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Template:  Project Lessons Learned Meeting and Report

What:  Hold a team review to discuss how the project is going, and at the end, how it went.   What did you do well?  What did you not do so well? What was the bottom-line result for the project? What can you learn for next time that will help you and others on other projects?  This template gives suggestions for the process, and a sample output report.

Why:   Lessons learned meetings are your best weapon for implementing continuous improvement.  These reviews give everyone a chance to freely discuss the good and bad aspects of the project so that good practices are repeated and bad practices are eliminated.  

How:  They should be held at or near the end of a project, and can also be useful at key interim points during longer projects, such as after the planning phase in a major software project.  These reviews are attended by the entire core team.  Key functional managers may sit in but should not impede the process.  Review project results by asking questions like did we do what we said we would in terms of meeting cost, schedule, and quality goals?   What were the cost issues, feature issues, schedule issues?  

Process points:

· Have the project manager prepare some basic project overview materials before the lessons learned meeting.

· Make sure that all key cross-functional team members can attend the scheduled meeting. Many project insights come from issues with interaction between groups; a great deal of important knowledge has the best chance of being revealed if you have all the core team members at the meeting.

· Start the meeting with a brief overview of the project schedule.  What were the planned completion dates for each phase of the project, and what really happened?  Can the team identify and summarize why a particular phase end date slipped? 

· Hang flip chart paper on the walls or have ample whiteboard space available.  Label some papers/whiteboard "Wins" (things that went well, practices the team would repeat)and others "Challenges" (things that did not go well, project issues or failure points).

· Have the team members brainstorm Wins and Challenges, and record them on the walls. If you have some team members who are not that likely to speak up, especially about issues, try round-robin brainstorming-- go around the table or room and have each person come up with either a win or a challenge.

· After the meeting, compose a report similar to the one in this template.

· Identify actions for specific updates to your project management or product development methodology, or other processes or documents.

· Publish results to other project managers and functional managers and team members, so that future projects can make use of the lessons learned.

The template on the following page has data from an actual project as an example.  You can save off the file and create a blank version to use on your projects.

Project Lessons Learned Report

History Timeline for Context on the Project

	May 98
	Proof of concept

	Oct 98: start parallel development of  modules for 4 different applications

	Nov-Dec 98
	Formed single project for developing the common elements

	Dec 98
	Start Phase 2

	July 99
	End Phase 2

	Jan 99   (hardware) 

April 99 (software) 
	Start Phase 3    (overlapped with Phase 2 work)

        (Resource switch)


Project Schedule Summary—

	
	Planned date
	Actual
	Notes on schedule issues

	End Phase 2 (planning)
	2-01-99
	2-28-99
	

	End Phase 3 (development)
	6-27-99
	Nov  99
	Late software development starts due to resource switch to other project, and field issues resolution

	End Phase 4 

(alpha test)
	8-8-99
	May 00
	End of this phase delayed by late software start above; 

1 months delay - Addition of new features broke some infrastructure code, not discovered until alpha testing

1 month delay - test database issues - took way longer than expected to create the test database we needed

Other: overall, this phase was underestimated for how complex the system is- simply couldn’t get all the tests executed and bugs fixed in the 2 months originally allocate for the testing.

	End Phase 5

(beta test)
	9-5-99
	Oct 00
	3-4 month delay—lack of hardware availability

2 month beta delay—late addition of  new feature

1 month delay—revision made for customer change. Then lack of adequate regression testing

	Ship
	9-30-99
	Dec 00
	Schedule slip overall:  15 extra months added to desired 9 month schedule 

Calendar schedule slip was 166%.

	
	
	
	


Wins

1. Good, active, vocal cross-functional team.

2. Team committed to quality – not hiding issues etc. 

3. Now aware of more benchmarks for releasing products in the future.  E.g. data delivery, documentation needed.

4. Change in mindset – product management started wanting/accepting real delivery date that won’t move.   

5. Making progress toward giving realistic schedule estimates.

6. Lot of success getting reduced emissions on new hardware modules first time through.

7. Added significant new functionality, seems to work.  Major jump in technology. 
Primary Challenges (Top Project Impacts) and Lessons Learned

	Challenge
	Lesson Learned and Recommendations

	1. Delay in hardware availability to run multiple parallel beta tests
	· Decision to run this many tests was made too late to give manufacturing adequate time to build.   Projects of this type should create a "rough sizing" beta plan much earlier in the project.

