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to tHe reAder

Peer learning, peer review and peer development 
form an important part of many projects. Through 
cooperation, learning from others and sharing your 
own expertise, you can often achieve better and 
more sustainable results than by going at it alone. 
The key reason for this is that a larger group of 
experts, providing different perspectives, will inevi-
tably produce new kinds of solutions and facilitate a 
wider spectrum of different experiences.

Development expertise can and should also be a 
target for development. The aim of this guide is 
to bring together the key information about the 
prerequisites for successful peer development as 
well as the different challenges and pitfalls you 
may encounter during the process. The guide also 
provides practical advice for avoiding and overcom-
ing problems and presents a range of examples of 
successful peer development projects. At the end of 
the guide is a collection of virtues and deadly sins of 
peer development; take note of these, and your next 
development project will be truly peerless.

Whilst this publication is written primarily from 
the perspective of peer development in projects, it 
can easily be used to support other kinds of peer 
development.IntrodUCtIon

// Introduction //
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What does a peer relationship mean and how is the 
concept used in this guide? A peer relationship refers 
to a situation where there is a degree of similarity 
between operators in a chosen sector. Extreme sim-
ilarity in all aspects is often not possible, necessary, 
or even desirable. For example, operating in the 
same field or sector or perhaps being an organisa-
tion of the same size may be enough to establish a 
peer relationship. As the name suggests, peer deve-
lopment is development work carried out between 
operators who are peers at some level. Organisa-
tions having different levels of maturity in terms of 
project knowledge, for example, is not an obstacle 
to peer development.

The most important thing is that a common denom-
inator can be clearly identified. Due to the nature 
of peer development, the theme can be approached 
with a broad perspective and different angles on the 

problem are possible and even desirable in order to 
get a view of the bigger picture. The project working 
group – those responsible for the grunt work – 
should also be a diverse group with a wide range 
of expertise, and it should be able to examine the 
problems and challenges to be resolved from many 
different perspectives. 

Benchmarking and peer review are parallel con-
cepts to peer development. Although the terms are 
used in varying ways and at times erroneously even 
as synonyms, it is vital to understand that they are 
different concepts. 

Benchmarking often comprises a study visit-type 
event where the visiting/learning party makes 
observations on another party’s working methods, 
conditions etc. and incorporates parts of their best 
practices that into their own operations. Bench-
marking often takes the form of unofficial and 
unstructured cooperation without a deep reciprocal 
relationship. Even if both parties visit each other, 
from the outset each party has the intention of 
developing their own operations by learning from 
the other. This is not wrong, quite the opposite, in 
fact. Successful benchmarking may create trust 
on which future peer development projects can 
be built, and comparing  one’s own operations to 
those of a peer can be effective for highlighting the 
challenges inherent in one’s own organization. At 
its best, benchmarking supports or at least leads to 
development.

Shadowing is a kind of peer learning that takes place 
at individual level or in small groups. It is used to 
build up expertise by observing another expert as 
they work or by working together with them. The 
job profile of the expert being observed can be 
slightly different from one’s own; they may utilise 
new, useful know-how or there may simply be 
something to learn from their own/their organisa-
tion’s working methods.

True to its name, peer review is clearly a method that 
focuses on reviewing operations, where one partner 
reviews another’s operations in a limited sector or 
subject area, in accordance with pre-agreed princi-
ples. Peer review is a widely development method, 
where each party receives their own feedback in 
turn. Reciprocity is primarily implemented in peer 
review by the participants being evaluated and 
receiving feedback in turn. 

If a peer review is carried out badly or on the wrong 
basis, it may create obstacles to future peer devel-
opment projects. If the level of trust between the 
parties involved in a peer review is low, the matters 
which should be reviewed may even be swept under 
the carpet and glossed over, with the sole aim of 
achieving the best possible review result. The pur-
pose of peer review is not to be critical. Instead, the 
aim is to help development and provide the parties 
with constructive feedback that can be used as a 
basis upon which to make changes. At its best, peer 
review can also be a part of peer development, with 
both the reviewer and reviewee gaining ideas and 
tools for their own work during the process.

A comprehensive peer review informa-
tion package can be found on the Finnish 
National Board of Education’s website    
(www.oph.fi/saadokset_ja_ohjeet/laa-
dunhallinnan_tuki/vertaisarvioinnit in 
Finnish; a shorter English version available 
at www.oph.fi/english/education_develop-
ment/quality_assurance_and_evaluation/
wbl-toi/tools_and_methods/peer_review).

ConCePtS

// Introduction //// Introduction //
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In this publication peer development is viewed as 
an umbrella concept for development work carried 
out in a network of peer partners. It is characterised 
by a common development need and a target that 
all the partners can work towards together. With 
continual interaction and through reliable partner-
ships, cooperation deepens and true development 
between peers is possible. Particular attention 
should be paid to keeping the project development 
focus in mind. A peer development project may 
include peer review and peer learning, but activities 
are guided by joint development work. 

levels of peer 
development

The theoretical background of peer development is 
in social constructivist learning theory, according to 
which learning is a social, interactive, and commu-
nal event. New operating models and new informa-
tion are both constructed together in a dialogue by 
utilizing pre-existing knowledge and experiences. 
Dialogue is vital to peer development, as develop-
ment occurs through conversation, questioning, 
pondering and adopting new perspectives. Key 
elements include equality between involved actors, 
leaving aside personal presumptions and preju-        
dices, and being open to new ideas and thoughts.

Collaboration (meetings etc.)

Peer review Benchmarking

Cooperation

Shadowing

Common 
goal

In
te

ra
cti

on

Partnership
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HAvInG An ImPACt 
wItH Peer 
develoPment 

Over the years we have tried to steer our project 
plans in the direction of joint development carried 
out in a network. In our experience development 
work carried out in a peer network produces results 
that are more suitable for disseminating and shar-
ing. We have also noticed that a common develop-
ment need makes for more functional and perma-
nent networks. When writing this guide, however, 
we wanted to check with our existing networks that 
this was not just our own view, and we asked other 
development experts for their opinions on the mat-
ter. We were not wrong. The responses we received 
(from a total of 40 project work experts) indicated 
that the results of peer development really are wor-
thy of praise. Those who responded evaluated coop-
eration, result dissemination, project impact, and 
the growth of expertise within their organisation. 
On the basis of the results we received, the effects of 
peer development are unambiguously positive. 

