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Executive Summary 

Background 

Knowledge management is the organizational practice of continuously capturing, 
distributing, and effectively utilizing knowledge.  At NASA, knowledge management 
activities are conducted on a federated basis by Centers and Mission Directorates. The NASA 
Chief Knowledge Officer (CKO) reports to the Office of the Chief Engineer and is responsible for 
policy and integration of knowledge services across programs and projects in the Centers and 
Mission Directorates.  

NASA's Knowledge Capture and Transfer Working Group was established in support 
of NASA Policy Directive 7120.6a, which requires the agency to mitigate the knowledge 
impacts of workforce demographic trends and close anticipated knowledge gaps to 
benefit future knowledge users. The Working Group was chartered by the agency’s CKO and 
led by representatives from multiple Centers and Mission Directorates from January to 
September 2021. This report describes the findings and recommendations of the Working 
Group.  

Challenge 

NASA maintains a vital knowledge base. Engineers, project managers, scientists, mission 
support personnel, and people from other disciplines come together to perform extraordinary 
work every day. They share their knowledge in technical reports and publications, 
presentations, interviews, lectures, and numerous other forums. However, these formal 
knowledge-sharing environments do not completely capture or reflect the breadth or depth of 
the knowledge necessary to achieve NASA's mission success, as this knowledge resides in the 
agency’s workforce, teams, and missions.   

The challenge of knowledge capture and transfer is especially pressing. The anticipated 
change in the workforce demographics due to attrition through retirement of the most 
experienced personnel — many of whom cannot easily be replaced — presents a serious 
knowledge retention challenge for NASA. In addition, external factors make it difficult for 
leaders and managers to prioritize the resources needed to ensure that knowledge is retained 
during project and personnel transitions. It can also be difficult to anticipate which knowledge is 
most critical to capture and transfer in NASA’s complex environment. 

NASA leaders and teams have identified challenges with connecting employees to 
knowledge when they join a team and retaining the critical knowledge held by 
experienced personnel in advance of retirement or other transitions. Knowledge loss and 
insufficient expertise generate great long-term costs. Employee transitions can cause stress and 
loss of productivity for teams, and they can present risks to projects and impact the likelihood of 
mission success.   

Approach, Recommendations, and Next Steps 

The Knowledge Capture and Transfer Working Group sought to understand current 
practices across all Centers for gathering critical knowledge from experts (“knowledge capture”) 
and making it available to others within the workforce for application to new challenges 
(“knowledge transfer”).  This report explains current knowledge retention challenges, 
discusses the Working Group's activities and findings, and introduces tools and 
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processes to support technical teams and projects through retirements and other 
transitions. 

Three overarching recommendations were developed by the Working Group:  
 

1. Standardize processes, templates, and guidance to support knowledge capture for 
personnel and project transitions. 

2. Develop templates and guidance to support knowledge transfer and connection 
processes. 

3. Promote and support knowledge capture and transfer practices and tools so that 
they can be applied effectively throughout the agency. 
 

The group's next steps are to communicate the knowledge capture and transfer strategy 
based on these recommendations, shift NASA's knowledge services approach to adopting and 
sharing resources with our communities in support of these goals, and develop an 
implementation plan to advance the specific recommendations of this group in the months that 
follow this report. This report serves as an account of how the Working Group accomplished its 
tasks. As a result of this work, NASA and its workforce will be better equipped to capture and 
transfer knowledge through transitions, support adherence to the Knowledge Policy for 
Programs and Projects, and thereby help NASA's technical workforce to achieve mission 
success.   

 



 

3 
 

 

Table of Contents 
EXECUTIVE SUMMARY ........................................................................................................ 1 
Background ................................................................................................................................ 1 
Challenge ................................................................................................................................... 1 
Approach, Recommendations, and Next Steps .......................................................................... 1 
BACKGROUND ...................................................................................................................... 4 
CURRENT STATE .................................................................................................................. 6 
Goals ......................................................................................................................................... 6 
Findings – Survey ...................................................................................................................... 6 
Way Forward ............................................................................................................................. 8 
CULTURE ................................................................................................................................ 9 
Goals ......................................................................................................................................... 9 
Findings – External Practices ..................................................................................................... 9 
Findings – Survey .....................................................................................................................11 
Way Forward ............................................................................................................................13 
KNOWLEDGE PROCESSES ...............................................................................................14 
Goals ........................................................................................................................................14 
Findings – Current Agency Practices ........................................................................................14 
Way Forward ............................................................................................................................18 
ONBOARDING AND CONNECTING  .................................................................................19 
Goals ........................................................................................................................................19 
Findings – Research .................................................................................................................19 
Way Forward ............................................................................................................................20 
KEY FINDINGS AND RECOMMENDATIONS ...................................................................21 
Key Findings .............................................................................................................................21 
Recommendations ....................................................................................................................22 
CONCLUSIONS AND NEXT STEPS ...................................................................................24 
APPENDIX A: KNOWLEDGE CAPTURE AND TRANSFER SURVEY RESULTS .......25 
Directions Given to Participants ................................................................................................25 
Survey Questions ......................................................................................................................25 
APPENDIX B: CURRENT STATE .......................................................................................35 
Current State Team Charter ......................................................................................................35 
Current State Team Report .......................................................................................................36 
Current State Team Open-Ended Question Analysis ................................................................38 
APPENDIX C: CULTURE .....................................................................................................45 
Culture Team Charter ...............................................................................................................45 
Culture Team Report.................................................................................................................46 
APPENDIX D: KNOWLEDGE PROCESSES .....................................................................66 
Knowledge Processes Team Charter ........................................................................................66 
Knowledge Processes Team Report .........................................................................................67 
APPENDIX E: ONBOARDING AND CONNECTING .........................................................70 
Onboarding and Connecting Team Charter ...............................................................................70 
APPENDIX F: NASA SAFETY CENTER REPORT ...........................................................71 

 



 

4 
 

 

Background  

 
NASA Policy Directive 7120.6A, Knowledge Policy for Programs and Projects, requires the 

agency to focus efforts on mitigating the impacts of attrition, workforce demographic trends, and 
program/project closeouts on knowledge loss and to close anticipated knowledge gaps for the 
benefit of future knowledge users.  The NASA Knowledge Community provides this focus. The 
NASA Knowledge Community is made up of Chief Knowledge Officer (CKO) teams from each 
NASA Center and Mission Directorate, as well as points of contact from relevant NASA 
organizations, including the Office of the Chief Information Officer (OCIO), the Office of Safety 
and Mission Assurance (OSMA), and the NASA Engineering and Safety Center (NESC). The 
Chief Knowledge Officer and Director of NASA’s Academy of Program/Project and Engineering 
Leadership Knowledge Services (APPEL KS) convenes the NASA Knowledge Community, 
which meets at least quarterly to benchmark progress and gather performance updates for 
knowledge sharing activities. In December 2020, many participants noted challenges with 
upcoming retirements and other workforce transitions, and some identified these as 
potential risks for missions and programs.   

