
The success of a Lean change programme 
depends completely on the number of 
employees  reached.  The  more 
transformational the need, particularly if 
existing practices are deeply embedded, 
the more important it is to ensure that 
everyone receives the guidance and 
support they need to make real strides 
forward into Lean practices. 

And sometimes that training and support 
needs to happen fast – across hundreds of 
employees at once. Delivery schedules or 
even basic commercial considerations can 
mean that you need a “big bang”. 

Our “Lean Champion” process solves both 
these problems as you would expect: by 
using A2B Excellence’s bespoke training 
services to train your nominated in-house 
team with all the tools and knowledge they 
need to spread best practice throughout 
your organisation – to become “Lean 
Champions”. 

DISCOVER YOUR IN-HOUSE HEROES  
AND EMPOWER THEM TO DELIVER 

But not everyone is a natural trainer; and 
even those who are might not know it! 

A2B Excellence’s highly practical, hands-on 
programme provides a comprehensive 
foundation for new facilitators in developing 
and delivering Lean training.  

Participants acquire all the skills they need to 
understand Lean objectives based on the 
requirements of the business and also to 
develop and structure appropriate training 
content. They also discover how to maximise 
individual learning through an examination 
of learning styles and to adapt their 
approach and delivery style to interact with 
and motivate trainees with greater 
confidence. 

Yet this is no off-the-shelf offering. 
Prospective trainers are carefully coached 
to the Lean improvement outcomes they 
have been chosen to deliver; shadowing an 
A2B Excellence trainer until they are ready to 
deliver 25%, 50%, 75% and eventually 100% 
of a course. In this way, absolute and 
guaranteed knowledge transfer is ensured. 

LEAN CHAMPION 
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If you don’t learn from experience, you’ll make 
the same mistakes again. And again. Costing 
more every time…. 

Everyone understands the basic value of running 
a Lessons Learned exercise. On complex projects, 
particularly those with multiple stakeholders, there’s 
always something which could have been done 
better.

If you can learn from the experience, then those 
lessons can be carried through to future projects, 
saving money, effort and goodwill every single 
time.

But running a Lessons Learned session can be 
challenging. For starters, fi nding the time and 
resource is hard – it’s tempting to close the book 
and move onto the next exciting job.

More importantly, using in-house resources 
(or representatives from possibly confl icting 
stakeholder partners), it’s all too easy to fall into a 
“blame game” of criticism.

At A2B Excellence, we are professionally unbiased 
outsiders with no axe to grind, committed to the 
success of the project and proud to bring best 
practice from countless previous projects to the table. 

We’ll approach your Lessons Learned exercise with 
discipline and structure – and ensure that positive 
aspects of the journey are also recognised. 

We’ll even collate information gleaned from the 
sessions in whatever form you want (verbatim, 
key facts, graphics, how-to guides etc.) and 
make sure they’re safely stored in your repository 
of choice: SharePoint portal or other knowledge 
management system.

KEEP BEST PRACTICE WHERE IT BELONGS: IN-HOUSE!
The Lessons Learned process has become more 
important than ever in our modern era where 
project teams are disparate and multi-party; and 
talented individuals move much more frequently 
between jobs and roles. 

With an effective Lessons Learned regime, good 
practice can be archived in the company’s 
repository of knowledge, keeping it in-house and 
adding value with every new project.

WHAT’S STOPPING YOU?
The Project Management Institute found that the 
top 3 reasons for not conducting Lessons Learned 
exercises were:

84%: Lack of time. We’ll take the burden!
69%: Lack of resources. We’ll provide the talent!
60%: Lack of processes. We’ll bring best practice 
to everything you do.

A2B Excellence Ltd | 8th Floor, Elizabeth House, 54 – 58 High Street, Edgware, Middlesex, HA8 7EJ
Tel: 07881 203937 | Email: info@a2bexcellence.com | Web: www.a2bexcellence.com | #projectsarepeople

LESSONS LEARNED



•  Do you worry that regular activities could and 
should be improved – and are probably costing 
you money – but it’s just not worth the upheaval 
to fix things?

•  Are you and your team incredibly busy, to the 
extent that it feels you’ll never get round to 
examining the value and effectiveness of the 
things you do?

•  These are the typical characteristics of a 
situation where a Lessons Learned activity can 
really help. It doesn’t have to take long (nobody 
has time to spare!) but it does need a motivated 
outsider like A2B to bring stakeholders together 
towards a productive result, and to ensure that 
blame ceases to be a motivator.

A2B Excellence Ltd | 8th Floor, Elizabeth House, 54 – 58 High Street, Edgware, Middlesex, HA8 7EJ
Tel: 07881 203937 | Email: info@a2bexcellence.com | Web: www.a2bexcellence.com | #projectsarepeople

KEY CONSIDERATIONS

LESSONS LEARNED

A2B has a rich heritage of aligning stakeholders in complex situations towards more profitable, 
positive outcomes. Lessons Learned is a technique particularly applicable to ingrained processes 
which you have repeated so many times that it has become the norm – until someone asks why it 
has to be so painful!