As a result of peer development, cooperation be-
tween projects improves, project results are dissem-
inated more efficiently outside the organisation, the 
project’s impact is strengthened and the organ-
isation’s own expertise grows stronger. Whilst 
the dissemination of project results within the 
organisation is also believed to be more effective, 
the statement gets a smaller proportion “Complete-
ly true” answers than the others. Disseminating 
project results within the organisation should be 
emphasised more in the future. Examples of tools 
that can be used include different kinds of dissemi-
nation events, impact analyses and sparring events. 
Once again, long-term thinking is the key. 

The summary of survey results, based on a four-point       
scale with endpoints Not true at all – Completely true.

not            
true               
at all

not               
entirely 

true

true                
to some 
extent

Completely 
true

cooperation between projects 
increases

0 % 3 % 26 % 72 %

dissemination of project results 
within the organisation becomes 
more effective

0 % 5 % 54 % 41 %

dissemination of project results 
outside the organisation becomes 
more effective

0 % 8 % 35 % 58 %

the impact of the project is              
strengthened

0 % 0 % 44 % 56 %

the organisation’s own expertise 
grows stronger

0 % 3 % 38 % 59 %

// Introduction //// Introduction //
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oPPortUnItIeS And 
CHAllenGeS
There are certain key elements that are common to all successful peer develop-
ment projects. It only requires minor exaggeration to adapt the legendary open-
ing sentence of  Tolstoy’s Anna Karenina to this context: ‘All successful projects 
are alike; each unsuccessful project is unsuccessful in its own way.’ The common 
factors behind success are a shared development need, trust between partici-
pants, commitment, a desire to learn from others and to spread expertise, the 
courage to try new things, flexibility, and successful communication.

A shared development need

When undertaking a development project, steps 
should always be taken to ensure that it is based on 
a clear and recognized need that the network can 
only meet through cooperation. External devel-
opment needs that differ from the organisation’s 
own interests (e.g. division of funding) cannot 
determine an organisation’s interest in develop-
ment work, because in such situations genuine 
cooperation soon becomes secondary; in particular, 
mainstreaming the results becomes exceptionally 
difficult. However, the above does not mean that 
attempts should be made to suppress organisations’ 
own particular objectives. Through open conversa-
tion and trust between the parties, a functional peer 
development network can easily agree on what will 
be done jointly and what parts of the work can be 
left entirely to individual organizations. Openness 
in all matters, including the organisation’s own 
objectives and limitations, allows for the overall 
project to be designed in a way that makes the 
whole greater than the sum of its parts 

Key elementS And 
toolS oF Peer 
develoPment

// opportunities and challenges //
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A development tool to 
enlighten development 
objectives: 
must-win Battle

trust between operators

Trust is a necessary part of peer development. 
Forming a relationship based on trust requires 
flexibility, equality, open-mindedness and above all, 
time. When there is trust between organisations, 
adding in new employees is easier and requires less 
of a run up. The trust does not need to be between 
the operators, instead trust in the network may 
in itself be sufficient for new operators to join the 
network as functional members. 

When building a relationship of trust between 
operators, the importance of leadership cannot be 
overstated. The organization managing the project 
must take responsibility for the development work 
in the project, but it must still give partner organ-
izations sufficient room to work. Key elements in 
this include listening to all involved parties and uti-
lising each partner’s expertise and specialist knowl-
edge to the best degree possible. When selecting 
communications channels for the project, factors 
that should be kept in mind include equal treatment 
of the project operators and their opportunities to 
get involved in decision-making, not just physically 
but also virtually. 

Commitment

It is vital that an organization commits to the 
objectives of the project at all levels (leadership, 
middle management, staff) if the objectives are to 
be achieved. If only the leadership is committed to 
the development objectives, difficulties often arise 
especially in the mainstreaming stage. On the other 
hand, if the leadership does not take ownership of 
the project, its implementation will be problematic, 

and it is uncertain whether implementation of an 
entire project without a clear owner is a sensible 
idea in the first place.  A clear definition of project 
objectives and a connection to an actual develop-
ment need will promote commitment even at the 
planning stage. During the course of the project, 
commitment can be promoted through open con-
versation and continual highlighting of the benefits 
the project will bring. 

In getting organizations to commit to a project, the 
steering group plays a key role. It should be made 
sure that the members nominated for the steering 
group are the project owners (or at least representa-
tives of the owner) in their respective organizations. 

The notion of a ‘must-win battle’ entails 
the leadership choosing a few objectives 
and focus areas that are important for 
putting the strategy into practice, and 
all development measures and resources 
are focused on achieving these objec-                       
tives. The leadership and the persons in 
charge actively monitor and evaluate the 
progress towards these objectives. This 
way of thinking can also be utilised when 
defining common development objectives 
between different networks.

A functional and ‘living’ peer network also gen-
erates unofficial cooperation partnerships, and 
through the activities of such partnerships the 
network may eventually resolve more development 
needs than originally even expected. These kinds 
of partnerships are based on the parties, when in-
creasing mutual knowledge, finding new common 
denominators and new expertise about which they 
can be open with each other. Such results will be 
difficult, if not impossible, to predict, but naturally 
they form very welcome added value for networks’ 
operations. 

The division of responsibility in a cooperation 
between two operators usually proceeds smoothly 
and communication is easy. What happens when 
the number of participants in the development 
work grows, distances increase and tasks get more 
fragmented? When cooperation is carried out in a 
network, the importance of common goals grows. 
In loosely-formed networks put together at short 
notice, time should be spent on defining a common 
main objective. 

