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Lessons-Learned Knowledge Management 
how to capture significant developments by creating concise but useful records and 
archiving them for later retrieval 

 
The biblical concepts for learning from the past can be found in both testaments: 

 
(1) Israel’s story in the first books of the Bible, especially between Egypt and the Promised 

Land (Genesis, Exodus, and Numbers) 
(2) Major episodes and eras of the kings that provide teachable moments affecting the 

nations of Israel and Judah 
(3) The Jerusalem council of Acts 15 

 

 
Topics Covered 

 
(1) The Original Prompt for the Resiliency System 

(2) The Value of a Formal System for Promoting Congregational Learning 
(3) Biblical Principles of Lessons-Learned Knowledge Management 

(4) Upstream Thinking 
(5) Knowledge Management 

(6) How the Proposed Resiliency System Is Designed to Work 
 

Concluding Thoughts 
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The Original Prompt for the Resiliency System 
 
At a Los Angeles International Church of Christ leadership meeting on November 3, 2018, after a 
consultation report for one of the regions, we discovered multiple missed opportunities over a long 
period in dealing with serious matters. I had interviewed 110 people, surveyed many others, and 
developed a clear portrait of longstanding and recurring dynamics. Immediately after the 
presentation, evangelist Peter Garcia spoke up, 

“Steve, this is not the first situation of its kind, which went on too long, left the 
flock unprotected, and consumed many resources. From your perspective, what can 
we do so that this kind of thing doesn’t happen again?” 

I said that I would provide a thoughtful response on my next trip four weeks later. In December I 
presented what we called the LAICC Resiliency System. From the very beginning we have 
emphasized a very specific concept for resilience. The common definition is “an ability to recover 
from or easily adjust to misfortune or change.” However, we seek a resiliency that is more 
transformative: “the property that results when a system increases in its capability to thrive and 
gain from disorder and surprise.” This requires learning lessons, archiving them, and accessing 
these lessons when needed. 
In one sense, there is nothing new or unusual about these concepts because we become better from 
struggles: in our relationships, in athletic performance, in learning new skills, in our careers, and 
in our spiritual lives. But in another sense, faith organizations don’t always translate these 
principles for collective benefit. A formal approach, some skillful representatives, and an 
institutional commitment to managing lessons learned means that we can preserve, strengthen, and 
advance our community for the glory of God. It is my hope that you will find the Resiliency System 
a helpful response to Peter’s question. 
There was an earlier impetus for me. In December 2013, just as I was beginning a project with the 
Los Angeles Church in West LA, I became aware of a variety of situations in our churches where 
congregations were returning to problematic behaviors and practices. I sensed that their cultural 
impulses were stronger than their memory. On a four-hour flight I wrote a lessons-learned parable, 
“The Majestic Estates,” which is in the Anything Can Happen webinar workbook that is available 
with this training. I became convinced that lessons learned are easily forgotten unless they are 
memorialized and made accessible to everyone. 
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The Value of a Formal System for Promoting Congregational Learning 
 

Engagement with New Ideas, Sudden Opportunities, and Other Positive Developments 

• A minister honorably retired long before his ministry wanted him to leave 

• Leadership succession plans, managed successfully 

• Mergers of ministries, being stronger together 

• The peaceful prevention of a divisive ministry split, resulting in complete wholeness 

• A strategic separation of ministries for purposes of growth 

• Accepting and properly managing a donation windfall 

• A practical and proven approach to sabbaticals that leads to refreshing ministers (and, in 
turn, the congregation) 

• Converting a high percentage of teens, who lead some of their high school peers to become 
Christians, and retaining them over the years 

• The speedy acceleration of educating ministers, helping them advance in their Bible 
knowledge and other useful proficiencies 

 
And the greatest or most unprecedented of these developments well documented for learning 
purposes. 
 

