts us leuders ut dll levels narrate
their past und present experiences, and their future vision and strateyy.

Commanders need to focus on the following areas:

e Build your library of stories und messuges duround Values, Leudership
and Operational issues, and have them recorded so that they can be
mude explicit.

e Shure your stories us u way of enguying und fuelling beliefs und actions
while role modelling the impuct und value of stories.

e Mdake time und spuce for stories to be formulated, shured, refined,
stored and distributed.

5 See puye 55-57 for 2-5-1 und STOP storytelling frumeworks




TEAM BUILDING AND TEAM LEARNING (TBTLE)

TBTL is u Leudership Development (LD) practice that enubles the leuder to
foster the conditions necessary for groups to become effective teams. In
ALP, being uble to leurn us u feum is fundumentul to its success, und u strony,
effective teum is one that will learn well.

Teum building typicdlly involves the teaum members coming to un ugreement
to work together towards shared outcomes. They usudlly examine how they
currently work together, explore their strengths und weuknesses, ugree on
their idedl or preferred wuy of colluborating, und estublish action plans for
implementing more effective ways of working toyether.

Teum leurning is the conceptudlisution und ulignment of insights to become
shared knowledye so us to develop the teuam’s caupacities for desired
outcomes. It is the process of leurning how to learn together. It draws out the
intelligence und ubility greuter than the sum of individual tulents in the teum,
und is un enubler for tfeum effectiveness. Centrul to teum leurning is the use
of reflection und inquiry skills and the practice of didlogue.

[t is important to keep the following principles in Mind when undertaking TBTL:

Principle 1: Teum Leuder Drives the TBTL Pructice

Principle 2: Teum Members to have Ownhership

Principle 3: Focus oh the Outcomes of TBTL

Principle 4: Leverage the Teum'’s Diversity in Personality, Behaviours aund
Experiences

6 Further reading avdiluble in the Guide fo Team Building and Team Learning in the SAF.




66 We now uccept the fuct thut leurning is u lifelony
process of keepiny dbreast of change, and the most
pressing tusk is to teuch people how to learn”

Peter Drucker
seventime VicKinsey Award winner (Harvard Business Review)
and pest=selling author of The Practice of Management
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TUCKMAN'S STAGE THEORY OF TEAM DEVELOPMENT

Tuckman’s Stage Theory of Team Development then indicutes that feams go
through 5 stuges of development - Forming, Storming, Norming, Performing
and Adjourning.

Forming: In this stage, members are occupied with orienting themselves
persondlly and interpersondlly. Group Mmembers huve o desire for
acceptance by the group, uand rely on safe, putterned behaviour, looking
to the group leuder for guidaunce und direction. To grow to the next stage,
euch member must relinguish the comfort of hon-threutening topics und
risk the possibility of conflict.

Storming: This stuge is characterised by competition and conflict in both
relationships and work-reluted activities. There will be competition for
aftention, recoynition, and influence. Norms must be estublished for
ehyguying in positive confrontation, reducing defensiveness, listening, and
openness to influencing und beiny influenced. The most important trait in
helpiny yroups to mMove to the next stuge is the dbility to listen. However
some ygroups may not proyress beyond this stuge.

Norming: Group members ure enyuyged in uctive ucknowledyement of
dll members’ confributions, community building und maintenance, und
solving of yroup issues. When members beyin to know und identify with
onhe unother, the level of trust in their personadl relations contributes to the
development of group cohesion. Their inferactions are characterised by
opehness aund sharing of information at both personal and tusk level. They
feel good beiny purt of un effective group.

Performing: Not dll groups reach the performing stage. This stage is marked
by inferdependence in persondl relations and problem solving in the redlm
of tusk functions. People cun work singly, in subgroups, or as a total unit with
equdl facility. Their roles und authorities dynamicully adjust to the chunging
heeds of the feam and individudls. There is unity: group identity is complete,
group Mordle is high, and group loydlty is infense. There is support for
experimentation in solving problems und un emphusis on uchievement.

Adjourning: It marks the end of the performing teum und could likely leud
fo the forminy of u hew teum. The cycle then repeuts.




¢ ¢ The whole of life, from the moment you
are born to the moment you die, is
process of leurning.”

Jiddu Krishnamurti
20" century philosopher and spiritual figure
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The ALP Tools ure creuted to help the Activity Commander, Activity Plunner
und Activity Leuder in the designinyg, facilitution and puarticipution in ALP.
These Tools will provide everyone with a common standard of practice when
conducting ALP. The tools ure designed to be simple to use, however, it sfill
requires practise to be a mauster of these tools.

DESIGN TEMPLATE (DT)

This is the process frame for incorporuting the 3 stuges of ALP (BAR-DAR-PAR)
intfo experiential uctivity. Even prior to the BAR (or ut its start), it presents in u
simple template to ullow the Instructor, Trainer, Plunner, Leader or Commander
to prescribe the necessary actions that will need to be built into training,
exercises or operations in order to increuse learning und knowledye creution,
The runge of uctions will depend on the hature und context of the uctivities
oh the ground, und most importantly, how teums actudlly operate. Therefore,
DTs ure usudlly custom designed to fit the context where ALP is upplied.
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€ ¢ To muke no mistakes is hot in the power of
muan; but from their errors and mistakes, the
wise und good leurn wisdom for the future.”

