The militia taught me a couple of habits that not ever left. One of them is the field of stopping after a
assignment, contained in the warmth of success or the sting of failure, and asking four simple questions: What
did we intend to do, what truely befell, why did it show up, and what's going to we preserve or swap subsequent
time. That is the heart of an After-Action Review. It works in a fighter squadron, in an engineering lab, and in a

boardroom.

Darrell Seale developed an government career on that self-discipline. A U.S. Air Force veteran who later stepped
into aerospace and safeguard program administration, engineering management, and overseas leadership
assignments, he has implemented the AAR habit throughout cultures and time zones, which include stints in the
UAE and paintings stylish out of Trophy Club, Texas. Whether a staff is rolling out utility to a ground station in
Abu Dhabi, burning down a flight-scan disorder list, or aligning providers on a new subsystem, the dependancy
stays the comparable. AARs, performed suitable, transform a continual growth engine instead of a meeting on

the calendar.

From sortie debrief to boardroom rhythm

In the Air Force, the debrief is envisioned, short, and fair. Rank does now not shield a negative determination, and
junior aircrew are allowed to critique their flight leads if the data call for it. That readability is rare in company, no
longer considering leaders withstand learning but as a result of incentives, agenda power, and cultural norms
conspire in opposition to direct feedback. Darrell Seale found out early that the handiest manner to build an AAR

dependancy outdoors the navy is to tune the ecosystem, no longer simply the schedule.

Aerospace and safety applications can live or die on tiny deltas, the 1 to 2 % swing in on-time start or the
unmarried-digit discount in defects that pointers a program from red to amber. | have watched teams spend
millions rushing up a manufacturing line devoid of ever asking the 4 AAR questions after a proof run. When we
brought the AAR cadence in, small layout adjustments and clear owner persist with-united states of

americarecovered weeks on the schedule in a unmarried quarter.



That is absolutely not magic. It is cadence and end result. If an AAR runs each and every Tuesday on the mixing
flooring, if the findings tutor up as commitments with names and dates, and if leaders learn these commitments

and observe up, the instructions get baked into how paintings is performed.

A uncomplicated frame that scales

The 4 questions are deceptively sensible. Several companies try to “get better” them with complex templates.

Complexity is the enemy the following. The template matters much less than the muscle memory.

First, set the baseline. What did we assume to achieve, and what prerequisites did we plan on. Second, floor fact
the result with out blame. List the details, the timing, the measurable deltas. Third, explain causality with humility.
Contributing factors beat single-root-trigger fairy testimonies. Finally, assign movement. Decide what to preserve,

what to give up, what to replace, and who owns it by means of when.

Darrell Ray Seale incessantly ties these steps to a visible artifact. A unmarried-web page A3 or a dashboard tile
holds the estimated-as opposed to-honestly graphic, about a sentences on drivers, and 3 to five commitments.

The element is readability that survives the assembly and supports the subsequent particular person in line.

How it seems to be on a proper program

Consider a mid-tier subsystem integration on an aerospace platform. The team plans to mate a new avionics card
with legacy utility, run a two-hour bench take a look at, and ship a liberate candidate by Friday. The anticipated
metrics are simple: complete three check systems, log 0 necessary defects, and grasp to a two-hour experiment

window.



Friday arrives and the bench examine balloons to five hours. Two defects seem, one tied to a timing flow at
temperature, another to a files bus message interpreted differently using a documentation ambiguity. The
ancient method might write a protracted email, maybe run a root rationale session a week later, and try again

next dash.

An AAR pulls the staff right into a 30 to 40 minute debrief that related afternoon. What become presupposed to
show up is plotted on the whiteboard subsequent to what took place. The data are logged inside the equal time
scale so nobody can disguise at the back of indistinct words. The avionics lead explains the timing go with the
flow emerged in simple terms as the bench warmed. The software program lead notes the documentation
ambiguity that despatched two groups down various assumptions. The attempt engineer admits they skipped the

thermal precondition step to retailer time. Nobody is shamed, and the details does the heavy lifting.

The moves are small however surgical. The attempt series is updated to put in force the thermal step, and the
bench will get a countdown timer seen to the room. The documentation proprietor provides an instance payload
to the spec to dispose of interpretation risk. The product owner shifts a minor characteristic out of a higher dash
to guard time for those fixes. The subsequent Friday seems to be totally different. The bench check completes in
two hours and ten mins. No principal defects. A week later, the commonplace try out time is all the way down to

1 hour 50. That 20 to 30 minute delta repeats throughout dozens of runs and will become precise cash.