Engagement with Threats (and Imagining Future Risks) 

• An escalated conflict that initially gets out of hand and hurts members across multiple 
ministries—but is captured before much damage is done 

• A minister who has been found to be in significant conflict of interest—and it is dealt with 
appropriately and transparently 

• At-risk and seriously questionable behaviors of youth workers—addressed by the 
important parties 

• Bullying and/or manipulation from an influential member—confronted and dealt with 

• Full and transparent recovery and redemption of a fallen minister 

• A male minister is accused by a woman of crossing the line of appropriate behavior, and 
an unimpeded investigation handles it according to Scripture, law, and established practices 

• A postmortem of a serious failure 

 
And the most serious and most unprecedented of these well documented for learning purposes. 
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Biblical Principles for Lessons-Learned Knowledge Management 
 
Throughout the Scriptures we can detect an ancient version of LLKM in historical documents from 
the days of Moses, the judges, and the kings. In an early letter from the apostle Paul, he commented 
on the importance of learning from events that occurred long ago (1 Corinthians 10:1–13). The 
moments that he refers to are recorded in Exodus and Numbers, where major tests in Israel’s first 
forty years were recorded that became moments for learning. 
Scholars identify many tests related to trusting the Lord in relation to their escape from Egypt: 
hunger, thirst, restlessness, not listening to Moses, following direction, rebelling (the golden calf 
incident), rage, over 250 community leaders following a mutiny (Korah), giving in to sexual 
immorality (with Moabite women), and not listening to faithful reports (Joshua and Caleb). 
 

The First Official Record of Lessons Learned 
 

Exodus 14:10–12 
Exodus 15:22–24 

Exodus 16:1–3 
Exodus 16:19–20 

Exodus 16:27–30 
Exodus 17:1–4 

Exodus 32:1–35 
Numbers 11:1–3 

Numbers 11:4–34 
Numbers 14:1–3 

Numbers 16 
Numbers 25:1–9 

 
In the New Testament, a momentous council is recorded in Acts, which was established to 
investigate unprecedented events that had occurred in Antioch involving Barnabas and Paul, some 
more conservative believers from Judea, and Greek converts. The Jerusalem leaders made use of 
a timeline of events, consulted witnesses, appealed to past precedent, and considered new 
information. Aspects of this inquiry are recorded in Acts 10 through 15. The prominent elder James 
facilitated the discovery and conclusions, which were distributed in the form of a letter. The matter 
ended in encouragement and peace (Acts 15:30–35). Luke’s inclusion of the main events ensured 
that the knowledge of the lessons, practices, and positive outcome would not be lost. 
There were clans of scribes who were responsible to maintain Israel’s records; these were usually 
Levites (1 Chronicles 2:54–55, 24:6; 2 Chronicles 34:13), and some of them were highly 
respected—David’s uncle Jonathan, Baruch, and Zadok (1 Chronicles 27:32; Jeremiah 36:26; 
Nehemiah 13:12–13). Luke provided this role in some respects. In a sense, this role correlates to 
the responsibility that will be outlined in this session—that of the congregational historians who 
keep crucial institutional knowledge in front of the leaders. 
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Upstream Thinking 
 
A term commonly used to describe the wise actions of catching problems before they happen or 
in real time is “moving upstream.” This idea is illustrated in the message of a public health parable, 
adapted by author Dan Heath and commonly attributed to activist Irving Zola: 

You and a friend are having a picnic by the side of a river. Suddenly you hear a shout from 
the direction of the water—a child is drowning. Without thinking, you both dive in, grab 
the child, and swim to shore. Before you can recover, you hear another child cry for help. 
You and your friend jump back in the river to rescue her as well. Then another struggling 
child drifts into sight, and another, and another. The two of you can barely keep up. 
Suddenly, you see your friend wading out of the water, seeming to leave you alone. “Where 
are you going?” you demand. Your friend answers, “I’m going upstream to tackle the guy 
who’s throwing all these kids in the water.”1 