The Solution for… Eliminates Business Challenges…

◆ Complex or multi-stakeholder projects ◆ Creating an open and blame-free culture

◆  Professionalisation initiatives - mandates for 
organisation-wide efficiencies or pressure to 
reduce topline costs from project activity 

◆  Boards and management teams wanting 
to embed sustainable best practice and 
improved profitability into operations

◆  Projects and programmes at risk of 
breakdown or legal dispute

◆  Programme and Project Managers seeking 
to professionalise future activities

◆  Rolling works programmes where mistakes 
will be repeated unless checked

◆  Line Managers looking for better cross-party 
collaboration and team engagement



Leading infrastructure contractor, Cleshar, brought 
A2B in to help their management team understand 
why effort was going to waste on their crucial 
tendering operation. The business depends on multi-
million pound tenders, and they wanted to achieve 
a better hit rate with fewer negative experiences 
(including last-minute submissions and problematic 
inaccuracies). 

We spent time with the different stakeholders (the 
operational team, the commercial team, the 
executive and the bid function) to understand their 
approaches and where they felt that effort was 
falling through the cracks. We then brought the 
teams together in an open and productive facilitated 
environment to neutralise parochial concerns and 
redirect the talent towards commercial outcomes, 
and to define best practices which could be shared 
across the business.

With 100% buy-in for the process, we were 
soon able to give the participants  clear 
recommendations, which included establishing bid 
champions to nurture tenders as they progressed, 
and simplified processes (rather than more 
gates) which better met the varying needs of the 
stakeholders involved. 

The result has been better team engagement, 
less wasted effort, a One Team approach to 
what remains one of Cleshar’s most important 
commercial activities, visibility of the bid process, 
and single-manager ownership and accountability 
for each bid. The business is now seeing a 14% uplift 
in wins on an average bid size of around £3m – our 
work is therefore worth some £400,000 per tender 
application.

“A2B Excellence have always honoured their 
promises. Their analysis of our business was always 
professional and accurate, which meant that their 
advice was sound. Instead of just benchmarking 
our operations at one moment in time, their 
diligence gave us processes which are still adding 
value and which we can apply as we continue to 
grow the business.”

Tricia O’Neill, CEO, Cleshar
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LESSONS LEARNED

WHAT WE DID FOR:  
CLESHAR, BIDS AND TENDERS PROCESS



 A single, usable narrative of the truth

The tried-and-tested methodologies we use are 
designed to flush out operational challenges from 
any situation, without creating animosity or fear. 
And because we have an in-depth understanding 
of best practice delivery, we can cover all the key 
elements - programme adherence, sequence, 
quality management etc. – as peers with 
stakeholders and talking their language. The result 
is a single version of the truth which all contributors 
can agree to and learn from. 

 Institutional learning for everyone

Our facilitation expertise removes all hierarchies 
from the process, so that manager/subordinate or 
prime/subcontractor relationships are left at the 
door. 
Then, we deploy over 20 years of Lean expertise 
to not just uncover issues but to dig into their root 
causes and explain why an issue might have 
occurred. This allows us to deliver solutions that are 
quantifiable and can be fed back to the business – 
indeed, everyone’s businesses.

 Buy back time and goodwill

We know how hard it can be to conduct project 
reviews – especially if commercial concerns mean 
that the team disperses to work on other cash-
generative projects. 
Uniquely, if the parties cannot be assembled 
easily, we are confident enough in our structured, 
programmatic approach that we will run expertly 
facilitated sessions at stakeholder premises and act 
as the conduit to all parties. This allows partners to 
rebuild relationship bridges whilst still progressing 
with new work.

 Actionable Outputs

Getting value from a Lessons Learned activity is a 
case of bringing together world class people skills, 
record-keeping, sector knowledge and process 
management. Our objective is not just to create 
the definitive record of the truth as agreed by all 
participants, but also to generate clear, actionable 
improvements which can be put to work for better 
results in as broad a range of contexts as possible. 
You can trust us to put our extensive Lean 
knowledge to work in producing simple, workable 
outputs – which is why our Lessons Learned 
generate significant ongoing savings.
•  Repeatability. Create an open, blameless culture 

in which the next round of Lessons Learned will be 
even more honest and productive

•   Operational Benchmarking. Find out how 
other businesses tackle challenges and drive 
improvements. By escaping the confines of 
local practice (“how we do things round here”), 
benchmark performance against outside 
standards of productivity, throughput, waste, 
team alignment etc.

•  Discover new talent. Every organisation has latent 
talent and latent skills – often lying dormant. The 
opportunity to participate invariably uncovers 
effective communicators and leaders, and for the 
rest will yield improved employee satisfaction too.

WHY A2B EXCELLENCE?
The A2B Excellence team is uniquely qualified to 
ensure your Lessons Learned activity is delivered 
effectively and professionally:  

•  An award-winning team, including recognition 
from the Chartered Institute of Professional 
Development and three consecutive awards for 
employee engagement

•  A strong track record in public and private 
sectors, with over 30 years of facilitation 
experience in complex and challenging 
employee environments

•  Devoted to building high-performance teams 
which meet both the expectations of the business 
and the career ambitions of team members. Our 
work has been independently validated, saving 
thousands of man-days and millions of pounds.
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LESSONS LEARNED

WHAT DO WE TYPICALLY ACHIEVE?