	2. Delays in test database readiness impacted alpha timeline
	· Underestimated complexity of test database needed for valid alpha testing, took longer to create than allocated in original schedule.  

· Now have statistics on how to estimate this and template for it. Document it.

	3. Did a vision process but not necessarily good tradeoffs-- some groups were busy with other projects and didn't participate.   We ended up with late feature changes that hit the schedule. 
	· Need to involve entire company in Vision process to define project objectives and make important system capability and installation tradeoffs.    

· Should have stopped and discussed rather than letting Development go forth with partial information.  

· Focus on learning how to do better tradeoffs on this type project. 

	4. Project touched and broke existing software infrastructure. Didn’t fully understand scope of project, didn't recognize the system implications of adding these new modules.  Impacted total service / capability in network, affected messaging protocols in unforeseen ways. 
	· In the future must make sure Vision, planning etc. take into account the module functioning within the existing system.  Must make clear the service levels and support required at time of release.  We should add this to our template for the Vision document and process, and to the appropriate test plans.


Continued next page

Primary Challenges (Top Project Impacts) and Lessons Learned (continued)

	5. Had problems defining a realistic schedule.  Overly aggressive initial schedule; was guaranteed to slip.   Non-acceptance by management of a realistic schedule.  Defining firm schedules is still a primary challenge.
	· Need executive support that we are supposed to get to commit to realistic schedule dates that won’t move. I.e., must reconcile priorities throughout the company, and reinforce commitment to schedules and availability.  We are going to plan an executive education session around this, where we give them an overview of several recent projects where this was an issue; get their feedback, collaborate to see if we can get buy in to them listening when we ask for more time.

	6. Problems with customer milestones and feature changes. Cut corners to make delivery milestone. Also interpretation issues on contract.  Changed late in game to agree to change desired by customer.  This is the primary cause in latest schedule slip revealing firmware bug.
	· Product management is working on closer relations with customer re: contracts.  Must better understand how to work with them.  How control customer changes in this environment? How to get "real" need dates from customers?    We are targeting the next project to improve on this; product management has agreed to make this an explicit review item during phase 2 planning.

	7. Unexpected man hours spent trying to figure out how to test the new modules in manufacturing.  Problems agreeing on how to test it. Automatic test equipment design issues since it was such a new and different product.  Not dealt with in terms of getting the resources to handle the issues.  Testing decisions not followed through on, issues not brought back to team. 
	· Need more buy-in on scope from all cross-functional areas such as manufacturing testing, to ensure resources will be there, new issues will get proper attention to be worked out in timely fashion, etc.  Get buy-in in writing and get them to start their plans earlier than in the past, to help flush out these issues early.  We are going to incorporate some new items in our phase 2 design review checklists, and add ATE personnel as an explicit critical invitee to the design review meetings.




 Actions Resulting from  this Lessons Learned Meeting

	Action
	Due
	Who

	Communicate this lessons learned report to Project "Thunder"

Project Manager (That project is similar, need to see these lessons asap)
	Oct 2
	T. Kahn

	Schedule executive education session around product definition and schedule commitment phases
	Oct 30
	T. Kahn

	Update Phase 2 Design Review checklists to include items for making sure design testing is discussed early, and ATE testability is affirmed at module detailed design reviews.
	Oct 13
	D. Smith

	Update Vision document and test plans - these documents must specific the service levels and support required at time of system release
	Oct 30
	S. Rand

	Update beta planning guidelines for all issues this project experienced in beta, note potential schedule impacts
	Oct 30
	S. Rand

	Document and post in repository the new design and estimating guidelines for the test database used in Alpha
	Nov 15
	E. Jackson