Plutarch
Greek historian and biographer
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SNAPSHOT (SS)

Understanding current reality is an important aspect of the goal-setting
process

As the leuder leuds his teum in goul-setting, it is importaunt to be fully aware
of und uccept the current stute of the teum’s reudiness e.y. tfruining
prepdredness und manpower constraints,

This will ensure that the goals set are reasonable, and not based on assumed
start-states. The Shupshot (SS) is thus unother ALP tool that builds the current
redlity picture prior to embuarking on an activity, and is generdily best used
in programmed training. SS is presented during the BAR und muy be utilised
heavily during the DAR.

The Shupshot comprises the individuul und collective tasks in which a unit
must be proficient to accomplish its mission. The individuul und collective
tasks are prescribed by doctrine und support a training system that

reflects u proyressive, sequentiul upprouch to building u unit’s proficiency
in various core competencies, us well us retention of critical knowledyge und
skills through sustuinment trauining.

The Snapshot is dlso the product of generative team conversations, and
subseyuently used us un important tool for leuder couching (by instructors
und/or truiners) in-between uctivities. Shapshots are typicully creuted us purt
of the desiyn process, und replicuted und udjusted to fit the truining, exercise
or operdting context on the ground. The Snapshot is built and presented
during the BAR, udjusted during DARs, und eventudlly consoliduted during
the PAR for subseyuent activities.

The Snupshot is un ALP tool that helps:
e Commaunders to systematically determine their training and leader
development needs bused on u deliberute ussessment of their
current redlity.

e Commaunders fo cohsider what they have done in the pust and relate
it fo whut they have to do in the future.

e Units to focus on addressing their performance gaps und decidiny
onh the reyuirements for future training events,
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Why are Snapshots useful?

e Provide a busis for compurison

e Truck chunges und development

o Allow us to focus und develop priorities
e Basis for further action

e Handover/Transition tool

Shapshots provide a quick reference thuat is important for developing
fraining that is relevant and progressive for our soldiers. Similarly, if Shapshots
collated ut the unit level are not updated and reported truthfully by our
subordinates, the Communder will not get an accurate depiction of the
current unit status or “Shapshot”.

“SMART” Goals. Goul-sefting is u leudership und couching process skill that
ussists leuders in developing their subordinutes. "SMART” goul-setting is an
effective technigue for leuders to use to ensure u couching conversation is
focused, well-defined und meaningful to the subordinute to speuk such that
he is able to persondlly identify his godils.

5 Requirements for “SMART” Goals

Specific: Gouls ure detdiled und concise (hot vague).

Is the godl specific?

Vague - | want fo become more physicdily fit.

Detdiled — | want fo score the highest in my section oh the IPPT.

Meusuruble: Gouls ure yuuntifiuble (cun be meusured).

Is the godul meusurable?

Cunhot be meusured - | waht fo lose some weight.

Cuh be medasured — | want fo lose 5 kg by the ehd of this month.

Achievuble: Gouls ure redlistic und feusible (uttuinuble).

Is the goul uchievuble?

Ah unhachievable godl — | want fo run 100m faster than Usain Bolt,

Ah achievable godl — | want fo ruh 100m 2 secohds faster than | currently can.

Relevant: High value, desiruble, practical (uffective domuain).
Is the godl relevant to you?
The godul must be important and have redl meahing.

Time-bound: Timely und finite (u definitive endiny).
Does the godl have d finite (time) end?
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Things to do for Goal setting:
1.
2.
3.

Define and agree upoh d godl.
An ideul goul should be SMART.

Breuk the goul up into bite-sized pieces or set milestones ulony the
time frame.

Suggested questions:
1.

What do you wunt to uaccomplish through the course of your
leadership development?

What godl(s) do you wunt to achieve?
What motivates you? Why do you want fo uchieve such u goul?
Is the goul practical/managedble within the time frame?

How will the uccomplishment of such gouls benefit you and your
cureer in the SAF?

What are the challenges und obstucles you might encounter in
foursuing your goul? How do you plun to overcome them?

What are you prepared to do o accomplish your goal? What are the
sacrifices you will be willihg to make?

How can | as your supervisor help you uchieve your godl?

Translating an Objective into Goals

Gouls: (1) Must have Behuviour/Action, (2) Reluted to unit Shapshot or

Collective Tusk

Example

Objective: GPMG teum is to establish a close fire buse under tactical
conditions in the nhight without being detected und effectively enguye
ehemy turgets in defence.

Goals:
1.

Able to execute good individudl field craft for movement and
conhcedlment (duy und hight) by D-2 weeks.

Able to execute GPMG immediute action drills as a feam according
to the standards set for timing und procedure (day und night
conditions) by D-2 weeks.

Able to execute occupution of fire buse drill in 5 Min (day) and 10 Min
(hight) without error in procedure by D-1 week.
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PEL Total Results Triangle

Red Triangle

note the limited scope
for the quality of work to
grow if focusing only on
performance.

expanded quality of the
work when focusing on
experience and
learning, resulting in
sustainable
performance.

“PEL” Goals. The fundamental results of work — Performance,
Experience and Learning - are interdependent. If individuals
aren't learning, their performance will decline over time; if
their predominant experience of work is boredom or stress,
both learning and performance will suffer. As such, ensure
that while you set SMART Goals, you are also setting PEL
ones.

For example, a soldier can be frained to strip his weapon
according to the Technical Handling standards. This
performance goal is easily met. However, what was his
experience? Was it through countless hours of mind-
numbing repetition, or was he given the opportunity to ask
and clarify the various processes, understand the functions
of the different parts, ballistic flight patterns and know more
about the overall functioning of the weapon? PEL attends to
more than the “what” that needs to be done, and
emphasises the “how” as well.



¢ ¢ | cun do things you cunnot; you cun do
thinygs | cannot. Togyether we cun do
greut thinygs.”