The parable promotes the vivid concept that going to the source of a disorder should accompany 
earnest and quick reaction to the immediate problem in front of us. Moving upstream combined 
with downstream readiness allows for the maximum possible response to unimagined and 
therefore unexpected events. The “guy who’s throwing all these kids in the water” symbolizes the 
idea that inconceivable things can happen, so attempt to look up and perceive them as quickly as 
permitted by circumstances and “tackle” the matter right away. 
A full-blown failure that is soon tackled with a collective analysis and leveraged for the greater 
good can achieve benefits superior to the sum of the losses. This approach is another form of 
upstream thinking, but its advantages appear later. Dan Health expresses this point very well: “The 
postmortem for a problem can be the preamble to a solution.” 
A clear example of a momentous postmortem occurred after February 21, 1967 when a capsule 
fire took the lives of astronauts Virgil “Gus” Grissom, Edward White, and Roger Chaffee. The 
postmortem of Apollo 1 included deep reflection within NASA, resulting in separate parallel 
investigations, and intense scrutiny from the US congress through public hearings. As a result, 
there were massive changes and enhancements that benefitted the entire space program, including 
separate organizational oversight related to safety, and overall command module redesign. Not a 
single life was lost over the next eleven manned moon missions that make up Apollo’s legacy. 
Historically speaking, it is unfathomable costs that have alerted pioneers to thinking more 
proactively (such as Apollo 1) and near misses that have led to increased ingenuity (Apollo 13). 
The concepts of thinking upstream and leveraging failures should matter to everyone. Every aspect 
of our lives has been improved by carefully analyzing known threats, imaginable risks, and tragic 
events—including transportation, healthcare, policing, construction, and security. It is too often 
the case that faith organizations are behind when it comes to managing serious challenges. 
Consider some of the approaches that fit the category of thinking upstream. 
The best example of upstream thinking in the Bible might be king Jehoshaphat’s quick thinking 
after he nearly lost his life in battle because of a bad alliance (2 Chronicles 18–20). He ended up 
resetting Judah’s justice systems, thus winning the Lord’s favor. As a result, he and his nation were 

 
1 Dan Heath, Upstream: The Quest to Solve Problems Before They Happen (New York: Avid Reader Press), Kindle Edition, 1. A public 
health parable (adapted from the original, which is commonly attributed to Irving Zola). 
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victorious in their next skirmish with enemy nations. This story demonstrates the king’s lessons 
learned, and the record of it demonstrates knowledge management. 

Upstream Measures 
(1) Proactive—investing in mission-critical knowledge, skills, and processes while there 

are no known problems 
(2) Preemptive—launching inquiries and problem-solving strategies when there are early 

indicators of impending issues 
(3) Responsive—immediately attempting to mitigate consequences of a problem and 

simultaneously investigating and addressing the issue at the source 
(4) Postmortem of a Failure—deploying multiparty collaboration (MPC) analysis of a 

failure that produces well-documented and openly reported observations and 
recommendations 

(5) Autopsy without Blame—examining an organization’s history for the purpose of 
improving future decision-making or dissecting something that went wrong—not for 
the purpose of finding someone to blame, but for organizational self-understanding 

(6) Postmortem of an Astonishing Recovery—when individuals successfully manage what 
was previously unimaginable and their actions lead to surprising operational recovery 

(7) Rehearsal—role-playing simulations and examining all known and conceivable threats, 
including the use of case studies, near misses, and cautionary tales 

 

 
Proactive and preemptive measures require strong organizational will because changing behaviors 
and attitudes must start at the top. Consider a fictional operation called Crimson Contagion that 
was carried out in Chicago in 2019. A series of exercises was designed to test readiness and 
coordination from federal agencies, states, and localities to the outbreak of a novel disease. The 
Chicago scenario was close to what we saw in New York the following year, and conclusions also 
revealed what we have witnessed: “inconsistent and inaccurate response guidance and actions to 
healthcare and public health private sector partners.”2 

 
  

 
2 “Crimson Contagion 2019 Functional Exercise Key Findings,” New York Times (December 2019). 
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Knowledge Management 
This section is updated from the LAICC Resiliency System – Design 