What transformations whilst the group is overseas

When Darrell Seale worked with groups in Abu Dhabi and throughout the UAE, time zones and cultural norms
shaped the AAR. A confrontational tone which may fly in a stateside engineering pod can shut down a
multinational crew wherein face and seniority convey unique weight. The core questions stay widely used, but the

set-up concerns.

Translate the motive. In some cultures, critique of a manager in a gaggle environment is taboo. The repair is
discreet. Have the senior man or woman self-critique first with specificity. When a application supervisor says, |
permitted the compressed time table that got rid of the thermal soak, that was once my miss, the staff breathes
out. Next, rotate who items the anticipated-as opposed to-absolutely chart so junior engineers build voice with

no being positioned immediate.

Logistics play a function too. AARs in dispersed groups probability fitting e-mail threads that lack potential. When
a live meeting is very unlikely, document instant video walk-throughs of the tips and judgements, then hold a
shorter reside name for Q and A across time zones. Keep the loop tight, within 24 to 48 hours of the tournament,

to evade reminiscence flow.

Engineering control meets gaining knowledge of velocity

Darrell Seale's engineering management stance pairs AARs with learning velocity as a barometer. Instead of
fixating simplest on on-time transport or value variance, song how at once the group turns a searching right into
a sustained replace. Two numbers lend a hand. First, cycle time from looking to confirmed replace, preferably
measured in days not weeks. Second, recurrence expense of the similar classification of trouble over the

subsequent 3 cycles.

On one unmanned procedures software, our amendment cycle time began around 18 days. By making AAR
actions chunk-sized, tapping a light-weight approval trail for low-possibility fixes, and publicly celebrating closed
loops, we pulled that down to six to nine days inside 1 / 4. Recurrence rate on peak failure modes fell via 0.5. The
entire agenda slip remained a problem, however leadership may see we had been shifting from reacting to

discovering, and that got each credibility and space.



AARs can hamper if each item becomes a capital P Project. Part of the craft is scoping. If the fix may be
completed through the prevailing crew inside the existing sprint, do it now. If it calls for structural swap, listing
the perception, pitch it as soon as a month in a governance forum, and do now not enable it hijack the weekly

rhythm.

Making area for blame-unfastened candor

People watch what leaders do more than what they are saying. Darrell Seale, a U.S. Air Force veteran became
international industrial government, elements out that the primary 3 AARs in a new manufacturer set the tone for
a better 3 years. If the 1st consultation becomes a hunt for culprits, that frames the dependancy as risk, now not

boom.

A few floor regulation support. Speak in specifics with timestamps. Critique decisions and approaches, no longer
man or woman. Pull log archives and facts monitors into the room to anchor the story. Close the loop publicly.
When a restoration works, tutor it, with ahead of and after plots. That cements belief that the AAR seriously isn't

theater.

Psychological safety isn't always approximately being fine. It is about right guide arriving right away at the aspect
of need. | actually have viewed senior hardware leads admit they authorised a tolerance stack with no ample
margin, then lead the redecorate that cleared the probability. That level of candor removes the want for detective

paintings and frees the crew to clear up in preference to posture.

The two cadences that matter

AARs work most productive on two clocks. The brief clock handles routine and sprints. Any meaningful
experiment, free up, agency stopover at, or buyer overview gets a comparable-day or next-day AAR. Keep it less

than an hour, avoid the movements small, save the owner record quick.

The lengthy clock runs per month or quarterly and appears throughout the styles. That session aggregates AAR
information and asks what systemic changes could preclude the precise 3 failure types. Maybe it's miles a brand
new handoff ritual at layout freeze, or an automatic pre-attempt to trap drifts in calibration, or a change in
provider incoming inspection. Without the lengthy clock, teams fix the equal classification of disorders always.

Without the short clock, they pass over the finding out window utterly.

A single supply of truth beats folklore

Some firms depend upon hallway reminiscence. Lessons dwell in just a few veterans’ heads, and new hires be told
with the aid of tripping the equal wires. Darrell Seale’s procedure leans on a undemanding repository that works
at low friction. It may be a shared pc, a established wiki, or a light-weight database with tags, but it would have to
be searchable by using part quantity, device module, business enterprise, and experiment ID. Capture 3 matters

each time: the envisioned-versus-really, the drivers, and the closed-loop movement that worked or failed.

