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[bookmark: _Toc13512799]Purpose of the document
This document aims to outline what a Project Review is, an outline of Project Reviews in general, as well as guide best practices and possible pitfalls in the conduction of a Project Review.

[bookmark: _Toc13512800]What is a Project Review?
A Project Review is a process in which you will try to uncover how your project went from start to finish. It is not:

A focus on elements that did not work,
A quest to establish blame,
Just a meeting
A highlight of what happened during the project.

The Project Review meeting itself, while necessary, is only part of the entire process.
The result should be clear indications that improve processes and general project outcome for the future.

The main output is an answer to the question “What is going to change in future iterations, and how?”
What went specifically well, that we can reuse?
What went normally, but could be improved thanks to what we learned?
Which actions can we take to avoid the mistakes that did happen?

A Project Review that does not impact future projects is a waste of everyone’s time. Your study should highlight both success and failings that we can use on future projects.



[bookmark: _Toc13512801]Holding your Project Review
[bookmark: _Toc13512802]When to set up a Project Review
A Project Review should generally be held whenever there are elements of the project delivery that can be reused for the entire company.

This effectively means that most projects should result in a Project Review analysis, as long as the focus is done on “how can we use this project to make future iterations better?”.
[bookmark: _Toc13512803]Preparing a Project Review
[bookmark: _Toc13512804]General prep
A Project Review is only as good as its preparation. This is not something you can send one email about, and then walk into a room expecting it to go well.

A Project Review is called by the project manager or the account manager or a project.
[bookmark: _Toc13512805]Announce the Project Review
The word Project Review still carries a bit of a chill, especially for new resources. To avoid undue worries and stress, announce the Project Review ahead of time to the project team. Make sure they understand the objective of the process, what is expected, and what repercussions can be had.

Make available any and all resources that you will use in the postmortem, including questionnaire and as-of-yet-empty presentation.

The Project Review should be announced both to your team and to the company.


[bookmark: _Toc13512806]Questionnaire
You should send out the questionnaire (See 4.G) to your team before the meeting takes place so that they can reflect on the project themselves.

The questionnaire’s objective is to make you think about the project steps and identify elements to improve, and should not be considered a valid channel for performance reviews.
[bookmark: _Toc13512807]Find a Moderator	
A Moderator can be from your team, but not from the Project Team.
The moderator is there to keep the conversation on-point, following the defined rules, and to keep to the agenda.
It can be literally anyone that feels comfortable in that role and does not have to be a Project Manager.
[bookmark: _Toc13512808]Establish the rules for the meeting
Project Reviews tend to take a lot of energy and time to pull off successfully. In order to maximize the benefit of having a Project Review, we advise on following pre-established rules during the meeting.
The following rules are given for the sake of example but can be built upon by the Moderator:
· Don’t focus on who did what. What is interesting are the actions and their outcomes.
Whether or not Ryan did a perfect job is useless for the company as a whole, but knowing that a Project Manager cannot afford to go on vacation for one month without proper notification is a useful takeaway.
· The Moderator has final say. Meaning if they want to steer the conversation away from something, they do.
· No devices. The Project Manager should be taking all the notes, and the questionnaires should have been filled before the meeting. Any device is therefore useless distraction.
· Nothing Vague. Remember that the Project Review is there to generate outputs as to how we can have better projects in the future. “Our Communication wasn’t top-notch” is not interesting, but “We should consider logging the results of our weekly meetings to refer to them easily” is.
· No Outside Intervention. Any attendees external to the project team are to be silent.
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[bookmark: _Toc13512810]Announce the Project Review
Announce the Project Review publicly, and set a date and time for the meeting.
Anyone may attend any Project Review.
That said, anyone from the company that is NOT part of the project team wishing to give feedback or comment on the Project Review can either do that afterwards, to the project manager who hosted the Project Review.
[bookmark: _Toc13512811]Start preparing output documents
The outputs of the Project Review are the most important part.
Start preparing a document in which you will be able to list the outputs of the meeting.
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Your meeting needs a clear start time, end time, and agenda. The Moderator will help you keep to the timings planned.