Mother Teresa f
Nobel Peace Prize Winner




TETRA MODEL

The SAF is u teum of teums. Teums cunnot be effective unless the members
(und/or the leuder) uttend to:

e Teumwork (how teum members work together)
e Dynumics (how teum members relufe to one unother)
e Cohesion (how feum members ge/ with one unother)

In ALP, tfeum leurning is promoted using Tetra Model to understund diversity
und perspective building in teums. Putterns of defensiveness undermine
learning, and if recoygnised and surfaced credtively, actudlly daccelerate
learning. For feums to enter info u genuine thinking und leurning toyether,
pooling of pust experiences, verbulising current experiences und summuarising
toyether for meuning ure key uctivities.

Understunding behavioural preferences have dlways been an important
factor in teum effectiveness. Focusing on diversity and inter-dependency
ure criticul to teums, und leuders mMust understund that these have u direct
impuct on the teum’s dbility fo leurn and creute hew knowledge. Onhce
there is un uppreciation of individuul preferences, putterns of defensiveness
umony feum members cun be uddressed. Only then cun there be uttention
to the pooling of pust experiences, verbdlising of current experiences uand
summuarising toyether. The contention is that feum learning will be the meuns
und hot the ends to teum effectiveness.

Team Learning is defined as the conceptualisation and alignment of insights
so that they become shared knowledge, open to challenge and further
improvement so as to develop the capacities of a team for desired results. It
bridges the "how-to” yup between Teum Building und Teum Effectiveness.
While Teum Building creutes the conditions (i.e. V3R) hecessury for individudals
to start transiting from being un individudl (*1”) fo u member of u feum
(“"We"), Teum Leurninyg leveruges on the resultunt Teum Dynumics, und
accelerutes the surfucing und dlighing of individual insights to derive shared
mentul models. The Tetra upprouch to Teum Learning highlights the value of
diversity, und enubles u teum to hurhess holistic und sustuinable outcomes
from multiple perspectives.
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PRINCIPLES OF NATURE
\

Respecting the diversity of learning styles, behavioural

Respect preferences, emotional and intellectual intelligences
Diversity creates a far richer and sustainable learning journey for
both educators and learmners.

Educators and leaders who explore more collaborative,
Work interdependent approaches to learning will find greater
Independently | engagement and retumn-on-investment of time, energy
I and resources.

Create Learmning that is student-relevant builds on itself, creating
Synergy synergy and applications that add value and are
sustainable.

/

Personal, team, organisational, community development:

Be When ecologically planned and implemented, all 4
Sustainable  principles support growth and development of individuals
and groups.




In a nutshell, the Tetra elements are:

Earth: Bold und sturdy, Earth Elements are confident in
the way they walk and talk, Goudls, control, achievement
and wihning are important, Quick, possibly risky decisions

come eusily. EARTH

P

Air: These orderly und focused individuadls rely on their
ubilities to think things out. They excel in findiny loyicul
solufions und making sense of situutions. Air Elements
listen und plun to ensure uccurucy und guulity. AIR

<

Water: Caring und consistent, Water Elements are
importunt in holding fumilies und teums toyether. They
are loyul und deeply feeling people who show steudfust
effort, yreut putience und u desire for harmony und

flow. WATER

P>

Fire: Lookiny ut the positive side of life, they love to
explore possibilities und inspire others to see bright
futures. Fire Elements dure often colourful, love vauriety
und huve u yreut sense of fun! FIRE

Remember, we dre dll 4 Elements aund preferences may change dependinyg
oh context. Your responsibility as a team member is to be awdare und open to
the needs of others. Practice flexing through Elemental responhses und wutch
your relafionships und the team strengthen.
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Hot Tips!

Here’s what to do, depending on the other person’s Element.

AIR FIRE

Speuk slowly Speuk yuickly,
et
anima . Vd
WHE“ voll SPEAK sequentidl, intoni‘rion. y

T0 OTHERS

Speuk slowly

& softly. Smile

with eyes. Look
like you cure,

Be direct, be
yuick. Look at
them in the eye.

EARTH WATER
AIR FIRE

Clurify the desired
result. Let them
sugyest what
to do.

Expluin why you
need the result.
Let them
sugyest u
better
result.

WHEN YOU
CORRECT OTHERS

Thank them
for their effort.
Explain what to
do & why.

Expluin what
is wrony. Let
them fix it.

EARTH WATER
AIR FIRE

Give options.
Stay positive.

Know und expluin
how it fits in the
biy picture.

WHEN YOU ADVISE

Bullet point
desired results.

Explain
vulue und
meuning.

EARTH WATER
AIR FIRE

Be enthusiustic
and future
focused.

Clarify importunce
& relevunce of
the plun.

WHEN YOU
MOTIVATE

Acknowledye
the chullenye.

Demonstrute
trust.

EARTH WATER



2-5-1(STORYTELLING)

As the teum yuthers to discuss the objective(s) und the tusk(s) uheud, there
muy be members who might have some knowledye und pust experiences.
As we ure hierarchicully orgunised, not dll might share. Not beiny duble or
willing to verbudlise pust experiences cun be severely limiting on leurning und
knowledge credution. It dlso concerns hot repeuting pust mistakes, und this is
u key starting point in the BAR.

The 2-5-1 wus creuted us the first of the 2 ALP storytelling technigues, to help
individuuls und leuders recount pust experiences using story form. Two (2)
stands for self-intfroduction and what the story is about, five (5) verbalises the
past experiences in emotive forms, namely fear, concern, frustration/anger,
lessons learnt and effect, and one (1) summarises the story for message.
Each story is hot expected to take more than 3 minutes of harrative effort, yet
the richness of emotion is often surprising. 2-5-1 is widely used umony junior
leuders to harrate their pust experiences in the SAF, und such sharing is < first
step in leurning toyether.