 
KM is about using our human capital and knowledge in a manner that solves problems and 
produces the best possible outcome for the largest number of people.3 

—Brent Hunter 
 
At the most fundamental level, knowledge management is concerned with converting tacit 
knowledge into explicit and retrievable knowledge. Tacit knowledge is in the heads of leaders and 
other stakeholders, and involves intuition, experiences, memories, and expertise—which are easily 
lost unless the knowledge is made explicit and propagated to the parties who can most benefit from 
it. At the point of starting a KM practice, the organization will find key information scattered all 
over, as was the case with the LAICC. However, the practice of KM will prove its value. Without 
this capacity to convert inside understanding for later recollection, organizations are vulnerable to 
repeating their mistakes. 
Explicit knowledge is comprehension that we can codify, record, share with others, and go back 
to for reference. The simplest example is a summary of a narrative of a development and some 
takeaways. In major instances, supporting material can include manuals, procedures, checklists, 
training aids, and formal record keeping. But most of the time it is much simpler—it is keeping 
track of wisdom-induced knowledge. 
Toward the goal of producing the best possible outcomes, by cocreating and verifying the “Lessons 
Learned” section in a report and making it available, we strengthened the knowledge management 
of the Los Angeles International Church of Christ. 
It is proposed that the overall church leadership continually increase their capacity to identify the 
most poignant matters that can be leveraged for the benefit of the whole congregation, 
distinguishing normal matters from pressing topics. And before the matter is lost, that it be 
converted to a simple report. This section focuses on a strategy for distinguishing knowledge worth 
memorializing, where to put it, who is the caretaker, and how it is accessed. 
While KM doesn’t require complexity, it’s existence and maintenance does more than the memory 
of leaders can. Human recordkeepers eventually die, retire, move away, or even age out of being 
able to accurately recall events. And while the congregation is not beholden to all lessons learned 
from the past, a good strategy that is streamlined and simple in its sophistication can transform 
even the worst challenge into a unifying event. 

 
 

 

 
3 Hunter, Brent, The Power of KM: Harnessing the Extraordinary Value of Knowledge Management, Spirit Rising Productions, Kindle 
Edition. 
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A Knowledge Management Strategy 
 

(1) Identifying Oversight. The ownership of overall KM requires a team comprising those 
who believe in the concept, are expected to be around for a substantial duration, and 
are committed to collaborating on lessons learned, preserving crucial memories, and 
making knowledge accessible to the appropriate parties. 
Synthesizing knowledge and integrating it into the narrative is an important part of this 
role. When the lessons learned and other knowledge are widely believed to be 
important or valuable, they are to become part of KM. 
The KM representatives for the LAICC will be announced after a sizable number of 
individuals are certified through this training. 

(2) Framing the Category and Importance of the Development. Not all events and issues 
are worthy of a magnifying glass. Is the development so weighty or pressing that it can 
affect the whole of the Los Angeles congregation, consuming time, energy, or other 
resources? 
There are at least five classifications of significant events in the history of a church, 
each having a precedent in Scripture: 

• Advances—an idea whose time has come or a sudden opportunity. Example: the 
availability of a resource commissioned by a donor for a specific purpose, requiring 
a substantial commitment on behalf of the congregation 

• Appeals—a request to address a method, doctrine, unmet need, or sensitive topic 
such as perceived inequities (of race, gender, or generation). Examples: the 
handling of unmet needs in the account from Acts 6:1–7, and the doctrinal issue 
managed at the first Jerusalem Council (Acts 15:1–35) 

• Disorders—a scandal or a confirmed organizational failure of significant 
proportions, an unproven allegation toward a principal officer of the church, a 
disagreement in which intransigence is displayed, a disruptive group in the church, 
et cetera. Example: the mitigating of activities of Eastern tribes, which, through 
fear, poor communications, and misinterpretations, nearly led to war (Joshua 22) 

• Unprecedented Decisions—any extraordinary decision requiring broad support, 
most often prompted by the desire for improved efficiency, safety, growth, or 
health. Example: the decision for Gentile churches to help financially support 
believers among the churches in Judea (as laid out in 2 Corinthians 8–9) 

• Other Developments—If a change is perceived as small but leads to significant 
consequences, it is worth reviewing. Or when certain practices turn out to be 
repeatedly beneficial, they should become part of officially recorded knowledge. 
Example: a successful policy for keeping children safe from abuse in children’s 
ministry 
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All of these scenarios are also called developments, though some occur swiftly, while 
others unfold over long periods. Depending on the nature of the development, crucial 
information can be acquired in advance, while it is occurring, or at the end. 