 
APPEL KS chartered a NASA Knowledge Capture and Transfer Working Group in January 

of 2021 to address and mitigate these challenges. Senior representatives from the APPEL KS 
team led the group with participants from six Centers and three Mission Directorates. The 
group’s goals were to: 

 
● Review and analyze current agency techniques for knowledge capture and transfer for 

project transferees, retirees, and people leaving NASA. 
● Prompt and encourage best practices for knowledge capture and transfer across the 

agency. 
● Advance the “State of the Discipline” for knowledge capture and transfer. 

 
Four teams were created to achieve the above goals: 1) Current State Team, 2) Culture 

Team, 3) Knowledge Processes Team, and 4) Onboarding and Connecting Team. Each team 
developed initial goals and modified their focus over time. Through a survey, interviews, and 
observations of the current workforce, the Working Group gathered and analyzed information on 
the current state of knowledge capture and transfer at NASA. Based on their results, they 
prioritized shared tasks, with some completed in this iteration and others to be pursued in the 
future. By researching best practices from internal and external organizations and studies, 
capturing workforce recommendations for improvement, and analyzing the current state of 
knowledge capture and transfer, the Working Group identified solutions to:  

 
● Encourage a culture in which knowledge is routinely captured throughout the 

lifecycle of an employee, not just at retirement or departure. 
● Support knowledge transfer to onboarding employees’ in a more efficient way. 
● Connect newer and more experienced practitioners for knowledge transfer.  
● Encourage employees to seek out knowledge from other agency talent. 
● Simplify the process of capturing and transferring knowledge. 
● Document and formalize knowledge transfer processes.  
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Each team brought its research, survey analysis, and pathfinder projects together in August 
of 2021 to develop a set of shared findings and recommendations. Figure 1 includes a 
breakdown of the timeline for the Working Group.  

 
Figure 1: Working Group Timeline 

 
 
A Brief Note on Scope 

This study addresses knowledge capture and transfer activities within NASA.  While the 
Working Group observed external practices and discussed those findings, not all the 
recommendations will be applicable in other organizations or other environments.  

In addition, some sections of this report reference onboarding and offboarding processes.  
These processes often incorporate significant human capital, information technology, and other 
administrative elements.  This study’s scope is limited to the knowledge capture and transfer 
elements in onboarding and offboarding processes that support knowledge continuity through 
employee transitions. 
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Current State 

Goals 

The Current State Team informed the rest of the Working Group and Knowledge 
Management (KM) community of current approaches to knowledge capture and transfer and 
their efficacy to inform future recommendations. Their initial goals were to: 

1) Collect a list of tools, techniques, and resources NASA uses to facilitate onboarding and 
retiree knowledge transfer.  

2) Analyze the list for pros, cons, and user satisfaction. 

Findings – Survey  

Approximately 250 surveys were sent to program and project management and systems 
engineering leaders, knowledge officers, and training points of contact (POCs) throughout 
NASA. The team received 84 responses, a 37% response rate. The survey included multiple-
choice and open-ended questions to assess the current state of knowledge capture and 
awareness of offboarding processes that support knowledge or technical skill capture and 
transfer for those leaving the individual’s organization.  

The Current State team analyzed reported satisfaction with formal and informal processes 
and reviewed responses to open-ended questions to gather insights on those processes in use 
throughout different organizations.   

Out of 82 responses to the question, “What are your organization's off-boarding processes 
(both formal and informal) that focus on knowledge or technical skill capture and transfer for 
departures?”, 60% of the respondents indicated they were unsure of or could not identify 
processes that focused on knowledge or technical skill capture or transfer.  11% of 
respondents identified formal or required off-boarding processes, and 29% identified informal 
processes, often self-managed or based on conversations among colleagues or teams.   

Figure 2 highlights some of the processes that were mentioned in the survey by those 
individuals who were aware of offboarding processes.  

 

Figure 2: Survey Results of Knowledge Capture Processes 
 
In addition, survey participants were asked about their satisfaction with the current 

offboarding process.  
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● Only 14% of respondents were satisfied with the current offboarding processes that 

support knowledge or technical skill capture and transfer in their organizations 
● Nearly half of the respondents were unsatisfied with the current offboarding processes. 

 
The reasons stated included a lack of leadership initiative, a lack of documented processes, 

a need for more proactive hiring mandates (earlier hiring prior to employee departure, multiples 
for overlap), limitations on money and time, and the need for a process or a better process. 
Specific recommendations on these areas are referenced in the Culture section below.   

 

 
Figure 3: Survey Results of Satisfaction with Current Offboarding Process 

 
Participants were also asked if they were aware of what their organization does to ensure 

that it is not losing critical knowledge when someone departs.  
 
● Nearly 34% were either unaware or did not implement any additional initiatives.  
● Almost two-thirds of respondents noted a variety of types of knowledge sharing activities 

and offboarding processes they knew in their organization, as illustrated in Figure 4.  
 

Figure 4: Survey Results of Awareness of Types of Knowledge Sharing Activities 
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Finally, respondents identified recommendations to resolve the gaps they observed, 
including phased retirements, allowing longer overlaps, and more support for documentation 
and process implementation.  Figure 5 includes some of the recommendations that were 
mentioned for improving the offboarding process.  

 

 
Figure 5: Survey Results for Offboarding Improvement Recommendations 

 

Way Forward 

Based on the data gathered, the Current State Team suggested that the Working Group and 
KM Community:  

● Conduct follow-up interviews and focus groups on addressing data gaps and gain a 
deeper understanding of survey data.  

● Communicate lack of awareness to leadership to strengthen the commitment to making 
time and resources available to act on these findings. 

● Develop a standard template or guidance document to provide tips and steps to facilitate 
the recommended tools and techniques. 

● Encourage individuals to self-educate on the tools and techniques of knowledge capture 
and transfer to support these suggested activities. 
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Culture  

Goals 

The Culture Team identified cultural strategies and approaches that can better enable the 
capture and transfer of knowledge. Their initial goals were to: 

 
1) Establish a baseline of information that supports the business case for knowledge capture 

and transfer. 
2) Identify NASA’s cultural accelerators and decelerators to knowledge capture and transfer. 
3) Recommend ways to capitalize on accelerators and fill gaps, such as: 

a) Value and impact: Strategic application of the value story, including “quick wins” 
demonstrating the impact. 

b) Organizational support structures: Practical motivators (carrots and sticks). 
c) Process support structures: Effective KM education, communication, systems, etc. 

 
The team reviewed external practices, internal survey results and discussions with 

personnel, and assessed the cultural fit for different approaches within NASA work practices to 
develop recommendations in support of knowledge capture and transfer with culture in mind. 

 

 

Findings – External Practices 

NASA is not alone in dealing with the challenges described in this report. NASA knowledge 
management practitioners identified ways to enhance knowledge services through: 

 
● Benchmarking with other agencies, academia, and private industry. 
● Reviewing reports and published research on knowledge management practices. 
● Participating in organizations such as the Federal Knowledge Management Community 

and other knowledge management consortiums. 
● Joining workshops and events to hear more from other practitioners.  