Projects are typically short, lasting a few years at 
most. Especially when the participants are meeting 
and working together for the first time, and are still 
in the process of building trust, getting activities 

// opportunities and challenges //// opportunities and challenges //
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development tool:         
lean
The Lean philosophy comes from Toyota 
Production Systems (TPS) and it was first 
presented in 1991 in James Womack and 
Daniel Jones’s book ‘The Machine That 
Changed the World’. The core idea is to 
maximise benefit and minimise loss by 
reducing all unnecessary elements and 
being flexible and open to change. The 
central tenets of the model are constant 
improvement, team work, respect of 
others, support from management, and 
long-term objectives. 

development tool:       
nudge
The concept of nudge was created by 
Richard Thaler and Cass Sunstein in 
the early 2000s. A nudge refers to an 
operating model that subtly persuades 
people to act in the desired manner. This 
does not limit anyone’s freedom, but 
simplifies the decisions that are good 
for the individual and the community. 
A classic example of a nudge is Schiphol 
airport in Amsterdam, where the idea of 
painting a fly in men’s urinals reduced 
cleaning costs by 80 per cent.

the desire to learn and share 
knowledge

Identifying and sharing knowledge is an important 
part of peer development, where new operating 
models and new expertise are constructed through 
discussion and the utilization of existing knowledge 
and previous experiences. The core group of the 
project must have the space and time to establish 
the expertise of each participant, and experts must 
be allowed to use their own specialist know-how. 
On the other hand, it is also important that each 
expert involved in the project has the confidence 
to share their own expertise. A key element is the 
realization that sharing expertise does not actually 
require the sharer to give anything away. Instead, it 
also benefits to the person imparting the knowledge 
through constructive feedback and new ideas. At 
the heart of the entire process is equality between 
operators, everyone being listened to and respected, 
and openness to new ideas and thoughts.

development tool:         
mind Set
Different tools and operating models can 
be used to ensure learning from others 
and sharing of individuals’ own expertise 
in work meetings and development work-
shops. Examples include the ‘I am better 
vs. I am good’ and ‘Don’t say no’ tools.

The idea behind the former is that the ‘I 
am good’ line of thought works in easy 
tasks, but is problematic in that a lack of 
success causes anxiety and potentially 
withdrawal. A development-based line of 
thought (‘I am better’), on the other hand, 
faces up to the difficulties or failures with 
a ‘what could I do better’ approach, where-
by lessons can be learnt from the model 
or others. With the ‘I am good’ mindset, 
those doing better are seen as a threat.

The ‘Don’t say no’ working model is based 
on a single rule: in e.g. a workshop or a 
meeting, sentences cannot be started with 
the words ‘no, because...’, and instead ‘yes, 
and...’ should be used. A positive attitude 
to new ideas encourages everyone to put 
forward their own thoughts, development 
ideas and expertise.

Sources:

Be Good vs. Be Better: Columbia Business 
School, Heidi Grant Halvorson

Instead of saying “No, because…” say “Yes, 
and…”: Stanford University’s creativity work-
shop rule

started may be problematic. Both the creation of 
trust and the productivity of the project suffer as 
a result. Motivating  project participants and the 
background organisations as well as the creation 
and maintenance of a project working group will 
help with launching tangible activities. Additionally, 
where possible the project plan should be drawn 
up in a way that allows visible results – even minor 
ones – at a very early stage. The faster the first tan-
gible results are achieved (‘a visible return on time 
invested’), the more positively the cooperation and 
activities will continue. Getting peer development 
started quickly will benefit everyone. If valuable 
common time goes by and nothing happens, the 
chances for a successful end result will diminish 
rapidly. For this reason, when drawing up the pro-
ject plan, the first meetings should happen face-to-
face, and time should be used to build cooperation 
and trust. 

If the operators already know each other, the 
network should focus on renewing and constantly 
developing operations, instead of just on being con-
tent with an old and functional group dynamic. 

It is also important that the leader of the network 
takes on responsibility and demands continued 
commitment from all parties. Nothing is as de-
structive to commitment as allowing some network 
partners to be ‘freeloaders’.

// opportunities and challenges //// opportunities and challenges //
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the courage to try something new

One of the key elements of all development work is 
the courage to set the bar high and cope with poten-
tial failures. Peer development provides particularly 
good opportunities for this when bringing together 
the resources, expertise and new ideas from differ-
ent organizations.

Development activities in Finland are often criti-
cised for a lack of courage. Due to a fear of failure, 
the solutions piloted are too obvious and safe, and 
there are no attempts to think about whether they 
could find new approaches to challenges or new 
ways of thinking about the problem at nad. Both 
participants and funders would do well to remem-
ber that instead of a major success, achieving all the 
objectives of the project may mean that the bar was 
set too low.

development tool:   
dArPA
DARPA (Defense Advanced Research 
Projects Agency) is a research organi-
sation that is part of the United States 
Department of Defense. DARPA has 
provided funding for the development of 
the Internet, GPS tracking, and stealth 
technology, among other things. The key 
element of the development model is 
that the objectives are so ambitious that 
up to 85% of projects are unsuccessful. 
Despite this, even unsuccessful projects 
have provided a great deal of new infor-
mation and results that can be utilised 
elsewhere. The model emphasises the 
idea that aims that are too safe and 
too easily achieved only yield mediocre 
results at best.

Flexibility

Especially in complex development tasks, concrete 
project measures can be difficult to define in detail 
during the initial stage of the project. For this rea-
son, it is important to bear with the uncertainty and 
be ready to make changes when necessary, both to 
the project working plan and to participants’ areas 
of responsibility. The requirement for flexibility 
is underlined by the fact that projects are often 
more prone to change than normal operations: the 
funding granted may be just a fraction of what was 
applied for, changes in management can change 
strategic focus points of participating organizations, 
project staff can change etc. The professional skills 
of the managing organisation and the network 
members are tested in how they deal with grouping, 
the division of responsibilities and staying in control 
despite all changes.

development tool: Agile project models
The concept of agile projects originally comes for software development. Its principles 
can, however, also be put to use in other development activities. Agile and traditional 
project models can be distinguished as follows:

Agile projects 

individuals and interaction

functional applications

cooperation 

reacting to change

Scrum is an example of an agile project management tool used especially in software 
development. The most important principle of scrum is the continual alternation 
between short bursts of development and feedback. This allows the project to deal 
with sudden changes of heart by customers in ways unavailable to traditional project 
methods. The tool aims to maximise the team’s speed and self-direction, as well as their 
ability to adapt to different situations.