A ygood start to storytelling is to simply introduce this technique in informal
sessions. The 2-5-1 utilises the pulm of the hand to remember the T messuye,
und the tips of the fingers to remember the 5§ points. For those of us who
consider ourselves us hovices, simply remembering und reciting 5 points will
be u yood sturt to storytelling. Using the tips of one’s fingers to remember the
5 ideus or messuyges will ulso do uwuy with the need to jot down notes for
reference during storytelling.

Storytelling and stories are a powerful Communicating to Influence tool for the
Commander. In the SAF, we dre interested in stories for two reusons:

1. To help leuders transmit core values to those whom they lead. Stories und
storytelling are used for core values inculcation.

2. To help leuders encourage those whom they lead fo verbdlise their
experiences so thut everyone cun leurn, Storytelling is used us u process skill
in ALP, especidlly during the DAR when d lesson leurnt is to be brought across.

W @ '5'
LESSOMNS LEARNT, INSIGHTS, THINGSTO NOTE, TAKESWAY S

I 2: Introductions .
5: Facts FRUSTRATION, IRRITATION, IMPATIENCE, ANGER

| 1: Key takeaway CARE, CONCERN, COMMITM ENT, EMPATHY

WIORRY, HESITANCY, FEARS, VULNERABILITY |
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A guideline to the 5 factors for storytelling and how the hand helps you to
remember them.

Pinkie: Smuillest finger denotes WORRY, HESITANCY, FEARS, VULNERABILITY.

Ring Finger: Where engugement or wedding ring is worn denotes CARE,
CONCERN, COMMITMENT, EMPATHY.

Middle Finger: Showiny of this finger is widely recoynised us un offensive
or obscehe yesture und us u form of insult denotes FRUSTRATION,
IRRITATION, IMPATIENCE, ANGER

Index Finger: Index finger literally meuns “pointing finger”, from the saume
Latin source s indicuted; it denotes LESSONS LEARNT, INSIGHTS, THINGS TO
NOTE, TAKEAWAYS.

Thumb: The thumbs up signal has a generdlly positive connotation in

English-speuking countries; it reminds to end the story with a positive
OVERALL EXPERIENCE, FEELINGS.

Write your own 2-5-1 Story!




STOP (STORYTELLING)

The STOP is the second of the two storytelling technigques used in ALP. This is
desighed for use during the DAR, where the leader muy hot have more than 20-
30 minutes in between uctivities, und yet heeds to be uble to get his/her teum
to huddle und surface their thoughts. As in the 2-5-1, this simple technigue takes
no more than 1-2 minutes to surfuce aun experience. It starts with what is seen
(S), whut the individudl is thinking (T), whut opinion (O) he/she holds, und what
is the main point (P) being put across to the rest of the team.

STOP is extremely useful in u huddle or time out, und is infended to help the
teum leuder flesh out key observutions for immediute counteraction, which is
un importunt uspect of leurning.

Example

(S) What is seen: During un evacudtion after an enemy attacked, | saw 4
soldiers carry u stretcher with a casudlty on it. When they did that they did
not carry their rifles and did not put on their Load Bedaring Vest (LBV). Other
soldiers in the feam who were hot carrying the stretcher helped carry their
rifles and LBVs.

(T) What the individual is thinking: The 4 soldiers probubly wanted to be
more efficient in carrying the stretcher.

(O) What opinion does he hold: The soldiers conducting the evacudtion
should still don their LBV and carry their own rifles at il times in the battlefield
environment while conducting their mission.

(P) What is the main point: Soldiers must understand that the buattlefield is
a versdtile and uhcertain environment. They should dlways be reudy o
respond to a hostile situation unytime. In that situation they would not be
dble to do so if u situation arises.




58

OBSERVATION, REFLECTION, RECOMMENDATION (ORR)

The nuture of how we operute often meuns that the leuder might not
be physicully co-locuted with the rest of his teum. The Observations of
team members will contribute to their Reflections, and subseqyuently their
Recommendutions, especidlly during lower echelon AARs. The ORR tool wus
designed to help soldiers, suilors und uirmen cupture their experiences, ponder
the issues und muke recommendutions for chanyge to their leaders. This tool
is extensively used by the Army during training; however it is not infended us
u substitute for STOP or 3-2-1, s it does hot uccount for the emotive uspects
of the experience, which is importunt for learning und knowledyge credution.

Observations are a statement of facts, i.e. who, what, where, when
o They cun be both positive und heyutive (i.e. for improvement).
e No Judgements or aussumptions are ussociated with observations.

e This is importunt us fucts dllow purticipunts to reflect on the reusons of
their occurrence in u heutral munner.

e If the observations dre judygementul, participunts may become
defensive und the lessons will not be captured effectively.

Reflections are the reasons behind why the observations have occurred

o These reflections dre best curried out directly by the purticipunts or
other puarticipunts who may have seen the observations.

o Self-reflection by puarticipunts interndlises the learning und credtes
owhership of the lessons identified.

Recommendations may be made by the participants, the
commander or the trainer

e These defermine the wuy uhead, i.e. remedidl uctions, ways to retuin
good practices, adjustments to SOPs, efc.

Example of ORR
Rank/Name/Appt: 3SGT YYY, Sect Comd A Coy Dute/Time: 10/10/10, 1100hrs

Observation During the assault fo Objective JANE, Platoon 3 of “A’
Coy did hot have any supporting fire from MG post
locuted at the far fire buse.