  
The Culture Team highlighted the work of Stan Garfield, an expert on KM topics, in 

developing their analysis. Garfield posits that effective knowledge capture and transfer requires 
a culture that supports it.  He has stated that three key organizational values are needed for this 
to happen, as seen in Figure 6.  

 

Culture is shared beliefs, values, and customs. We may have the right 
knowledge management tools and policies, yet still have a gap against our 

expectations if culture is at odds with Knowledge Management goals. 
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Figure 6: Stan Garfield, “Building a Knowledge-Sharing Culture”1 
 
The Culture Team noted that if these three elements are true, there may be inherent 

challenges in waiting to capture knowledge at offboarding, because an expert will have little 
incentive to make the effort to share at that point in his or her career.  To mitigate this, the team 
reinforced the need to make a greater effort to gather knowledge throughout a career.  This will 
allow the knowledge to benefit others earlier, does not create an additional step before 
departure, and encourages the actively employed expert to share because it impacts his or her 
career success.  

The Culture Team also reviewed leading KM practices from external organizations 
recognized for knowledge management expertise, one of which is the American Productivity & 
Quality Center (APQC). Two trends emerged from industry thought leaders and external 
resources. The first trend highlighted the importance of standardization within an organization.  
Standardization reinforces consistency and allows for improved knowledge sharing across 
teams. The second is a trend towards microlearning — presenting information in “short, focused 
bursts”2. An example of microlearning at NASA would be recording a 5- to 10-minute video clip 
of a subject matter expert solving a problem, instead of providing an hour-long video interview. 
Additional practices are listed in Figure 7. 

 

 
Figure 7: Knowledge Management Good Practices 

 
Beyond these trends, the Working Group noted that knowledge capture and transfer 

activities tend to entail close partnerships with other functions, such as human resources and 

 
 
 
 

1 Stan Garfield. “Building a Knowledge-Sharing Culture.” SlideShare, 
http://www.slideshare.net/SGarfield/building-a-knowledgesharing-culture . 

2 APQC. (2020, July 23). What is Microlearning? APQC. https://www.apqc.org/resource-
library/resourcelisting/what-microlearning . 

Knowledge-Sharing Culture 
 
 Knowledge reuse is valued over reinvention. 
 Sharing knowledge helps you advance in your career. 
 In the process of innovating, failure is encouraged – as long as the lessons 

learned are shared so that similar failures are prevented. 
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information technology. By collaborating with these groups, processes can be more efficiently 
developed, and the incoming and outgoing workforce can navigate these processes more 
efficiently. For example, many external organizations have implemented mentoring and 
connection systems to help new employees learn from experienced personnel in the process of 
joining an organization. Adding this one step in the overall onboarding process makes it more 
seamless for the new team member, who might otherwise be overwhelmed with the 
administrative requirements of onboarding and not pursue a mentoring or similar connection.  

The promise of new and emerging technologies to support knowledge capture and transfer 
has engaged knowledge management practitioners since the discipline was established over 
four decades ago. Many digital technologies are already in place at NASA and other 
organizations to support knowledge capture and transfer. Technology cannot solve knowledge 
capture and transfer problems on its own. However, knowledge management practitioners can 
work with information technology experts to construct and deliver systems that support 
personnel in making better use of knowledge. Many leading external organizations apply a 
combination of digital tools and knowledge management processes to deliver knowledge 
capture and transfer services to their teams.   

NASA will continue to engage external organizations and associations to learn, share 
insights, and collaborate to improve knowledge capture and transfer outcomes.   

 

Findings – Survey 

The Culture Team included eleven questions in the Knowledge Capture and Transfer survey 
as referenced above. These questions focused on the awareness and importance of knowledge 
capture and transfer practices for respondents.  Collected findings helped the Culture Team to 
prioritize where to focus its recommendations.   

Business Case  

The survey data validated that capturing the knowledge of offboarding employees is a 
significant priority. It was clear that most employees supported the business case for 
knowledge capture and transfer. The Culture Team used this data to shift their focus to the 
implementation of knowledge capture and transfer activities versus that of awareness.  

Processes and Methods 

 Survey participants were asked how satisfied they were with knowledge transfer and 
capture methods within their respective organizations. In analyzing survey responses, it became 
clear that if respondents know and are able to use knowledge capture and transfer tools and 
methods, satisfaction levels increase. That is, if respondents felt comfortable using available 
tools and methods, they were more likely to indicate satisfaction with those tools and methods. 
This suggested to the team that the results to this question pair (Figure 8) indicate a need for a 
strategy promoting and publicizing a relatively simple, standardized knowledge capture 
process that supports offboarding, so that the technical workforce can become comfortable 
in using repeatable methods.  
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Figure 8: Survey Results of Knowledge of How to Apply Methods to Raise Satisfaction 

 
In developing and analyzing the other culture-related survey questions, the team integrated 

industry research and viewed the results through the lens of the ADKAR Change Management 
Model. The model presents five sequential steps to foster change. 

 

 
Figure 9: ADKAR Model3 

 
The Culture Team matched key survey questions to the ADKAR model, then ranked them 

based on their precedence for each step. Ability and knowledge came in with the highest 
ratings. Respondents most often cited obstacles related to resourcing—time, money, and 
expertise—as impediments to effective knowledge capture and transfer.  Based on this 
assessment, the Culture Team noted the value of establishing common tools and 
processes that are adaptable to different knowledge capture and transfer circumstances. 
By integrating these methods within the course of regular work (e.g., working out loud mentoring 
for knowledge transfer, job books that highlight meetings or decision-making approaches rather 
than duties, etc.), resources, capabilities, and desire might be more effectively balanced.   
 
 

 
 
 
 
3 Prosci. “The Prosci ADKAR® Model.” Prosci, http://www.prosci.com/methodology/adkar  
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Way Forward 

The Culture Team highlighted the Ability dimension in ADKAR’s change management model 
as an opportunity for improvement. They observed:  

“The opportunity for improvement in this area is to ensure that there are 
clearly stated and enforced expectations for knowledge capture and 

transfer roles and responsibilities, deliverables, and resourcing built into 
plans for missions and projects and in functional areas.”   

The Culture Team strongly recommended that effective knowledge capture and transfer be 
recognized and supported as an integral part of mission success and a required component of 
successful individual and team performance. This represents a significant change in the current 
approach for many knowledge services across NASA.  The Working Group supported the 
Culture Team’s recommendation.   

There will always be impediments to effective knowledge capture and transfer in any 
organization.  Some of these impediments may stem from messaging. The Culture Team 
developed recommendations for reframing assumptions or concerns to a mindset that supports 
a knowledge sharing culture (see Figure 10).  This messaging can help support changes in 
perception, in attitudes, and, ultimately, in implementation throughout NASA organizations.  