Traditional projects 

processes and working tools

rigorous documentation

contract negotiations

following plans

// opportunities and challenges //// opportunities and challenges //
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Peer development is results-oriented cooperation 
aimed at developing operations, and carried out 
between operators. Cooperation is not always 
successful, however, and instead peer development 
may become a power struggle between operators or 
develop into a situation where each operator’s focus 
is on guarding their own resources. If you find 
yourself in one (or more) of the situations described 
below occurring during the implementation stage, 
open discussion should be initiated and systemat-
ic cooperation relaunched, focusing on common 
objectives. Any potential problem areas should be 
kept in mind for the duration of the peer develop-
ment process, so that they can be foreseen, turned 
around, or bypassed. 

Successful communication

The importance of overall coordination and man-
agement is emphasised in all development work. 
From the perspective of operations, paying atten-
tion to the size of the core group, division of respon-
sibilities, monitoring the activities of working 
groups, and the operator’s own communications 
are of primary importance. The project’s core group 
(project group, planning group etc.) must have a 
clear picture of what is required of them and in 
what schedule, who they report to on progress and 
how open the work needs to be to other operators in 
the same project. Should all parties’ work be visible 
to everyone all the time, e.g. on a shared online plat-
form? Should groups report on their progress only 
at meetings? Who can and who should comment on 
the results of groups’ work? Who gets the final say 
on what is suitable and what is sufficient? 

Finding a balance between face-to-face and remote 
meetings, within the restrictions of the funding 
granted for the project, is sometimes challenging. 
The rapid development of communications tech-
nology has brought about fast and easy-to-use com-
munications equipment, and using such equipment 
can make distance a non-issue. 

Technologically-facilitated and face-to-face commu-
nications should be seen to a greater extent as com-

plementary solutions. Neither is intended to replace 
the other, and there is room for both in networking. 
If the aim of the project is to create something 
completely new, more time should be set aside for 
face-to-face groupings and planning of joint activi-
ties. Routine and practical matters can, on the other 
hand, primarily be taken care of remotely and thus 
saving resources both in terms of time and money. 
However, from the perspective of team spirit, joint 
meetings are of vital importance: sharing successes 
and failures, moments of joy and sometimes even of 
nonsense, binds a group together and facilitates the 
achievement of results.

 

The party in charge of coordination should allow 
participants to agree together on digital commu-
nications channels that are either natural choices 
or easily usable and familiar. Establishing a kind 
of ‘break space’ as early as possible in the project 
will help to form genuine conversation contact and 
reciprocity between the partners. It is important 
to ensure that all team members use the common 
communications channels; no one operator can be 
given special dispensation, even though enthusiasm 
for social media usage, for example, will naturally 
vary between operators.

PItFAllS oF Peer 
develoPment

// opportunities and challenges //// opportunities and challenges //



24 25

// Mahdollisuuksia ja haasteita // // Mahdollisuuksia ja haasteita //

lack of focus

If the focus is not on development needs and 
development problems, cooperation can easily steer 
into the wrong direction. Activities will remain 
at a peer learning level. Whilst this is laudable in 
itself, instead of focusing on actual development 
the situation will stay oriented around comparing 
good practices and discussion between operators 
will not progress from the ‘nice to know’ level, with 
no new developments and no network-level changes 
occurring. The project plan and discussions that led 
to the project receiving funding should be checked 
at regular intervals. If there was a genuine need for 
the project at the planning stage, then someone (in 
addition to the funder) is awaiting results. If the 
participants have the courage to present the fruits 
of the project for evaluation outside the core group 
at an early stage, the evaluation of progress and 
results becomes easier. This is sometimes known as 
the ‘fail often, fail early’ model. 

low interest in an organisation

The level of interest among those participating in 
the development work may vary. Sometimes project 
funding had to be applied for without sufficient 
discussion and analysis, for example due to the 
organisation’s resource situation (e.g. their ability 
to allocate staff to the project). In these situations 
commitment may be low within the organisation. 
Sometimes changes in the organisation lead to 
changes in key personnel or the amount of time 
they have for the planned activities during the 
implementation stage. 

Concentration of power and                
responsibilities 
 
The biggest problem with the concentration of 
power in a network is linked to building trust. 
Work is not always divided equally among partners. 
There can be many reasons for this: For example, 
the coordinating party is unable or does not want 
to divide the tasks fairly, and instead tries to retain 
all the decision-making power. One of the project 
participants may have adopted a ‘freeloader’ role, 
not taking their share of responsibility and leaving 
others to do more than originally planned. Because 
projects are nowadays being implemented to 
ever-tighter schedules, the lack of time in some sit-
uations leads to the power and responsibility being 
focused on a few participants. 

The concentration of power and responsibility may 
also stem from personal issues and differences in 
operating cultures between organisations, staff 
turnover, temporary employment contracts or lack 
of time.

resources – lack of time

Active workers who are keen for change are often 
involved in many different things, which may lead 
to a situation where the financial resources for 
development work exist, but the time does not.

Therefore, supervisors have a great deal of respon-
sibility for ensuring both that employees are coping 
and that planned measures are being implemented.

Time-related resource issues are also a problem for 
project management. Projects are typically short, 
which highlights the importance of administrative 
expertise. Sometimes lack of time or other resourc-

// opportunities and challenges //// opportunities and challenges //
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es can lead to a situation where participants cannot 
complete all agreed-upon tasks. In these situations 
financial and other resources should be directed to 
where the available human resources are, or new 
workers should be taken on if finances and schedul-
ing permit. 