Reflection The MG Communder wus excused from the exercise
and ho one took over his role. As a result, no MG wus
deployed for the mission.

Recommendation The Platoon Sergeunt and Plutoon Communder are
to ensure force prepurdtion is done und reussigning
of tasks to the remuining members of the plutoon to
ensure Mission success. There is u heed to ensure thut
there is a succession plan for the MG Commander.




3-2-1 (SUMMARISATION)

Summuirisation is the brief and succinct capturing of lessons learnt from
experiences. The 3-2-1 technigyue serves us u simple heuristic for Summarisation
(3 Observations 2 Keys to success 1 Thing to Focus on). In ALP, an inductive
dpprouch (@.e. 3-2-1) is usuully udopted since the muin objective of
Summuarisution is to distil the experience for lessons leurnt,

There are two methods of conducting g summarisation:

Method 1 (easier and faster) Method 2 (higher order)

Out of dll observations, choose the 3
most commonly occurring ones.

Out of dll observutions, perform un
agyreydation and group them into 3
broad themes of observations.

Narrow to 2 observations (drop 1
observation) und write about 2 keys
to success from these remuining

2 observutions (positive uctions to

From 3 themes of observations, write
2 keys to success (positive uctions to
repeut). These 2 keys could straddle
across ull 3 observations or even be

repeut), drawn from dll observations.

From the 3 themes of observations
(und perhups the whole range of
observations), identify 1 thing fo focus
oh (for the next uctivity).

1 | Narrow to 1 observation (drop 1
aguin) and find 1 thing to focus on
(for the next uctivity).

Simmarriation Jockmine
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An inductive approach (i.e. 3-2-1) is usually adopted since the main
objective of summarisation is to distil the experience for lessons learnt.

Observations

Keys to Success




There are three steps to Summarisation:

u. Three Observations refer to Starter knowledge. This is a form of surfuce
knowledye, observed und raw, which shapes the subordinate leuder into
aggreguting what his feam shares with him. Offen there will be similar
observutions from different people who go through the sume uctivity, und
these cun be uyggreyuted. In hormal training situations when there dare no
augmented observers, it would not be possible to list down and analyse dll
observutions. When severdl leuders ure guthered in un AAR, there will be
J runyge of observutions, und the leuder will huve to decide on whut he
will shaure upwurds.

b. Two key success factors refer to relational knowledge, requiring the leader
to muke connections between observations. Ultimautely, the leuder will be
reyuired to drop one observution in fuvour of the other two, und to refrume
these observutions us lessons leurnt, that will involve positive actions to
ensure success in the future.

c. One thing to focus on is somewhut similar to globdlised knowledye, simply
u choice between the two chosen fuctors, und the decision of which one
to tuke for action will be bused on the opportunity to plough which of the
two lessons into the next uctivity.

Important!!! Summarisation must
ulwuys tuke reference from the
originul gouls thut were estublished
for the activity.
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FACILITATING BAR

1. Recupitulute lessons leurnt
2. Articulate and share objectives of the dctivity

3. Ensure dll members dre clear on the intention und what they have to do
us individuuls und us u feum

4. Teum youl-setting helps set the key outcomes for this stuye

5. Surfuce uny concerns/udditiondl inputs

FACILITATING DAR/PAR

This session is un intentionul discussion of un event or activity, focused on
performunce stundards, that helps soldiers, suilors und uirmen discover
for themselves what happened, why it happened, und how to build on
the strengths und improve on weuknesses. Within training, exercises und
operdations, u DAR/PAR session can occur us u scheduled (formal) activity or
un unscheduled (informal) activity.

When properly executed by Commanders and Leaders, the DAR/PAR will
increuse leurning und khowledye credution dt the individuudl, feam uand
orgunisutiondl level, It is for this reuson that ALP is designed und built around
u series of pre-plunned AARs.

When Should a DAR/PAR occur?

e [t should usudlly occur during truining, exercise or operutions.

e [t should tuke pluce ulmost immediately ufter any major activity, while
dll of the purticipunts ure sfill avdiluble, und their memories aure fresh, to
cupitdlise on the recency fuctor. Leurning cun then be surfuced und
dgpplied right away.

Where to do a DAR/PAR?

e [t cun be held ulmost unywhere.

o As fur us possible, it should be conducted in un ureu where soldiers
have uccess to visudl dids (Flipcharts or Projector Screen) for clarity
of the ugyendu und discussion topic. This increuses the potential for
learning und knowledge credtion.

e Thessite should ulso uccommodute the plunned number of participunts
comfortably und dllow them to see the visuul dids und heur the
didlogue.

e The site should be free from noise und visudl distractions.



Who should attend DAR/PAR?

e Afsection und plutoon levels, everyone should uttend und purticipute.

e At compuny or higher levels, it muy not be practical to have everyone
uttend becuuse of continuing operations or training, or limited time
und spuce. At the larger DAR/PAR, normdlly only key pluyers uttend.

What to prepare before an AAR?

Identify when the AARs will occur

Determine who will uttend the AAR, und who will conduct it
Select potential AAR sites

Choose fucilitution dids und tools to be used

Displuy of the mission/activity objectives (e.g. through projection or
flipchart)

o bk w0 =

Principles in Facilitation

It is important fo set cleur objectives for the facilitauted session, including time
dllocation and roles/responsibilities of the individudls in the team. Some of the
considerautions are:

1. Be explicit with your role in the conversuation (e.g. Decision-muker,
fucilitator).
2. Set cleur objectives for the conversation.