(3) Development Oversight. The responsible ownership of any matter important enough to 
be recorded for future benefit requires quality control. At least two designated 
individuals should be able to account for the inception of the development, its progress, 
and a report of lessons learned. 
The team should be chosen based on competency, gifts, history, and objectivity toward 
the situation. The team’s sources of knowledge should be the most appropriate for the 
situation: preexisting records, interviews of crucial participants and witnesses, surveys, 
and/or town hall meetings. Their goal is to create a durable assessment that will stand 
up to the review of the greatest number of informed and credible sources. 

(4) Recording and Retrieval. This component will require coauthoring with church 
leadership and will be presented when the system is ready. 

• Format and Length—it is suggested that LL and other information for KM be 
limited to summaries of no more than two pages. Supporting documents can be 
referenced and linked. These will likely be in a more secluded tier because of the 
increased likelihood that they will contain sensitive information. 

• Electronic—where the knowledge should be stored. One option is an internally 
managed Dropbox with restricted editing and access. Another option is a website 
that requires a membership password. 

• Congregational Reporting—when does the congregation learn of a matter? How 
much access to the LLKM record does the church receive? (These questions will 
be clearer when we formalize our reporting and access approaches.) 

(5) Onboarding and Outboarding. When an individual is being considered for a role, it is 
an ideal time to make sure that the candidate can access relevant documents and history 
related to the position. And when someone is leaving a role, it is an ideal time to secure 
their unvarnished perspectives about developments that they were nearest. Exit 
interviews of former holders of a post can provide fresh insight that they might 
otherwise feel at risk to share. 

 
 

 
 
  



The LAICC Resiliency System  Module 9 Notes 

 

10 

How the Proposed Resiliency System Is Designed to Work 
 
The situations that prompted the LAICC Resiliency System involved individuals in prominent 
roles who are no longer in the church and who had been insufficiently tethered to discipling. 
Questions had been raised about their compliance to formal commitments commensurate with their 
positions. There were recurring issues, inquiries, failures to bring about change, and misplaced 
formal reports. 
The situations revealed the need for more attention to three questions:  

• Where are previous inquiries and related reports archived? 
• When should there be an intervention? 
• Where does the authority come from? 

To rectify a vulnerability, we agreed that an LLKM process was needed that had clear ownership, 
appropriate levels of access, roadmaps, and so forth. It’s important to stress that the same energies 
that go into LLKM for protecting the congregation and developing resilience also aid the 
congregation with engaging new ideas and opportunities. I will use a fictional scenario to 
demonstrate this point. 
Let’s suppose there is someone named David who is one of the individuals responsible for 
archiving major events that make up the LLKM portion of the overall Resiliency System, and 
William, an elder, is having difficulty managing an issue that is similar to something that happened 
in another ministry a few years back. 