Groupthink

The party coordinating the work should monitor the 
group dynamic and its development, and support 
continual evaluation and open conversation. If 
open exchange of opinions and critical discussion 
have fallen or are falling to the wayside, there is a 
risk that decisions will be unanimous but bad from 
an overall perspective. This is called groupthink. 
Groupthink is difficult to discern and it often comes 
about as a result of drifting into other pitfalls.

Unrealistic expectations

Disappointment with results often comes stems 
from unrealistic expectations, which may be e.g. 
due to a mismatch between objectives and resourc-
es or objectives and planned measures. Unrealistic 
expectations may also be fueledd by exaggerated 
and overzealous communications. The compat-
ibility of the challenges, objectives and results 
of the project should be evaluated (see diagram) 
throughout the entire process of the project, as 
should the feasibility of achieving the objectives 
with the allocated budget. Correspondingly, the 
focus in communication should, from the very start, 
be the results that can realistically be anticipated. 
By managing communication you also manage 
expectations!

// opportunities and challenges //// opportunities and challenges //
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IS yoUr orGAnISAtIon reAdy 
For Peer develoPment?

Are you able to identify the nature of your organisation? Are you the driving force 
behind change and development, the last bastion of resistance to change, or 
somewhere between the two? Examine your own organisation using the following 
statements and think about what realistic opportunities there are for the realisa-
tion of project activities.

The more 3s and 4s you have, the better prepared your organisation is to implement peer development. By totalling 
up your organisation’s points, you can see what kind of things you should pay attention to in the future.

Completely 
disagree

1

Somewhat 
disagree

2

Somewhat 
agree

3

Completely 
agree

4

Leadership supports development work.

Middle management supports development work.

Other staff are interested in partaking in development 
projects.

Sufficient resources (time, finances) have been reserved 
for the implementation of projects.

Carrying out regular operations alongside development 
work is possible (time, finances).

Development projects come about as a result of tangible 
needs.

Development projects support the strategic objectives of 
our organization.

Within our organisation, there is an understanding of 
the fact that failures must be allowed and accepted when 
developing new innovations.

In our organisation, there is a desire to learn from others.

In our organisation, there is a desire to spread our own 
knowledge for other parties to use.

The people chosen for project work want to implement 
developments.

The people partaking in project work have experience of 
development.

Our organisation is prepared to make changes.

total
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Personal preparedness
Evaluate your own preparedness using the following statements:

•   I understand my own areas of specialist expertise.

•   I am prepared to try working methods / programmes / applications etc. that are new to me.

•   I am curious.

•   I am willing to discuss and take into consideration opinions and perspectives that differ  
    from my own.

•   I want to learn from others. 

•   I want to share my own expertise.

•   A common main objective is more important than my own results.

•   I understand the necessity of development work. 

•   I see projects as part of a whole.

The more points you responded positively to, the better prepared you are to get involved in 
peer development.

41-52 points
Active 
expertise – interest

There is both development expertise and experience in 
the organisation. Additionally, potential participants 
have a desire for and interest in change.

Your organisation is probably an experienced project 
operator and often takes the lead implementer role. 
You remain in control of objectives, measures and 
results, and you are prepared to be brave and try new 
things. 

Pay attention to the following things:
•   The division of responsibility between partners:      
     those with lots of experience can easily undermine    
     newcomer project operators.

•   You can learn new things from everyone.

•   How staff are coping: active team members are        
    often involved in lots of different things.

26-40 points
(Are the challenges your organisation is facing 
due to a lack of knowledge or interest?)

Skill 
expertise – no interest
Your organisation has both development experience 
and knowledge, but potential participants have no 
desire for or interest in change.

Pay attention to the following things:
•   Eager and experienced developers will tire if         
    the work done and the results achieved fall on        
    deaf ears.

•   Management commitment and support from      
    the project owner are decisive for development                      
    activities.

26-40 pistettä 

(Are the challenges your organisation is facing 
due to a lack of knowledge or interest?)

will
no expertise – interest

Your organisation does not have sufficient develop-
ment experience or expertise, but potential partic-
ipants are interested in creating and developing 
change.

Pay attention to the following things: 
•   A big ship takes time to turn around. Even if       
    the strategic decision for development work       
    has been made, people may not get excited at       
    the push of a button.

•   Get started with small steps! As a part-       
    implementer or partner, you can get by with      
     taking on just a small amount of risk initially.

13-25 points
Passive
no expertise – no interest

Your organisation has no development experience or 
expertise, and potential participants are not interested 
in looking for or developing new solutions.

Your organisation does not yet seem to be ready for 
peer development projects. If staff show small signs of 
interest, want to partake in training and the organisa-
tion’s management plan participation in development 
projects, start with small steps. 

Pay attention to the following things:
•   Changes can be achieved even with small invest  
     ments.

•   Positive experiences feed enthusiasm.

•   Select the most active and development-positive   
    participants for the activities and start with realistic,   
    concrete development tasks.
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old partners

+ trust already built

+ already have a clear idea of the strengths and   
    development needs of the other party
+ quick and easy to get down to implementation   
    work

- time should be set aside for maintaining relation- 
   ships even between development projects
- some good practices may go unnoticed as we as-  
   sume that we already know each other completely
- the danger of decreasing innovation due to                    
   repeating the same solutions and previously           
   successful operating models 

old or 
new PArtner?

new partners

+ opportunity to get to know new practices and   
    operating models 
+ opportunity to find new, innovative solutions

- have to set aside time to get to know the organisa- 
   tion’s operations and create mutual trust
- uncertainty regarding achievement of results and  
   functionality of cooperation 
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There is no straight answer to the question of 
whether it is more sensible to choose a new or fa-
miliar partner for peer development, as both models 
have their pros and cons.

With a long-term partner a relationship based on 
mutual trust has already been established, and 
therefore development challenges can probably be 
resolved faster than with new partners. Sufficient 
time should be reserved for building trust with 
new partners and getting to know their operating 
models and areas of expertise. On the other hand, 
this can open up completely new perspectives and 
innovations for resolving development challenges.