Figure 10: Areas to Reframe Beliefs, Values, and Customs to Enhance Knowledge-Sharing 
Culture 
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Knowledge Processes  

Goals 

The initial goals of the Knowledge Processes Team were to: 
 
1) Formalize knowledge capture processes. 
2) Facilitate smooth transfer and retention of institutional knowledge. 
 
The team investigated existing processes and leading practices uncovered by the survey to 

develop templates and checklists that could be used by project managers and supervisors 
experiencing or anticipating knowledge loss, whether it be due to retirement, project transfers, 
or attrition.   

 

 

Findings – Current Agency Practices 

The current processes and practices described in this section illuminated leading knowledge 
transfer practices that were taking place in parallel with the Working Group and were highlighted 
as best practices that other Centers could adopt. Each profile below outlines the organizational 
practice and provides selected insights into how the practice was or is conducted. 

 

The Langley LEGACY Fellowship 

 
The Langley Research Center (LaRC) KM team included Bart Singer, the Lessons Learned 

Committee Chair, and LaRC interns Samiksha Gaherwar, Erica Morrison, and Mariah Johnson. 
They developed an approach to build interest in attracting senior practitioners to contribute their 
stories and lessons while also building interest and participation in hearing those stories by 
earlier career practitioners. They called it “Langley LEGACY Fellowship.” 

The LEGACY Fellowship is an initiative to recognize esteemed NASA LaRC 
retirees/pre-retirees for their valuable contributions towards NASA missions 

and infuse into the current workforce at least some of what made the selected 
Fellow so valuable.  

The fellowship was developed based on focus groups and interviews with civil servants and 
contractor engineers with twenty or more years of experience and familiarity with knowledge 
capture efforts. The focus groups concluded that simply recording interviews with departing 
personnel was insufficient for substantial knowledge transfer. Significant retiree knowledge 

Knowledge capture processes formalize the intent of knowledge collection. 
Knowledge transfer strategies ensure the knowledge that is captured is 

actively shared and utilized. Process documentation will provide a repeatable 
framework for lessons learned and knowledge sharing. 
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transfer is needed to supplement recorded interviews with a 
more engaging program, preferably with some level of 
interactivity. 

The first Langley LEGACY Fellowship Forum was held 
for two hours on July 29. It spotlighted John Rogers (former 
NASA engineer and project manager). The Forum allowed 
for on-site and virtual participation (reportedly 176 virtual 
participants). Participants viewed a video interview about 
John’s career and approach to challenges, as well as a 
compilation of video clips with individuals talking about what 
they have learned working with John. The forum included a 
project manager panel discussion, including John and other 
LaRC project managers, focusing on lessons for aspiring 
and current PMs. 

The first LEGACY Fellowship forum went phenomenally 
well, with participation far exceeding the 50 or so individuals 
that were originally thought to be sufficient to declare 
success. The current Langley team is working on 
institutionalizing the program, establishing a process for 
future nomination and selection, completing formal 
marketing and graphics work, and exploring forum options for the camera-shy.      

In reply to a request for feedback on the LEGACY Fellowship event, Langley 
Research Center Director Clayton Turner responded, “...  I enjoyed the 

opportunity to participate, and I am excited for the program overall as it will 
make us a better Langley….”  

Video Capture and Curation for Retirees 

 
Video capture and curation presents an opportunity for technical workforce personnel 

nearing retirement to be interviewed and provide important insights for colleagues. Video 
capture practices can range from one or a few long-form interviews to short snapshots of a 
specific practice or specific leadership advice.  Using video capture reduces the amount of 
editing and review necessary for the interviewee, and it helps to ensure that the information 
collected is exactly what was said. One challenge is setting aside sufficient time for the video 
interview to occur. In addition, video capture is highly dependent on good interview practices 
and methods. If the right question is not asked, some interviewees will not be able to share their 
most critical knowledge.   

Several knowledge community members from different Centers and Mission Directorates 
have engaged in video capture for retiring employees. To support broader awareness, the 
APPEL KS Knowledge Perspectives series designed and hosted two sessions on Capturing 
Legacy in 20214. The first session provided tips and tricks for capturing and storing video, and it 

 
 
 
 
4 https://appel.nasa.gov/knowledge-perspectives/ 
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featured advice from a former science media producer at Goddard Space Flight Center on how 
to prepare, structure, and engage throughout an interview, as well as advice from the NASA 
Engineering Network’s Digital Knowledge specialist on best practices to organize and store 
videos for later use. The second session focused on how to draw out a compelling story during 
a video interview, and featured expert interviewers from the APPEL KS team as well as the 
Johnson Space Center’s Knowledge Management Office Case Study Chief.  The NASA Chief 
Knowledge Officer will continue to host sessions like these to raise awareness on specific tools 
and methods for knowledge capture and transfer and to promote best practice examples, such 
as a video case study activity led by Marshall Space Flight Center in fall 2021, to the knowledge 
community and partners.   

 

NASA Safety Center Knowledge Capture and Sharing for Retiring Safety & Mission 
Assurance Employees Pilot Program 

 
The National Safety Center (NSC) embarked on a project led by Mike Lipka and executed 

by a team that included intern Cesar Aaron Gonzalez to develop a systematic approach to 
capture and share knowledge of retiring Safety and Mission Assurance (SMA) employees. The 
project focused on facing the challenge of retaining valuable knowledge as increasing numbers 
of experienced, retirement-eligible SMA employees depart with their knowledge and wisdom.  

The NSC team conducted assessments and interviews to better understand the current 
state of knowledge capture and sharing services at each Center and SMA office. Participants of 
the assessments and interviews included SMA directors and staff, Chief Knowledge Officers 
throughout NASA, NSC’s Knowledge Analytics team members, and other practitioners at the 
agency.  In the end, the finding was that there was no systematic approach to capture and 
share knowledge of retiring SMA employees. The project team compiled a list of 
recommendations and next steps to realize the full potential of a knowledge capture and sharing 
program during the offboarding and onboarding process. Recommendations during offboarding 
included those in Figure 11.  

 
 
 
 
 

 
 
 
 

Figure 11: SMA Offboarding Recommendations 
 
A proactive approach to embed lessons learned in the onboarding experience would be to 

train new employees about lessons that support the SMA organization. NSC has signed on as 
the new owner of the SMA lessons learned process and will collect lessons to make them 
widely available to all employees in SMA.  Further, they will host a knowledge-sharing event 
focusing on lessons gathered every six months.  

The project team mapped a high-level process, from knowledge discovery and capture to 
infusion to existing learning offerings for this program, to support these efforts. This process, 
depicted in Figure 12, was developed to help Centers lead more effective knowledge capture 
and sharing activities with their experienced SMA employees.   
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Figure 12:  SMA Lessons Learned Capture and Reuse Process 

 

Science Mission Directorate Process Documentation 

 
As depicted in Figure 13, the Science Mission Directorate developed a process of steps that 

project leads and managers can take for knowledge capture when a departure is imminent 
(within a month). During a series of meetings, tasks and related responsibilities, procedures and 
resources, lessons learned, contacts and tips are documented. This information is then provided 
to the successor. Depending on the amount of lead-time before departure, successive meetings 
can lead to deeper questions and answers. These transitional meetings can be interviews 
and/or videos. 