William begins with a call to David: “Hey David, thanks for taking my call. Can 
you provide a copy of the summary of the situation in Metro LA, from about five 
years ago? The reason I’m interested is that we’re having trouble finding the right 
fit for the lead ministry position. One group feels that we already have a capable 
person who can step into the role. Another group feels that we don’t. The feelings 
are strong, and I’m concerned about what would happen if we misstep in some way. 
Three names of candidates have been put forward, but two of them have 
questionable ministry histories. In addition, race is a component, as well as a history 
of strong teamwork because of overlapping boundaries in adjacent ministries. We 
heard that a highly transparent and collaborative team process was successfully 
used and led to a win-win outcome. Where can I find the strategy that was used?” 
David replied, “William, we keep a record of all task force reports and outside 
consultation reports. There were four or five reports related to that ministry. If you 
can’t find it in the database, I’ll point you to a link to the specific report that 
describes the minister selection process. It was successful enough that other 
ministries have adopted it and embedded some of the concepts into their own hiring 
practices. Not all ministries hire and interview in the same way, but this approach 
has a roadmap and has been commended for hiring under complex situations.” 
William was aware of the records but forgot where they were kept. He replied, 
“Where do I access the records?” David said, “I’ll resend you the link. Some reports 
are accessible by anyone in the congregation. Ministry staff, elders, and board 
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members have even more access; however, sensitive information is more 
regulated.” 

 
In that simple request and response, we learn four things about LLKM: (1) the information was 
kept in a centralized place for records rather than being scattered around, but access was 
decentralized, (2) it utilized a tiered-access archival system that kept relevant official reports for 
congregants and leadership, (3) one of the individuals in charge of oversight was intimately aware 
of its value and how it had been used, and (4) the LL report that included a positive case study had 
been used successfully in other ministries. The first point is important. Moria Levy, in A Holistic 
Approach to Lessons Learned, states that “it is nearly impossible to learn from past lessons when 
they are scattered all over.”4 
All sorts of examples could be sued to demonstrate the possible simplicity and usefulness of an 
LLKM model. Initially, there are not going to be many LL moments stored in the retrieval system, 
unless time is taken to review the past. The initial design of the LAICC Resiliency System looked 
at six events over the first thirty years. For now, it is probably best to incorporate lessons from this 
point forward. 
The congregational benefits from the initial design, the training, and the formal practice of LLKM 
are that lessons learned will lead to positive changes embedded into planning as well as discarding 
problematic features of the past. In this way, the original ministry and other ministries can benefit 
from past situations. 

 

 
 
Lastly, the Resiliency System can not only enrich the congregation by the things we’ve discussed, 
such as learning from successes and failures, but it can also benefit from learning from what 
happens in congregations in our affiliation and beyond. For instance, a brief but comprehensive 
case study from an outside situation can be studied and converted into institutionally embedded 
wisdom. There will be examples in the final module. 
Another practice is rehearsing an imaginable situation using role-playing. This practice was 
common in the early days of our global affiliation. I recall congregational meetings where we acted 
out a wide variety of real-life scenarios in our training. I’ve seen this approach utilized in a variety 
of workshops for improving competencies and processes. 

 
4 Moria Levy, A Holistic Approach to Lessons Learned: How Organizations Can Benefit from Their Own Knowledge (Boca Raton, FL: 
Auerbach, 2021), 67. 
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Concluding Thoughts 
 
Lessons-learned knowledge management is what you already do organically. When something 
hurts that was an unnecessary pain, you strive to avoid it in the future. When you get burned by 
purchasing a falsely advertised product because of a smooth and deceitful sales pitch, you learn 
from it and develop a “Spidey sense” about future spiels. If you have ever lost important 
photographs by not backing up your computer, and it crashed, you have probably developed 
redundant backup practices. Your relationships, healthcare practices, diet, and spending and 
investment strategies are all products of lessons learned and mental logging of those lessons. 
If you think about it, our Creator built the truest sense of a resiliency system including knowledge 
management into our immune system. Our immune system cells produce antibodies when they 
react with foreign protein antigens, such as toxins, pollen, and —especially important these days—
infectious organisms. And our nervous system operates in an unconscious manner, discerning an 
emotional experience as either pleasant or unpleasant, a threat or an opportunity. The limbic 
portion memorializes these developments, providing judgments that are often beneficial for our 
survival and well-being. 
The main thing that is being promoted in LLKM, the core of the Resiliency System, is that we are 
thinking in a collective sense by striving to accumulate the major lessons and make them available 
to the parts of the congregation that might benefit from them. 
 

 
 