// opportunities and challenges //// opportunities and challenges //
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FoUr CASeS

ABoUt mASterFUl  
Peer develoPment

In the project Mestari (master) – high-quality, new 
models for workplace-based learning, the starting 
point for peer development was a common develop-
ment task written into the project plan: building an 
evaluation tool for workplace learning. In addition 
to this, the organizations involved in the project 
had their own specific development objectives and 
measures. 

The success of the Mestari project was influenced 
substantially by the fact that the geographically 
diverse project group and the rest of the project’s 
key operators came together early in the project for 
a joint workshop for a couple of days. The objective 
of the event was to create a common conception 
of what was meant by the objective included in the 
project plan (‘create a quality assurance model for 
joint workplace-based learning between different 
operators’), and what kind of model the group 
going to concretely start developing. In terms of 
the implementers’ commitment, it was particularly 
important to ensure that the views of all parties and 
their background organisations were taken into 
account.

It is important that time is spent on creating a 
common basis for peer development, and that each 
operator is given the opportunity to find their own 
perspective and motivation for joint development. 
How else can organizations from different parts of 
the country be persuaded to put their efforts into 
joint work and devote time to traveling to joint 
development workshops? Joint development also al-
ways requires time for face-to-face meetings. In the 
Mestari Project this issue was dealt by holding short 
‘Where are we going?’ virtual meetings monthly, 
and organizing joint development workshops face-
to-face every few months for a couple of days at a 
time. 

mestari – high-quality, new 
models for workplace-based 
learning

Objective: The objective was to develop and 
diversify the implementation of and guid-
ance for workplace learning. An additional 
objective was for the national network to 
develop common operating and quality 
assurance models for workplace learning to 
support broader implementation.

Implementation period:   
1 January 2014–31 December 2015  

Implementers: The City of Turku Education 
Division / vocational education, The Joint 
Authority of Education of Kotka-Hamina 
Region, Salpaus Further Education Regional 
Consortium / Salpaus Further Education, 
Savo Consortium for Education

Funded by: The Ministry of Education and 
Culture

Further information: www.koulutustakuu.
fi/hankkeet/mestari (in Finnish)

Key elements for success
- deconstructing abstract objectives together   
   to create concrete objectives

- working model: remote day/local day

- facilitating manager
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vetovoImAA

The purpose of the VetoVoimaa teknologia-aloille 
(Increasing the appeal of the technology sectors) 
project is to increase the attractiveness of education 
in the technology sectors by engaging young people 
and utilising their knowledge and expertise in the 
project’s development work and increasing and 
diversifying the forms and means of cooperation 
between educational institutions and the business 
community. 

As the objective is clear and common to all, peer 
development was a natural choice. Increasing the 
attractiveness of the machinery and metalwork 
sectors has also been a long-term problem for edu-
cational institutions, so the need for new operating 
models is clear. The motivation for peer develop-
ment has also increased due to the fact that new 
ideas and methods have fallen to fertile ground. 

The project has seen the creation of a provincial 
marketing and communications campaign (KOMEa 
tulevaisuus – A handsome future in machinery and 
metalwork), with shared materials and communi-
cations channels. The educational institutions are 
naturally capable of carrying out their own local 
marketing measures, but the campaign has a com-
mon appearance and brand used by all. 

An important element in the implementation of 
the project has been student involvement. Students 
from the sector at the participating educational 
institutions were invited to workshops, where they 
were tasked with planning a marketing campaign 
aimed at young people. The campaign content was 
created by young people for young people, and the 
channels used covered the wide range of options 
provided by social media. 

As part of the KOMEa tulevaisuus campaign and 
increasing the sector’s attractiveness, businesses in 
the area have also committed to peer development. 
Representatives from businesses have partaken in 
peer development workshops, with the theme of 
marketing the many opportunities the sector has 
to offer. An example of the results of the workshops 
were the open-door technology evenings orga- 
nised locally at different companies where young 
people and their parents could see the kind of jobs 
available in the sector. As the local implementation 
varied, experiences on the functionality of different 
implementation methods were collected from the 
network, to be used the next time such events were 
organised. 

All development benefits from having as varied a 
group of operators as possible. However, joint de-
velopment is facilitated when the majority of those 
involved being on the same wavelength in terms of 
the topic of development, as well as the professional 
language and the culture. That the objectives set for 
the Mestari Project were achieved within the tight 
schedule was largely due to the majority of the peer 
developers having years of experience precisely 
in the development of an operating model for 
workplace learning. Despite different background 
organizations, they had a common language and 
operating culture. The participants who commend-
ably took on the roles of sparring partners for the 
development process represented different frames 
of reference. 

The key role of the project leader was to ensure that 
matters proceeded in accordance with the concrete 
working plan and schedule, and to steer the project 
group back to joint work if necessary. Additionally, 
their task was also to prepare programmes for the 
development workshops and to facilitate a smooth 
progression so that maximum possible benefit 
could be gained from the face-to-face development 
work. Each face-to-face meeting strengthened the 
group, increased its team spirit and mutual trust, 
helped participants put forward different opinions 
and acted as the glue for joint development. 

vetovoimaa goes 
national
The open sharing of expertise and innovation 
is an important part of peer development. The 
VetoVoimaa project shared the ideas, content 
and brand of the KOMEa tulevaisuus market-
ing campaign developed in Southwest Finland, 
for use by other education providers and with 
Technology Industries of Finland.

‘The result was that our campaign garnered 
national attention and a significant number 
of new partners. Another benefit was that 
through sharing our knowledge, we gained 
feedback and new ideas from new partners, 
and we could use these in our own work’, 
states Project Manager Anu Parantainen.

A culmination of the cooperation 
work came on 29 November 
2016 with Teknolo-
giaTiistai (Technolo-
gyTuesday), featuring 
events providing a range 
of information about 
education in mechanical 
and production technolo-
gy. Different events were 
held in over 50 areas all 
around Finland.