 
Figure 13: Process for Knowledge Capture Steps for Imminent Departure (Within a Month) 
 
SMD also developed a second transition process that can be used when there is a longer 

lead-time before an individual is leaving a project or NASA. The approach includes added 
actions designed to deepen learning, such as shadowing and practicing a task or process with 
the departing employee observing and providing feedback (Figure 14). The process is 
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especially valuable when paired with videos of the departing individual doing the task or 
process. 

 
Figure 14: Process for Knowledge Capture Steps for Longer Lead-Time Before Departure  
 
Coupled with traditional onboarding and offboarding checklists, SMD applies these 

processes to ease transitions and support more effective knowledge capture and transfer for 
their workforce at NASA Headquarters. 

 

Way Forward 

The leading practices described in this section and the complementary information collected 
in the survey highlight the importance of providing repeatable, easy-to-use processes and 
practices to the NASA technical workforce to support better knowledge transfer among NASA 
personnel.  The Knowledge Process team recommended that next steps include:  

 
1) Developing templates and checklists based on these best practices. 
2) Continually engaging with the knowledge community, NASA employees, and interns to 

explore and test new and innovative methods of knowledge capture and transfer. 
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Onboarding and Connecting  

 

Goals 

The Onboarding and Connecting Team focused on understanding how to connect what 
knowledge is collected via offboarding (departure) with what knowledge is needed for 
onboarding (entry). If knowledge is effectively captured in during offboarding, it should be 
processed and made available for others. Unfortunately, the introduction of that knowledge is 
not as simple as a quick download of everything a prior incumbent knew.  In addition, formal 
onboarding processes are typically managed by administrative offices in alignment with laws 
and regulations in the hiring/transfer process. Knowledge related to a new role, however, is 
maintained within people, teams, and organizations. By highlighting the onboarding period as a 
critical time for new personnel, this team sought opportunities to make the best use of the 
transition period and find other opportunities for new personnel to connect with organizational 
knowledge. The team’s initial goals were to: 

 
1) Scope out a Peer-to-Peer activity designed to connect early career professionals (3 

years or fewer) with senior leaders to discuss their onboarding and early career 
experiences (This activity was designed and piloted at Glenn Research Center (GRC) in 
2016).  

2) Understand existing Human Resources onboarding practices that could complement or 
reinforce knowledge transfer processes. 

3) Determine what role(s) Human Resources could play in knowledge management related 
to onboarding approaches.  

4) List other activities that would enhance the knowledge management aptitude of new 
employees. 

 

Findings – Research 

 
Many current opportunities for knowledge transfer occur in the administration of human 

resources activities, rather than in knowledge management or knowledge services activities.  
For new employees, human resources personnel are typically the primary interface as they join 
the agency, and human resources and professional development activities are often a default 
foundation for introductory knowledge transfer.  This team’s members met with and interviewed 
human resources leads across the agency to learn what kinds of activities were taking place to 
orient and onboard new employees. Of particular interest was how the onboarding activities 
connect new people to different sources of organizational and agency knowledge. The team 
observed an effort to unify onboarding processes at the agency level, but that effort is still in 
progress. Full-time teleworking appears to have helped unify practices. 

One practice that has been used at several Centers, although not consistently across the 
agency, is the passport for new hires — a booklet with key agency and Center information and 
open-ended questions for a new employee to address at different points during their first year. 

Building knowledge connections between people who are departing teams and 
people who are joining teams requires attention to knowledge processes and 

effective partnerships. 
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At one Center, it was reported that accomplished 
activities were to be signed off when completed, 
and the human resources office was informed 
when an individual had completed their passport. 
At that Center, the new employee passport 
program was discontinued when its champion 
moved on. An updated revision of the New 
Employee Passport was posted to SharePoint in 
October 2021, shortly prior to publication of this 
report. The new version of the Passport is 
accessible internally from the NASA Shared 
Services Center public document repository. 

 

Way Forward 

The Onboarding and Connecting Team 
suggested working towards: 

1) Integrating specific opportunities for 
knowledge transfer into onboarding 
processes. 

2) Highlighting the importance of 
sponsorship programs and formal mentoring during the onboarding process. 

3) Supporting a New Employee Passport for new hires based on the knowledge capture 
and transfer processes outlined above. 
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Key Findings and Recommendations 

 
The final reports for each team were developed and shared in a collaboration space for 

asynchronous review by other Working Group members. Each team also briefed the Working 
Group leadership on their findings. After a thorough review by all members, the group 
reconvened to discuss the findings. From the online brainstorming of this group, reports were 
consolidated and synergized into key findings and top overall recommendations.  

 

Key Findings 

The table below lists the key findings contributed by team members during the sessions: 
 

Key Findings 

Current 
State 

▪ Concerns cited with current practices include a lack of documentation and 
limitations on money and time. 

▪ Despite strongly believing in the need for knowledge capture and transfer, 
only 14% of those surveyed were satisfied with how the offboarding 
process is currently done. 

▪ Respondents with 30-34 years of experience were the most dissatisfied with 
the current process of knowledge capture and transfer.  

▪ NASA has many great methods and tools, but people do not know how to 
approach the larger planning process of using those methods and 
tools to capture and transfer knowledge in a systematic, targeted way. 

▪ As many as a third of respondents recognized knowledge capture and 
transfer as shared accountability for all members of the organization 
and the offboarding employee’s supervisor or manager. 

Culture  ▪ In interview conversations, the experience varies dramatically — there 
might be some value in providing opportunities to connect across Centers if 
Center onboarding capabilities are limited. 

▪ 83 of 84 respondents agreed or strongly agreed with the value of 
knowledge across all dimensions surveyed.   

▪ Cultural trends by Center or other demographics were not evident. 
▪ The overwhelming majority of concerns cited by respondents centered on 

their ability to conduct effective knowledge capture or transfer processes, 
making improvement in this area the top priority. For all respondents, lack 
of resources was identified as the number one obstacle, except for the 
dissatisfied group, which prioritized lack of ownership. 

Knowledge 
Processes 

▪ Specifying a process for knowledge capture and transfer or improving an 
existing process was the top recommendation for survey participants. 

▪ The team’s findings and survey reports indicated the importance of 
developing standardized templates or guidance and providing employees 
with examples of knowledge transfer and capture activities during different 
stages of their career. 

▪ Early retirement knowledge capture could also be enhanced by developing 
processes, templates, and guidance to share with supervisors, project 
managers, and retirees. 
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Onboarding 
and 
Connecting 

 

▪ Processes are retroactive after identifying the individual who is departing. It 
is important to have a proactive, ongoing process where knowledge 
capture begins much earlier regardless of an employee's employment 
status. 