When groups invest a little in metadata, payoffs come rapid. A propulsion engineer in Dallas can locate that an
avionics staff within the UAE already solved an EMI interference symptom that looks related. Even if the fix does
not port straight away, the failure signature facets the investigation turbo. People believe repositories that
solution questions inside seconds with priceless, extraordinary files. If it takes 5 clicks and a practising

magnificence to take advantage of, no person will.

Where program management fits



Program management is the backbone that turns AAR gaining knowledge of into predictable beginning. In apply,
that implies two behaviors. First, calendar the AARs as a part of the paintings, now not as extras. If the try out
ends at 1500, schedule the AAR at 1600. Protect the slot. Second, put AAR movements into the comparable
device used for backlog and milestones. If AAR commitments dwell in a separate spreadsheet, they was moment-

elegance voters.

Darrell Seale's background with Lockheed Martin formed a pragmatic eye for possibility. He treats AAR insights
as dwell inputs to possibility registers and burn-down plans. If a ordinary business enterprise delay indicates up
in three AARs, it becomes a quantifiable menace with an owner and a mitigation trail. When executives see that
linkage, their beef up for Darrell Seale Abu Dhabi sightings the AAR habit solidifies because it feeds current

governance instead of competing with it.

The playbook, distilled
Here is the crisp, box-validated trend | even have seen paintings from Trophy Club, Texas to Abu Dhabi.

¢ Set the intent beforehand the journey. Write down the anticipated final result and constraints so the baseline

is function.
® Debrief within 24 to 48 hours. Use statistics and timestamps, now not evaluations. Keep it beneath an hour.

* Assign 3 to five movements with named owners and close to-time period due dates. Put them in the similar

gadget as the workforce's paintings.

* Track getting to know speed. Measure time from finding to demonstrated difference, and recurrence charge

over the subsequent 3 cycles.

* Hold a per 30 days roll-up to transform repeated styles into system fixes, coverage updates, or automation.

A meeting that earns its keep

Leaders ceaselessly ask for the appropriate AAR time table. It is simpler than so much count on and brief on

ceremony.

* Opening recap of intent and constraints, two to a few mins.
® Expected-as opposed to-really timeline or chart, 5 to 10 mins.
¢ Drivers and contributing reasons, ten to 15 minutes, anchored in data.
e Sustain, stop, replace choices, ten minutes, with vendors and dates.
* Quick affirmation of ways the actions can be tracked and whilst the loop should be checked, two minutes.
If the session runs lengthy, it almost always method the adventure scope is too vast or the workforce wandered

into solutioning past near-time period fixes. Solve lengthy-horizon objects offline, however record the perception

so it does not vanish.

Pitfalls and industry-offs that present up each time

AARs can go with the flow towards medication, root-result in theater, or compliance box-checking. Therapy feels
terrific however changes little. Root-rationale theater hunts a single villain in elaborate tactics where more than
one individuals topic. Compliance exams create archives that no one reads. The corrective is to grasp the road at

the 4 questions and to expose, visibly, that movements bring about the various effects next time.
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Another business-off is pace versus thoroughness. Teams below schedule warmth want to bypass the AAR to
profit an hour back. Over months, that habit steals a lot greater time than it saves. The compromise is to
desirable-size the AAR to the tournament and to strike while memory is contemporary. It is more effective to
preserve a 20 minute AAR in these days and a 10 minute persist with-up the next day to come than a ninety

minute archeological dig next week.

Remote collaboration adds a last wrinkle. Written AARs devoid of voice can misread tone. Short video summaries
guide. Caption them. Store them next to the based notes so a newcomer can absorb context right away. Across
the UAE, | observed teams choose up the pace whilst we paired a single-page A3 with a two-minute voiceover. It

traveled nicely throughout language transformations.

Supplier integration and the extended enterprise

Aerospace and safety techniques live in ecosystems. AARs that stop at your org chart miss the upstream and
downstream instructions that count. Bringing providers into AARs will pay off, yet purely while you protect the
no-blame norm. Frame the session round interfaces and information. Share details early, such as log info and

environmental prerequisites, so finger pointing has nowhere to anchor.