// 4 x Case //
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vetovoimaa teknologia-aloille

Objective: The objective was to increase the 
attractiveness of education in technology 
sectors in Southwest Finland by involving 
young people and utilising their knowledge 
and expertise in marketing the sector, by 
increasing and diversifying the forms and 
means of cooperation between educational 
institutions and businesses, and by creating 
a sponsor company network spanning the 
entire region.

Implementation period:     
1 July 2015–31 December 2017 

Implementers: The City of Turku Education 
Division, Salo Region Educational Federa-
tion of Municipalities, Southwest Finland 
Municipal Education and Training Consor-
tium, Länsirannikon koulutus Oy WinNova, 
Raisio Regional Education and Training 
Consortium, Machine Technology Center 
Turku Ltd, Turku University of Applied 
Sciences

Funded by: The European Social Fund; 
the Centre for Economic Development, 
Transport and the Environment for Central 
Finland; and implementer organisations.

Further information: www.koulutustakuu.
fi/hankkeet/vetovoimaa-teknologia-aloille 
(in Finnish)

Key elements for success
- a common, critically important   
  development objective

- participation of target groups

- commitment of interest groups

// Four cases //// Four cases //
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tHe vAlmIS ProjeCt  
The goal of the Valmis project was to improve grad-
uation rates in vocational education. In addition to 
developing the contents of education, the solutions 
piloted included various peer development means 
within the education providers, in the project 
network of several education providers, and in joint 
development between projects.

 

All the examples below were tried in the Southwest 
Finland project network of eight vocational educa-
tion providers.

 

Internal peer development for educa-
tion providers

The peer development work was carried out at ed-
ucational institutions by working groups featuring 
representatives from different sectors. For example, 
the joint graduation working group representing 
different fields in the Turku Vocational Institute 
coordinated development at an overall institutional 
level. The purpose was to bring together develop-
er-teachers from different subjects and create an 
environment where the teachers received feedback 
and tips about their own development templates 

from teachers of other subjects. A joint working 
group was also one way of spreading results be-
tween subject areas.

 

Another example of peer development carried 
out within education provider organisations is 
the annual project fair event organised by Raisio 
Regional Education and Training Consortium, 
in which all staff participate and where different 
projects present models and ideas that have either 
been completed or are under development. Whilst 
the project fair is seen primarily as an internal 
marketing and sharing tool, it also provides a good 
forum for bringing together new project ideas and 
recruiting teachers interested in development.

 

Peer development within                        
a project network 

When the project network features several different 
education providers, it is a good idea to initially 
spend time reviewing what operations and materi-
als relating to the development theme the educa-
tion providers already use. This can easily be done 
during a mini-fair held in e.g. a classroom, where 
the network members present their own operating 
models. It is also a good idea to set aside some time 
during the event for open discussion of what the 
participants have learnedfrom the presentations 
and how they plan to utilise these things in their 
teaching in the future. 

Even though development work is carried out in 
educational institutions, various working groups 
are also involved with networking. These may be 
groups focusing either on a specific development 
topic or the objectives of the whole project. One 
functional peer development model involves taking 
turns presenting the results of development work 
that is finished or still underway during working 
group meetings. As the presenters receive feedback 

on their development work, the other participants 
also gain other ideas for their own development, or 
at the very least can form a good understanding of 
the development taking place in their own project 
network.

 

The evaluation and development days of the project 
network are a fantastic way of both presenting fin-
ished results and working together to refine ideas 
in progress into functional pilots. Representatives 
from other projects can also be invited to the events, 
as they can bring new perspectives on the work. The 
programme of the evaluation and development day 
can also be themed in accordance with the life cycle 
of the project. In such instances the initial focus can 
be on the different models known to already be in 
existence and how development can be launched to 
take them forward. When the network has already 
produced results, they can be evaluated, produc-
tised and developed further together at an event 
lasting for a full day.

 

development between projects

Cooperation between projects can be carried out at 
many different levels and by different combinations 
of people. In addition to providing information, 
cooperation between projects canbe eye-opening 
and create new cooperation networks for future 
collaboration.

 

In the graduation projects, cooperation between 
projects initially took place at joint seminars in the 
form of conversations based on models presented, 
or peer review between two projects. When it was 
noticed that bilateral peer review might perhaps be 
focusing too much on evaluating the implementa-
tion of the project, with processing the content of 
the development work playing second fiddle, tripar-
tite evaluation was tried. There, the representatives 
of the first project assessed the second project, and 
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valmis – Improving graduation 
rates in vocational education in 
Southwest Finland

Objective: Prevention of dropping out of 
studies and improving graduation rates in 
vocational education.

Implementation period:                                              
22 September 2011–31 December 2015

Implementers: The City of Turku Education 
Division, Raisio Regional Education and 
Training Consortium, Peimari Group of Fur-
ther Education and Training, Salo Region 
Educational Federation of Municipalities, 
Southwest Finland Municipal Education and 
Training Consortium, Turku Christian Insti-
tute Foundation, Turku Vocational College 
Foundation, S. and A. Bovallius Foundation / 
Bovallius Vocational College

Funded by: The Finnish National Board of 
Education and implementer organisations

Further information:  www.koulutustakuu.
fi/hankkeet/paattyneet-hankkeet (in Finn-
ish)  www.lapaisy.fi (in Finnish)

Key elements for success
-  a common development objective
- utilisation of peer development at different  
   levels of operations
- demonstrating ideas to other operators
- wide-ranging evaluation and development  
   days
- coordination of a well-organised national   
   project entity

// Four cases //// Four cases //

http://www.koulutustakuu.fi/hankkeet/paattyneet-hankkeet
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examples of mASt logic

For the opportunity to engage in work-
shop-based studies, the educational 
institution had to commit to providing 
students the opportunity to complete 
their studies in different learning envi-
ronments. In practice, this means that 
parts of a qualification are completed 
at a workshop, and to support this e.g. 
operating models, agreements, forms, 
instructions and syllabi were developed for 
workshop-based studies. These commit-
ments and measures stem from the shared 
view that all young people must be offered 
equal opportunities.