3. Focus onh yuthering diverse perspectives before converging on d
conclusion or decision.

4. Ensure that the key points of the conversution are summarised cledrly.
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SUGGESTED 10 STEPS TO FACILITATING AARS

Step 1: Appoint a facilitator

Step 2: Agree oh the ugendu

Step 3: Apportion time for the agendu

Step 4: Agree on the established facts

Step 5: Ask “What wus intended for this mission/activity?”

Step 6: Ask “What happened in this mission/activity?”

Step 7: Ask “Whut went well?”

Step 8: Ask "Whut did hot go so well?”

Step 9: Ask “Whut leudership and values stories can we share?”

Step 10: | Summuarise focus ureus for the teum

Step 1: Appoint a facilitator

The fucilitutor should preferably be the commander und/or leuder of the
activity., Appoint a co-fucilitutor to help the facilitutor fo time maunage the
whole session. A sehior enough participunt who unhderstands the context of the
discussion cun be uppointed to be the scribe to record the importunt points.

The responsibilities of u facilitator are us follows:

1.

2.
3.

4.

Creute un environment for the feum to have u positive experience in
atftdining group youls.

Guide teum fo stay focused und on track with the agenda.

Provide processes to help the tfeum enguge in gyenerutive conversutions
to effectively make high qudlity decisions.

Record uccurate notes to reflect the ideus of the teum members.

Step 2: Agree on the agenda

The uygendu typicdlly focuses on these 6 yuestions:

SO

What was infended?

Whut huppened?

Whaut went well? Why?

Whdat did not go so well?

What leadership and values stories caun we share?
What would you do differently?

Seek perspectives from feam whether otheritems heed to be added or deleted.



Step 3: Apportion time for the agenda

Once the ugendu have been ugreed on, seek ugreement on how much time
is heeded for the whole DAR/PAR und dllocute specific timings to euch item
on the ugendu. Time should be ullocuted for individuul reflection before the
group beyins to shure in step 4.

For effective DAR/PAR, the totdl time dllocuted should be ut leust:

e Section/Platoon level — 30 minutes
e Compuny level - 1 hour
e Buttulion level und ubove - 2 hours

Step 4: Agree on the established facts

The results need to be mude known ut this time to ensure thut dll teum Members
in the DAR/PAR dre dligned to the estublished fucts. It is uppropriate to seek
clarificutions at this point, however, ensure that the time is munuged und focus
on clurifying fucts not judyement stutements.

Step 5: Ask “What was intended for this mission/activity?”

Allow for a member to urticulute the objectives for the mission/uctivity und dlso
seek response from the rest e.g. "Who else might like to add on to what is suid?”

If the responses ure insufficient to cover the mission objectives, draw their
attentfion tfo the mission/uctivity objectives, as well as the HHQ's infent. Also,
tuke reference from the youl-setting done ut BAR.

Step 6: Ask “What happened in this mission/activity?”

Fucilitutor should guide the conversution to lay out the seyuence of events by
usking open-ended yuestions 1o expund the discussion by luyering on diverse
perspectives. The focus on the discussion should be criticdl fruining events that
directly supported the mission objectives.

Encouruge feum members to:

1. Be precise.

2. Link actions/performunces fo accomplishment of training objectives.

3. If talking about an area of weukness, to dlso share corrective action
taken.

During the discussion, summarise the key poinfts und draw the dftention of
the participunts to the criticul information shared. This dlso prompts the co-
facilitator/scribe to record them.
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Step 7: Ask “What went well?”

Encouruge teum members to udd on their perspectives when d point is
mentioned und draw uttention to the actions mentioned. Probe to surfuce
mental models, beliefs or assumptions behind these actions — WHY? Also
frompt for best practices observed during the mission/activity.

Step 8: Ask “What did not go so well?”

Encourage teum members to point out critical events that did not meet
the mission objectives, for learning us a team. Prompt for more information/
facts on the critical event. Also probe to surfuce mental models, beliefs or
ussumptions behind these uctions - WHY?

Step 9: Ask “What leadership and values stories can we share?”
Encouruge teum members to shure stories ubout their experiences und
observations during the mission/activity. Commend those who were given a
mention on good leudership and demonstration of values for the mission/
uctivity.
Share the STOP framework:

S - What | Saw

T - Whuat were my Thoughts

O - Whut were the Options/Obstacles/Opinions
P - Whaut do | Propose/What's the Point

Step 10: Summarise focus areas for the team

Give a summury of the crificul uctions that helped and hindered the mission/
activity. Comment on 2 key success factors that the feam exhibited.

Ask “What will we do differently as a team?”

Focus on 3 to 5 areus for them tfo jourhul down ONE key ured to focus on
individudlly in order to incredse their own proficiency.
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IMPLEMENTATION
CONSIDERATIONS

From ground feedbuck, there ure severdl important considerations that wiill
result in ALP implementation success:

a. Leader’s Self-Belief in Learning

Upfront, the desire to learn und improve starts with the leuder, as he/she
sees his ubility to influence, inspire und motivate others us confingent on
his/her own actions. The leader must role model ownership over his persondl
learning. The deeper belief that the learning is increusingly hecessary us
neither rank nor experience is udeyuute for knowledge will result in the self-
adoption of ALP principles. ALL LD programmes must reinforce the leader’s
deeper purpose in the SAF, und us un extension, how ALP cun help him/
her uttain the necessary leurning to create the hecessary knowledge.

b. Command Understanding and Emphasis

Not only should commanders emphasise the importance of ALP as d
structured system for learning, they should dlso understund the mechanics
of ALP. This will dllow them to dlign their own beliefs with the heeds, und
henhce the implementation of ALP us G systemuatic process for learning in
unifs.