▪ Effective knowledge capture event agenda includes the knowledge capture 
interview itself and additional ways of engaging a broad audience. 

▪ In addition to direct engagement with a departing employee, it is helpful for 
those conducting knowledge capture to talk with others who have worked 
with the employee to find out what they are most worried about losing 
when their colleague leaves. These unique contributions can be helpful in 
pulling out the tacit parts of how they operate. 

▪ Onboarding Passports can provide relevant recommendations based on the 
time period in the employee’s career, becausemany early-career 
respondents were not aware of the knowledge capture process.  

▪ Two trends emerge from industry thought leaders and external resources:  
1) standardization and 2) micro-learning (Ex. Record a 5 to 10-minute 
video clip of an SME solving a problem versus an hour-long video 
interview). 

Recommendations  

Recommendation 1 mitigates the current gap in the use of standard processes and 
templates for knowledge capture for departures, whether due to retirements, attrition, project 
close-outs or other needs. The Culture Team noted that one enabler to more successful 
organizational knowledge management is a clear, specific process for people to follow.  While 
there are excellent practices in some places, other areas prove difficult for teams who need to 
retain the critical knowledge of an individual who is departing or for organizations that need to 
preserve project knowledge when groups are transitioning. Elements to support this 
recommendation include: 

● Develop a standardized template or guidance that can be adapted for different 
circumstances and contexts. 

● Provide employees with examples of knowledge transfer and capture activities during 
different stages of their careers.  

● Provide guidance for the use of interactive forums to support retiree knowledge transfer. 
● Standardize and make available across the agency best practices and lessons learned 

that were uncovered through this study. 
 
 
 
 
 

Recommendation 1 
Standardize processes, templates, and guidance to support 
knowledge capture for personnel and project transitions. 
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Recommendation 2 mitigates the considerable variability processes to transfer knowledge to 
personnel who are new to the agency’s technical workforce or new to existing teams.  This 
variability creates substantial additional effort across the agency. There are excellent practices 
in some places, yet people may struggle to navigate the knowledge transfer process in other 
areas. The Working Group’s research shows that experiences vary a great deal. Elements to 
support this recommendation include: 

● Standardize and make available across the agency best practices and lessons learned 
that were uncovered through this process to include: 

○ Onboarding Passport. 
○ LEGACY Fellowship. 
○ Buddy Assignments. 
○ Mentoring and Shadowing. 
○ Books documenting responsibilities, roles, policies and procedures, documents, 

websites, key points of contact, milestones, and other duties for replacement 
personnel. 

○ A standardized template or guidance that can be adapted for different 
circumstances and contexts. 

 

Recommendation 3 mitigates challenges in applying good knowledge capture and transfer 
processes based on inconsistent messaging, practices, and tools. The Culture Team 
recommended that methods for knowledge capture and transfer be developed, promoted, and 
publicized across projects and programs to close the gap. They also recommended researching 
and identifying the best tools, systems, and other resources available at the agency. In addition, 
if culture change principles are incorporated into these communications, NASA will more 
effectively reframe the definition of mission success. Elements to support this recommendation 
include: 

● Promote methods for knowledge capture and transfer and publicize them. 
● Partner with the Office of the Chief Information Officer to identify high quality 

discovery, best-known tools, connected systems, and open access policy.  
● Apply reframing language to knowledge capture and transfer practices.   

  

Recommendation 2 
Develop templates and guidance to support knowledge transfer 

and connection processes. 

Recommendation 3 
 Promote and support knowledge capture and transfer practices 

and tools so that they can be applied effectively throughout the 
agency.  
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Conclusions and Next Steps 

 
Through this process, the Working Group and partners learned that there was a cultural 

awareness and desire to engage in knowledge capture and transfer themes but limited 
resources, capabilities, and time to implement knowledge capture and transfer practices 
throughout NASA. Recognizing these limitations is an important shift in our understanding of 
knowledge services at NASA.  While many participants in the Working Group previously 
focused on highlighting and communicating the value of NASA’s critical knowledge, the report’s 
recommendations highlight the need to support knowledge capture and transfer activities more 
actively for teams and individuals.  

The group’s next steps are to communicate this strategy, shift the knowledge services 
approach to adopting and sharing resources with NASA communities, and develop an 
implementation plan to advance the specific recommendations of this group. As a result of this 
work, NASA and its workforce will be better equipped to capture and transfer knowledge 
through transitions and ensure mission success.   
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Appendix A: Knowledge Capture and Transfer Survey Results 

Directions Given to Participants 

The NASA Knowledge Capture and Transfer Working Group is conducting a survey about 
practices for closing the knowledge gap created by retirements, project transfers and attrition. 
This survey is being distributed to the technical and knowledge management workforce to gain 
an understanding of the barriers and contributors to an organizational culture that supports 
knowledge capture and transfer, and to learn what is happening to facilitate this in projects and 
programs. 
 
The survey should take only 10 minutes. Responses are required for all starred questions. The 
survey will close June 24 at 6 pm Pacific Time. 
 
Please note: For purposes of this survey, here are definitions of two terms: 
 
"Organization" is defined as the team or project with which you primarily work, including 
leadership, contractors or support personnel, and other matrixed team members.  
 
"Departure/s" is defined as the activity associated with members of your organization leaving 
positions due to retirement, project transfer or attrition. 
 
Thank you for your support! 

Survey Questions 

Question 1: Is an anticipated increase in departures and the related knowledge loss a concern 
to your organization? (0 = No Concern 3 = Medium Concern 5 = Extreme Concern) 

Average Response: 3.2 
 

Question 2: How urgent is the issue of pending departures to your organization? (0 = Not 
Urgent, 3 = Medium Urgency 5 = Extremely Urgent) 

Average Response: 2.6 
 

Question 3: Do you have one or more specific concerns when a member of your organization 
departs? Please be specific in the comment box. 

 
The table below indicates the themes that emerged and example responses: 

Themes Example Responses 
Time 
Constraints 

● Typically, there's a very short window to transition knowledge and 
information (2 weeks or less) if the departure is sudden.     

 

Loss of 
Knowledge 
(Technical, 
Social, 
Contextual) 

● Loss of detailed, contextual knowledge of processes and projects. 
● Technical subject matter experts are of the most concern. 
● Loss of technical history of heritage flight hardware still in use.  
● What informal personal connection web does this person have related 

to key topics? 
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● …We may have processes and procedures to guide us through our 
work, but the specific experience is hard to capture in a policy 
memo. 

● The obvious...the loss of experience increases the risk of sub-optimal 
designs and decision-making, leading to potential mishaps, 
inefficiency and worse. 

 

Knowledge 
Capture, 
Accessibility, 
and Transfer 
Management 

● The knowledge is not being documented, or if it is, it is not in an orderly, 
formal way, and people do not know where to find it. 

● The lack of effective documentation … means that new organization 
members experience more startup inefficiency than necessary. 