mASt –
reGIonAl GUIdAnCe 
model 

A result of the MAST project, which was carried out 
2009–2011, was the creation of a regional guidance 
model for Southwest Finland. The model was based 
on cooperation between educational institutions, 
workshops and comprehensive and secondary 
education, the implementation of a regional youth 
monitoring system, new pedagogical guidance 
models, and increasing cooperation between differ-

Passing on the baton
 

The Finnish National Board of Educa-
tion’s national graduation development 
programme concluded in December 2015, 
with a joint seminar for all projects and 
project operators involved in the pro-
gramme. The event was also attended by 
representatives of early-stage development 
work projects. This passing-on-the-baton 
event was organised with the representa-
tives of the new projects first making brief 
presentations about their own objectives 
and any ideas they might be hoping for. 
After this, blank flipcharts were hung on 
the wall, each under the name of one of the 
new projects, with those present invited to 
write their own ideas on the blank pages 
and talk to the representatives of the new 
projects. A similar experience transfer 
could be trialled within a single education 
provider or even in a regional network. 

the representatives of the second project in turn 
assessed the third. At the same time the assessment 
basis used was adapted to focus more on develop-
ment of the content itself, as well as productisation 
and dissemination of results.

 

During the next stage, evaluation made way for a 
joint peer development meeting of three or four 
projects, where the focus was on a pre-agreed wider 
theme. Teachers working on the agreed theme at 
the project network organizations were also invited 
to the event. The best thing these events provided 
was the opportunity for the experts to discuss the 
practical implementations of the trials and gain 
valuable advice from each other to take home.

ent operators. The measures linked to the project 
were used to support young people as they moved 
forward along their study paths, reducing drop-out 
rates and promoting graduation.

The operators involved in the project committed 
to the practical measures of the guidance model in 
accordance with joint values. They also committed 
to implementing the measures and ensuring the 
agreed-upon level of guidance and support. To sup-
port these measures, the project produced materials 
such as operating models, process descriptions, 
instructions, forms and agreements.

Another example of how values and com-
mitments steer practical operations:

Material:
development 
discussion form

Value:
equality and 
justice

Action:
The teacher responsible 
for guidance does a 
yearly appraisal of study 
progress together with 
each student.

Commitment:

The student gets          
guidance and support 
based on his/her needs.

// Four cases //
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mASt – maakunnallinen            
ohjausmalli (regional guidance 
model)

Objective: The project’s objective was to 
create a regional youth guidance model and 
develop and consolidate an expert network 
of the parties responsible for providing 
guidance in Southwest Finland.

Implementation period:    
1 January 2009–31 December 2011

Implementers:  The parties involved in regu-
lar development partnerships were: The City 
of Turku Education Division, Bovallius Vo-
cational College in Turku, Kaarinan nuoret 
pajamestarit ry, Laitilan nuorisoverstas ry, 
the Municipality of Lieto / Kisällikellari, the 
Southwest Finland Municipal Education and 
Training Consortium, the Town of Naantali 
/ local services, Raisio Regional Education 
and Training Consortium, Salo Region Ed-
ucational Federation of Municipalities, and 
the Raina Foundation.

Funded by: The European Social Fund, the 
Centre for Economic Development, Trans-
port and the Environment for Southwest 
Finland and implementer organisations.

Further information: www.mastohjaus.fi 
(in Finnish)

Key elements for success
- common values
- cooperation
- openness
- a positive attitude towards development 
- courage
- listening
- commitment

// Four cases //
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For a project to succeed, it is vital that all partic-
ipants have a desire to work in cooperation and 
the see the benefits of cooperation. The aim of the 
project from the very start was precisely to work 
together, instead of using the traditional network 
project implementation model, where each organ-
isation has its own sub-project, with the adminis-
tration forming some kind of cohesive umbrella 
over the project. This led one participant to describe 
a new kind of approach in their report as follows: 
‘the MAST project has been organised in a way that 
is new and different to that of previous projects. 
This meant that I had to change my own thinking 
initially, but the solution has proven to be very 
functional. The theme-based division allowed us to 
tackle issues that affected our region in particular, 
and the project was seen as a whole, not just as the 
conglomeration of subprojects at various organisa-
tions.’

Openness and a positive attitude towards develop-
ment were required to achieve results. Participants 
needed a desire to share their own ideas, expertise 
and successful models, as well as a desire to learn 
from others and develop their own operations. Nat-
urally, the most important element was the belief 
that having an impact is possible and changes can 
be made. On the flipside, participants also needed 
to have the courage to try even if it meant that the 
possibility of an error; when searching for new and 
innovative solutions, it must be recognized that not 
everything can be a success and that mistakes pro-
vide opportunities to learn and create new things.

// Four cases //// Four cases //
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ConClUSIon

tHe vIrtUeS And mortAl SInS oF Peer develoPment

// Conclusion //

virtue mortal sin

Crystal-clear objective Lack of focus

Good planning Poor or insufficient planning

Trust and a genuine peer relationship

All operators committing and staying committed

Benefits and impact of peer development               
described clearly and tangibly from the                  
perspective of different operators (management, 
staff, target groups)

Dictated terms, unclear rights and                               
responsibilities 

Insufficient time and resources dedicated to 
committing operators

No concrete demonstration of the benefits of 
peer development 

Continual evaluation and preparedness to take 
corrective steps

An evaluation plan has not been drawn up for 
the development project

A desire to learn from others                                         
(‘Be Better’ thinking)

A desire to share expertise

Unwillingness to learn from others, others’ 
expertise viewed as a threat (‘Be Good’ thinking)

Jealously guarding own good practices

Openness and the ability to identify                             
opportunities

Courage and development positivity
Focus on obstacles and problems

Readiness to listen to voices that are resistant to 
change and alternative ideas 

Blindness to views and ideas other than their 
own

Flexibility Fixation on old models and operating methods

Persistence Stubbornness
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