c. Protected Time for Preparation and AARs

Time will heed to be cutered for AARs und other teum preparation und
leurning uctivities. The yenerutive conversutions that are required will have
to be leuder-led, und cunnot be successfully conducted if udequute time
is not cutered. As u heuristic, AARs ut euch level reyuire upproximately 45
mins, und severdl of these should be progrummed through ALP design.

d. Knowledge Management (KM) Systems Support

Without KM support, any effort to implement ALP will be short ferm, und
over time, frustrating.
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. When should ALP be conducted? Ample time should be dllocuted for

the conhduct of ALP uctivity in between missions for leurning, tuking into
conhsiderutions the demunds of concurrent activities of the unit. If ALP
could be deliberately scheduled us part of the training the perceived
tfrade-offs such us loss of momentum could be mMunuyed.

. What does “Move forward by looking back” mean? That means that at the

various stuges of ALP, one heeds to muke references to Snapshots and the
youls. Doiny so would ullow the teum to identify mid-streum corrections
und chunnel the right focus o uchieving the gouls. Constaunt reference to
the BAR would ruise the gudlity of the couching conversution us it offers
u cleur point of reference und u common busis. Aligning the desired
outcomes of BAR with the DAR und PAR wus observed to leud to sharper
cohversutions.

. Who should conduct ALP? There wus u fendency for Unit Commaunders to

leud the fucilitation us it was more efficient especidlly when the puarticipunts
were struggdling with the practices und tools. However, us fucilitution of ALP
is u leudership function, the Unit Commuaunders dure expected to conduct
couching conversations with the leaders of the unit or the appointment
holders fo ensure that ALP stages ure focused on the desired outcomes.

. Whatisthe difference between the “Observation” in ORR and “Observation”

in 3-2-1 of ALP tools? The Observutions in ORRs ure factual records of
whut wus observed during uctions, whereus the Observations in 3-2-1
ure uyyreyuted observutions on uctions, typicully ut the end of the DAR
or PAR stuge. This meuns thut the communder or course leuder, would
syhthesise, uggregyute or note observable trends from the ORRs collected
to urticulute the observations in 3-2-1 i.e. the lutter *O” is u “higher order”
observution.

. How much time should be spent on ALP, and when is the optimal time to do

so? There is U heed to bulunce between the timiny avdilable to conduct
DAR/PAR to hurness the recency effect. In some cuses, insufficient time
could be uttributed to the diversified discussion during the DAR/PAR und
not due to the luck of time. The communders muy nhot be in the right
mentdl or physical state to conduct a “bottoms-up” DAR/PAR immediately
ufter u lony exercise. This challenye is exucerbuted in light of post exercise
administration vs the desire o conduct a PAR. Trainers or Instructors heed
to yuide the conversution aund remind the unit or course leuder on the
ygouls set during BAR (i.e. "Move Forwurd by Looking Bauck”) in order to
lend focus to the conversution. A fruitful DAR/PAR should last no more than
4 hours.



As a guide, the fime dllocdation to conduct a typicdl Infantry Battalion PAR:

Section 30mins
Platoon 30mins
Compuny 60mins
Buttalion HQ 120mins
Total 4 Hours

6. How is ALP to be implemented in Unit/TI? With reference to 04/12 Army

Training Directive on Action Leurning Implementaution, an ALP compliant
Unit/Tl is defined to have components surrounding People-Process-
Products. With the process of ALP beiny implemented in the Unit/Tl, an ALP
habituation plaun should focus on “People” und “Product”.

u. People - Adopt the “Muster Trainer Concept” by identifying a feam
of ALP SME/Truiners. These SME/Truiners ure ussessed to huve sufficient
knowledye of ALP und have displuyed the right uptitude und uttitude
towdrds uction ledarning. They dre responsible to:

|.  Conduct ALP training during the unit-induction-programme.

Il. Share ALP experiences und good practices with the Unit/Tl
Commanders, Planners und Leaders during CoP sessions.

lIl. Ensure that the Unit/TI continues to contextudlise lesson pluns/
exercise files for ALP.

IV. Couch Unit Leuders on uppropriute ALP pructices.

V. Correct ground practices within the Unit/Tl.

VI. Look into sustuining regenerdation of the teum by identifying
individuuls who huve displuyed the sume level of uptitude und
uttitude, to tuke on the role of ALP SME/Truiners, so us to muintuin u
cohstant pool of ALP SME/Trdiners.

b. Product - The reyuirement to Integrate ALP intfo Lesson Plans, Exercise
Files and Curriculum.

. How can we encourage ALP to be practised on the ground? One of the key
requirements is to embed ALP into the avdildble lesson plans and exercise
files. There is u consistent effort in Unit/Tl to inteyrate ALP - specificdlly in the
fime table und the unnex outlining ALP contextudlisation and outcomes
- intfo the Rotution Training und the course training programmes. An aureu
that requires emphusis und uttention is the intfegration und hard-wiring of
ALP prauctices into the lesson pluns und exercise files us well us curriculum
and eventudlly UTS, which requires some work.
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8.

Is ALP an effective learning tool? Over the yeurs of ALP implementution,
ALP haus enubled the SAF to leurn effectively us un individuul and ds dn
orgdnisation in both pedcetime fruining and during operations. More
importantly, in the complex und ever changing environment that we are
constuntly operating in, the ability to learn and to adupt uickly is key to
the outcome, which cun be uchieved through mustering the practice of
ALP.