● Transition plans in a virtual environment. 
 

Staffing/Funding ● Staffing/funding levels generally do not support proactive measures to 
recruit, hire, and train replacements with adequate time to transfer 
knowledge from departing staff members...   

 

Replacement 
and Succession 
Training 

● Difficult to replace personnel with same or better level expertise...  
● Transition periods that allow comprehensive knowledge transfer tend to 

be very short or non-existent...  
 

Workload ● Workload added to other employees. 
 

No concern, Not 
Sure, or Hard to 
Predict 

● We are typically cross-trained, and we usually get sufficient notice of 
departures that there is time to transfer knowledge and fill gaps. 

● Not sure. I guess the concern is we don't know what we don't know…  
 
Question 4: What are some potential impacts of departures to your organization?  Select those 
that apply. Feel free to add additional comments in the "Other" box. 

 
The table below indicates the themes that emerged and example responses: 
Themes Example Responses 
Loss of 
Productivity 
and 
Efficiency 

● As people leave, more work is put on the remaining people, who typically 
have less experience. The loss in productivity is due to less experience 
and knowledge transfer. It is taking longer to do the same thing. 

● As for productivity, my historical observation is that it takes a new person six 
months to 1 year to learn the ropes and achieve maximum productivity in a 
new position. 
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Loss of 
Contextual 
Knowledge 

● The loss of historical and contextual knowledge is particularly concerning in 
the case of unique NASA facilities where a deep understanding of their 
theory of operation, design assumptions, and operating characteristics 
may not be well documented.   

● Historical and contextual knowledge is so critical in decisions, actions and 
delivery of products, services, and other mechanisms that support the overall 
mission success.   

● Loss of the rationale behind decisions. 
Safety, 
Failure, or 
Mistakes 

● Repeating past mistakes—Spending time rehashing previously resolved 
issues. 

Loss of 
Experience 
and/or 
Capability 

● We cannot put in a paper-based process to transfer knowledge. What 
we are losing is decades of experience when senior engineers retire. That 
experience can NOT be written down and referred to as a "cookbook" for 
doing our jobs. 

Opportunities 
for Change 

● People leaving also creates an opportunity for change and allows for new 
ideas. There are always those unique and critical people that really leave a 
gap, but in general, it seems like movement is a good thing. 

 
Question 5: Has your organization identified critical relevant knowledge that may be lost 
because of departures? If so, has a plan been developed to retain this knowledge?  Please 
check all that apply. 

 
The table below indicates themes that emerged from “other” responses, as well as some 
example responses: 
Themes Example Responses 
Some 
Knowledge 
Identified 
Without Fully 
Implemented 
Plans  

● Some knowledge has been identified, and there are some plans, but it is 
inconsistent across different functional areas. 

● The need to identify critical relevant knowledge is acknowledged. Our first 
step is to identify key roles and the associated relevant knowledge. No 
real action has been taken yet. 

 

Knowledge 
Identified 
Capture 
Efforts 

● A code repository is being established for improved model sharing. 
● Yes, some information has been identified, and there is a plan to capture 

it. 
 



 

28 
 

 

Insufficient 
Resources or 
Lack of 
Emphasis 

● A general plan of mentorship has been put into place, but there are 
insufficient resources/time to document the detailed 
knowledge/lessons learned as well as we would like. 

● If this is a priority, no emphasis has been communicated. 
Task 
Ownership 

● No, nobody owns the task, and the problem is not being proactively 
addressed. 

● It is an individual/SME area dependent on identifying replacements 
and/or capturing historical knowledge. 

Not Sure ● No, it is difficult to specify the critical knowledge to be captured and the 
mechanism to capture it. 

● Not sure - this isn't communicated well. 
 
Question 6: Please identify your level of agreement with the following statements. 

 
Question 7: In your organization, who is responsible for knowledge capture and transfer for 
departures? 

 
The table below indicates the themes that emerged and example responses: 
Themes Example Responses 
Departing 
Person 

● The departing employee to document and pass on pertinent data to 
another team member. 
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Everyone ● Everyone, through code comments and documentation that would allow 
for future fixes/understanding. 

● All employees are responsible for transferring knowledge. 
Supervisor ● I believe it is usually the departing person's supervisor. In my opinion, 

though, it is everyone's responsibility to transfer and capture knowledge. 
No One ● None. You don't just soak up the knowledge before someone walks out 

the door. When departure is planned, knowledge capture is typically done 
by mentoring/pairing the departee with their future replacement. 

Depends or 
Varies 

● It depends on the knowledge being captured. 
● No consistent one person. 

 
Question 8: Which knowledge capture and transfer methods are implemented within your 

organization? 

 
The table below indicates the themes that emerged and example responses:  
Theme Example Responses 
Other 
Methods 

● Brown bag sessions (lunch n' learn). 
● Center-sponsored colloquia. 
● One-on-one mentoring/partnering. Pairing junior engineers with senior 

engineers (e.g., making them a deputy to a more knowledgeable engineer to 
bridge the gap when promotions or departures happen). 

None ● None of these are formally required, coordinated, or funded. It's all ad hoc.  
 
Question 9: How effective is your organization at capturing and transferring knowledge 
throughout a person's career? (0 = Not Effective, 3 = Somewhat Effective, 5 = Extremely 
Effective) 

Average Response: 2.0 
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Questions 10: What are your organization's offboarding processes (both formal and informal) 
that focus on knowledge or technical skill capture and transfer for departures? (Please identify 
key processes, not specific details). 
 
The table below indicates the themes that emerged and example responses: 
Themes Example Responses 
Documentation, 
Records 
Collection and 
Wikis 

● Document current tasks, points of contact, and next steps. Document 
annual tasks. Document roles. 

● In my organization, we try to make sure knowledge is captured in our 
wikis and other documentation and that at least one other person on the 
team is cross-trained to take over that person's activities. For 
onboarding, we have a checklist in a wiki of what the new person will 
need to get up to speed on.  

● Some practices that I'm aware of: holding regular knowledge transfer 
seminars during phased retirement, collecting pertinent data and 
transferring ownership to another team member… 

Electronic Files 
and Records 
Transfer 

● Exit interviews, transfer of technology to employee's supervisor for 60 
days after departure so they have access to the employee's files. 

● No formal process. Informal include capturing e-mails and archiving 
documents and also handing off tasks to colleagues.  

● Records retention requirements are the only formal.   
● Transfer of files, use of shared folders, out brief/transfer of major 

projects/responsibilities. 
Replacement 
Training and 
Handovers 

● If we know about it, they can usually walk us through where everything 
is ahead of time, and it's smoother. 

● Person to person through overlap of responsibilities prior to a planned 
departure like retirement. 

● … Mentoring. Training with combining experienced and junior 
contributors. 

● Some individuals use a shadow (have the new hire join them in daily 
activities); some do phased retirement where mentoring is more 
involved. 