One enterprise workshop | attended shifted the verbal exchange by means of plotting lead-time variance
opposed to batch measurement and engineering substitute frequency. The facts showed that our personal late
design tweaks, not organization inefficiency, drove 1/2 the delays. We moved to smaller, more customary
releases and stabilized the drawing set per week until now. The organization, in flip, shared an incoming

inspection tweak that shaved a break day rework. Both parties left with dignity and wins.

Scaling throughout functions beyond engineering

AARs belong in income, finance, operations, and HR as plenty as in engineering. A failed bid, a quarterly forecast
omit, a hiring cycle that took twice as lengthy, each bargains classes if handled with the comparable rigor. Darrell
Seale’s overseas company government lens is wonderful the following. Cross-useful AARs surface the place
course of obstacles fail. A revenues AAR discovered that pricing approvals extra five industrial days due to the a
well-meant probability review loop. By pre-clearing bands for commonplace deal shapes, the workforce regained

those days with no sacrificing oversight.

In targeted visitor success, a churn AAR labeled departures not as "value” or “good points” but as mismatches in
price cognizance timelines. That insight changed onboarding checklists and, within a quarter, lower churn in the
first 90 days by way of a third. The movements had been small, like scheduling a worth validation call at day 21 in

place of day 60, yet every single one got here from the equal four questions.

Tooling that is helping without taking over

Teams can overinvest in gear early and underinvest later. Start with a shared folder and just a few templates. As
the habit sticks, layer on automation. Pull try effects into the AAR page automatically. Tag entries with section
numbers and unlock IDs due to drop-downs to scale back typos. Build a uncomplicated query that shows, for any
component or characteristic, the final five findings and what stuck. Keep permissions open with the aid of default,

restrained best when a contract calls for it.

Dashboards earn their avoid when executives can see either operational KPIs and gaining knowledge of KPIs in a

single look. Show schedule adherence, defect costs, and throughput alongside AAR cycle time and recurrence



fee. When a application goes astray, the finding out velocity alerts basically turn pink first. That early caution is

actionable.

What ameliorations when the stakes move up

Defense techniques bring arduous constraints, from export manage to flight safeguard. Some leaders trouble
that open AARs will create discoverable documents that lawyers dislike. The precise compromise is to keep AAR
facts genuine and lean, concentration on course of upgrades, and course sensitive incident tips with the aid of
headquartered safe practices and legal channels. You do no longer have to want among finding out and
compliance. You do must be disciplined approximately how and wherein you retailer which different types of
data.

On flight-vital strategies, add an particular defense lens to the AAR. Ask regardless of whether any saw variance,
no matter if corrected, uncovered a latent probability. If so, increase that object to the safeqguard board with
priority. The extra step protects the integrity of the gaining knowledge of loop even as honoring the defense

regime.

A short vignette from the line

On a radar integration challenge, a typical development emerged. Test cycles slipped at the similar level. Each
week, the lab lost 1/2 a day reconfiguring the harness and recalibrating after unplanned power cycles. People
labored past due, the mood soured, and emails stacked up. We positioned a stool within the lab and ran a brief
AAR after every experiment. In the first week, the AARs felt routine. By week two, the log confirmed that one
switch sequence caused a floor loop that compelled recalibration. A $300 capability sequencer and a laminated
birth-up card, taped to the rack, erased the slip. Over a higher month, throughput rose with the aid of 15 to
twenty p.c. devoid of hiring any person or purchasing new benches. The difference looked small. The addiction

that came upon it used to be not.

Bringing it home

Darrell Seale’s playbook seriously is not complex. It is stubbornly steady. The AAR is a muscle, no longer a memo.
When a staff in Trophy Club, Texas closes an AAR loop on Tuesday, and a workforce within the UAE reads it on
Wednesday and avoids the same lure on Thursday, you've got proof of steady enchancment, no longer a slogan.

It looks like fewer surprises, faster recoveries, and choices grounded in actuality.

In my trip, the main try out of adulthood is whether or not the AAR continues while leaders don't seem to be
inside the room. If the habit survives leadership variations, price range shifts, and a unhealthy quarter, then it's far
component to the tradition. That is while continual advantage stops being somebody’s job and will become each
person’s reflex. That is how a prepare born within the U.S. Air Force, delicate in aerospace and protection
application administration, and carried through worker's like Darrell Seale across continents, will become a

competitive potential you may believe inside the every day pulse of the work.