Is ALP important? While the full upplicution of ALP is u big strauin on time und
resources, there is greut value in providing a common frame of reference
for soldiers, suilors und dirmen to leurn from their experiences und leurn
toyether. With a common lunguuye, it becomes fuster und eusier to grusp
and fransmit lessons learnt across the orgunisation.

10. How does Tetra fit into ALP? Tetra Model helps u teum understund euch

other’s behaviourdl preferences so us to yuin clurity on behuvioural roles
und build relationships for tfeum learning. This sets u yood foundution for
ALP to occur.



1. ALP Checklist =%
2. Snupshot Templute

3. Shupshot Sumple

4. TETRA Model Checklist
5. ORR Templute
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BAR CHECKLIST - “Learning From Experiences”

1. Reflect on Past Lessons Learnt (Current Status of Unit)
Have you established the current status of your unit? By:

D Referencing pust unit performunce and lessons learnt from the PAR
of the last activity?

D Referencing reports und other institutionalised indicutors such us
Key Success Fuctors?

[[] Referencing other unit’s lessons leurnt in similur uctivities?
[[] Referencing previous uppointment holders’ stories?

2. Determine Activity Objectives

Have you determined activity objectives? Have you determined:
Vocutional Objectives?

Leuder Development Objectives?

SAF Core Vulues Objectives?

Whether objectives uddress individuul und teum objectives ut
every level of commund?

Whether objectives reflect HHQ guidance?

Whether uctivity objectives uddress yups identified in the current
unit status?

. Planning and Preparation
ave you adequately resourced and supported learning?

O 0O0Ooon

I w

Do key events support activity objectives?

Are AARs scheduled for key events?

Are adeyuute time, people, staff dids and hecessary fraining
resources dllocuted 1o support key events?

Is adeyuute time dllocuted for self-reflection, couching und
facilitution?

Do purticipunts, observers und instructors huve uadeyuute self-
reflection, couchiny und fucilitution skills?

Have you published/distributed lesson pluns aund administrative
instructions?

OO O odod



DAR CHECKLIST - “Learning In Actions”

1. Individual Level Learning
Have you planned time for individual level learning?

Time is dllocuted for individudl self-reflection prior to AARs?

Individuuls use the five stundurd gquestions to guide their self-
reflections?

Individuals focus reflection on individual and teum gouls?
Individudls use journaling to cupture their reflections?
Individudls refer to the ORR for their observutions?
Individuadls have the option to tell u story?

2. Team Level Learning
Have you planned time for Team learning?

Is there un AAR to estublish the “why”?

Will fucilitators use the AAR to surfuce duta und observations
reluted to teum gouls?

oo o

Will fucilitautors focus the feum on outcomes related to vocutiondl
skills, leader competencies und core values?

Will facilitators encourage stories that reflect leadership aund core
values?

Will facilitators and individuals capture stories for archiving?

Will fucilitutors collect dutu und observutions for considerution in
the PAR?

Will fucilitutors close the AAR using Summarisation?

3. Organisational Level Learning
Have you planned time for Organisational learning?

oo dodn

Will couches provide IDAP feedbuck 1o selected leuders und focus
specificully on leudership, core vulues und decision-muking?

[

Will couches help leuders process insights from the AAR und
strateyise how the team should upprouch the next event?

Will leauders identify performaunce gyups related to individual and
collective proficiency and unit SOP?

Will the leuder have time to muke sense of the insights guined in
AAR with his tfeam und muke nhecessury udjustments in the next
event?

Will leaders, instructors and observers follow through with KM
protocols in preparation for the PAR?

O O 0O o
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PAR CHECKLIST- “Consolidate Learning”

1. Individual Level Learning
Is time allocated for individual coaching?

L]
L]
L]

Will couching conversutions focus on cumulutive insights from the
entire uctivity?

Will coaches reinforce references to previous reflection &
journuling?

Will couches use the IDAP to focus on individudl performunce gups
that will be uddressed in the hext uctivity?

2. Team Level Learning
Is time allocated for AARs fo consolidate learning at each level of command?

OO0 oo

Will facilitutors surfuce duta aund observations that support feum
lessons leurnt?

Will facilitators formally caupture lessons leurnt?

Will fucilitutors formually cupture stories reluted to leudership und
core vulues?

Will facilitators validate and refine SOPs?
Will teams verify individual und collective performance gaps?

Will feams use verified performance gaps to redesigh training for
the hext activity?

3. Organisational Level Learning
Will the team consolidate its learning for sharing, transfer and integration

into future training activities using KM protocols?

[

OO 0Oon

Are lessons learnt formully cauptured for input o the BAR of the next
activity?

Will the unit distribute lessons learnt to the dppropriate HQ?
Does the unit have recommendutions for vuliduted/refined SOPs?

Does the unit have recommendutions for validuted/refined
doctrine?

Does the unit have leadership stories to share?

Does the training institute heed to udjust Key Success Fuctors?
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As a leader, are you adequately role modelling team learning
practices?

Are you:
e Soliciting input from subordinates?
e Soliciting input from soldiers in & manner/tone that inspires input (oredks
dowh communicution barriers)?
e Encouraging dissenting opinions/ideus/input?
o Emputheticdlly listening (eye contuct, body lunguaye)?
e Positively recognising input (i.e. "good point”, “gredt ideu”)?
e \luiny input ("we should/try that next time”)?

Are your soldiers:
e Emputheticdilly listening (eye contact, body lunguage)?
e Providing input?
e Providing dissenting opinions/ideus/input?

Team'’s Diversi
Write the humes of people on your tfeum in the friungle of their highest Element.

AIR FIRE

EARTH WATER
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