Meetings and 
Briefings 

● Discussions between departing employee and the replacement or interim 
individual. Presentation of knowledge by departing employee in a series 
of briefings. 

● A series of exit meetings between the departing person and the office (or 
new leader of the office). 

Interviews  ● Interviews, Oral Histories. 
● Exit interview with agreed upon “to do” list prior to departure. 

Offboarding ● To the best of my knowledge, there is an offboarding process, but it only 
addresses completing or delegating current tasks without an 
emphasis on knowledge capture. 

● Person leaving explains to boss or person coming on what's going on. 
Other ● Attempts to assign back up to individuals so that if/when they leave, 

there will be some knowledge to work from. 
● Created a Knowledge Transfer Guide that identifies best practices like: 

transition planning; capturing knowledge along the way (not just when 
offboarding is imminent) through KM forums, knowledge assets, etc.; 
leveraging systemic KM assets (like our quality management system, 
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knowledge guidebooks, our KM plan, our lessons learned 
procedure/database); leveraging out-processing procedures, 
mentor/protégé relationships, formal training; administering exit 
interviews/surveys to capture knowledge and deliver feedback. 

Not Standard ● Ad-hoc. 
● Nothing standard. 

None or 
Unknown 

● Unknown. 
● Nothing official. The other part of this answer is—who sees it, who has 

access to it, and who even knows that something will be or has been 
documented or collected?  

● No official process to my knowledge. Responsibility resides with the best 
interest of the branch head and/or project.  

 
Question 11: Are you satisfied with your organization’s current offboarding processes for 
knowledge capture and transfer? Why or why not? What would you do differently if anything? 
 
The table below indicates the themes that emerged and example responses: 
Themes Example Responses 
Time 
Constraints 

● No. In general, insufficient time is afforded for knowledge transfer during 
the offboarding process. 

● I would like more time built into our daily activities to capture knowledge 
and to revise it more frequently. It's a valuable exercise that we don't all have 
time for. 

Budget and 
Staffing 

● No. I would like to implement a formal process, but I require resources in 
the form of staff to conduct this type of program. 

● I would dedicate someone to it and make it that person's job and not the job 
of the manager or PM. 

Defined 
Process or 
Policy  

● It's okay, would prefer some sort of template to help.  
● No. We need a formal, enterprise-wide process. 
● No, because I believe there's a recognized gap, but no particular effort to 

close it. To make a difference, management will have to adopt a policy 
and make it a priority. 

Workload ● Usually, we are too oversubscribed to make this a priority even though not 
doing so hurts us 

● It's never satisfactory.  With our workloads, it is difficult to imagine the 
bandwidth to do much better. 

Formal 
Offboarding 
and 
Transitions 

● No, I'd like overlap between departing and incoming person, but limitations 
on the ability to do that. 

● If I did something different, it would be to allow 3 to 6 months of full-time 
overlap to allow for significant OJT. The real-time, longer duration transfer of 
knowledge captures a larger percentage of knowledge than just passing 
documents or video. 

Document 
Management 
and 
Software 
Solutions 

● Knowledge capture should be integrated with knowledge generation, 
not an afterthought. Deploying tools and services that encourage 
collaboration, information access, and indicators of quality can help 
integrate these practices into everyday tasks…  

● Dedicate an organization-specific form for passing of knowledge (i.e., how 
are the important players, what is the status of the program/project, who is 
your team, what are the current issues, etc.). 
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● More can be done to catalog the information captured (i.e., using data 
management tools to extract info from videos), then disseminate the 
information—informal work transitions. 

Ongoing 
Effort 

● Retirements are easier to handle because typically, there is planning time 
and/or the retiree can still be contacted. People switching jobs are exactly 
the opposite...  Knowledge capture needs to be a group activity and periodic. 

● No, there should be knowledge capture throughout the career, not after 
someone has given notice. 

Leadership 
and 
Prioritization 

● Not much emphasis is placed on it!  
● Lack of expectation for knowledge transfer until it's too late.  

 
Question 12: Beyond offboarding, what else does your organization do, if anything, to ensure 
that it’s not losing critical knowledge when someone departs? 
 
The table below indicates the themes that emerged and example responses: 
Themes Example Responses 
Mentoring and 
Shadowing 

● Some mentoring is fostered in the organization to assist in the career 
growth of younger staff members. 

● Mentoring— formal and informal. 
Documentation 
and File 
Sharing 

● Document weekly status. Document actions.  
● Through the use of formal and informal knowledge sharing activities, use 

of portals, WIKIS. 
● Capturing lessons learned, debrief sessions, storing common 

documents/knowledge sharing through SharePoint/Teams website. 
● White papers and making time to capture lessons learned helps. 

Lessons learned are difficult to capture for long-term "teaching," but 
continued efforts to do so are valuable. 

Training and 
Cross-training 

● Train the incoming individual as well as leave user manuals for the next 
person. 

● Providing cross-training alternates for key roles. 
Lessons 
Learned 

● Maintains a lessons learned and a catalog of methods data bases. 
Conducts technical presentations. These aren’t dependent on 
departures but rather are ongoing processes. 

● Lessons Learned are captured and required to be reviewed and vetted for 
new designs. 

Presentations 
and Sharing 
Events 

● Lunch and learn. 
● Interviews for case studies and oral histories lessons learned collection. 
● Ongoing After-Action Reviews, Forums. 
● Communities of practices but varies levels of engagement, effort, and 

execution. 
Continual 
Capture 

● Try to collect critical knowledge in-process rather than at the end. 

Contracts and 
Phased 
Retirements 

● Consultancy contracts. 
● Some use of phased retirement, where practical. 

Nothing or 
Unknown 

● Unknown. 
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Question 13: Do you have any specific resources, templates, or standard operating procedures 
for knowledge capture and transfer that we can share with the NASA Knowledge Community?  
If so, please identify the type and share your name and e-mail address here.  Check all that 
apply.5 

 
Question 14: If you can, please recommend one or two other people at NASA who could share 
helpful insights about innovative knowledge capture and transfer processes within programs 
and projects so we can follow up to learn more. Please type name/s and e-mail address/es in 
the comment box.6 

 
Question 15: How many years of work experience do you have? 

 
Question 16:  What is your technical workforce category? (Choose one) 

 
 
 
 
5 Participants’ responses were captured and distributed internally. 
6 Participants’ responses were captured and distributed internally. 
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Question 17: What is your assigned work location? 
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Appendix B: Current State 

 

Current State Team Charter 
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Current State Team Report  
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Current State Team Open-Ended Question Analysis 
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Appendix C: Culture  

Culture Team Charter 
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Culture Team Report 
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Appendix D: Knowledge Processes 

 

Knowledge Processes Team Charter 
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Knowledge Processes Team Report 
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Appendix E: Onboarding and Connecting  

Onboarding and Connecting Team Charter 
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Appendix F: NASA Safety Center Report 

This section includes the report from the NASA Safety Center about their concurrent efforts 
in knowledge capture and transfer.  
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