Here is a suggestion of an agenda: 
	Item
	Description
	Length 

	Intro
	Review the purpose of the Project Review,
present this agenda
	3

	Project Overview
	Recap the project objective, start date, end date, and basic information about the project deliverables
	5

	Project Results
	Present outcomes of the project.
Short, factual explanation of what was actually delivered and whether or not it met original specs.
	5

	Success to carry over
	Identify what went well, review why it went well, and establish guidelines for future projects based on those successes
	20

	Failures to avoid in the future
	Identify what went wrong, review why it went wrong, and establish guidelines for future projects based on those failures
	20

	Open Forum
	Discuss other elements of the project, discuss points that aren’t cut and dry
	20

	Review
	Discuss outcomes from above points. Try to end on something positive if possible
	10

	Check out
	Basic Checkout round
	



[bookmark: _Toc13512814]Note Taking
The Project Manager should take all notes during the meeting, freeing other members to discuss and review elements of the project.


[bookmark: _Toc13512815]Arguments and debates
Outside of the planned free feedback round, debates and arguments should be stopped by the moderator. During the free feedback round, however, any opinion is valid.
[bookmark: _Toc13512816]Speaking time
While strict minutes per person should not be enforced, it is important that no one dominates the meeting, and that everyone participates.
[bookmark: _Toc13512817]Outcomes of a Project Review
A Project Review should be logged, communicated to the company, and shared with any and all appropriate employees so that the earnings can be used.

A project review should be communicated with:
· The filled questionnaire of all participants,	
· The presentation used for the meeting,
· The output documents that were generated during the meeting, or notes relating to next steps.
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Name:
Role in project:
Project Overview:
	What was your role in the project?
When were you made part of the project team?
What was your main task in the project?
Do you judge your tasks were successfully accomplished?


Key Accomplishments:
	What went right? 
What worked well?
What was found to be particularly useful?
Where did your team particularly help you?
Did you carry out any task much faster than the estimation? How?
Project highlights:


Key Problem Areas:
	What went wrong? 
What project processes didn’t work well?
What specific processes caused problems?
What were the effects of key problems areas (i.e. on budget, schedule, etc.)?
Were there any bottlenecks or issues that need to be addressed?
Did you feel stretched too thin in any areas?
What could your supporting squad members do better next time? 
Did your Project Manager/AM provide you with everything you needed to successfully complete this project?
Technical challenges:


Post Project Tasks/Future Considerations
	Ongoing development and maintenance considerations
Do you feel the team had enough support or the right tools to handle this project?
How do you think we can improve the flow for next time?

What actions have yet to be completed and who is responsible for them?
Is there anything still outstanding or that will take time to realize?


Lessons Learned:
“Achieved” is a simple yes/no/partially answer. Comments can be as short or as long as you like. The objective of these “questions” phrased as statement is to make you think about the project and identify where we can improve for the next time.
	Category
	Lesson Learned
	Achieved?
	Comments

	Project Planning
	Product concept was appropriate to Business Objectives   
	
	

	
	Project Plan and Schedule were well-documented, with appropriate structure and detail   
	
	

	
	Project Schedule encompassed all aspects of the project   
	
	

	
	Tasks were defined adequately   
	
	

	
	Stakeholders (e.g., Sponsor, Customer) had appropriate input into the project planning process   
	
	

	
	Requirements were gathered to sufficient detail   
	
	

	
	Requirements were documented clearly   
	
	

	
	Specifications were clear and well-documented   
	
	

	
	Test Plan was adequate, understandable, and well-documented   
	
	

	
	External dependencies were identified, agreements signed   
	
	

	
	Project budget was well defined   
	
	

	
	End of Phase Criteria were clear for all project phases   
	
	

	
	Project Plan had buy-in from the stakeholders   
	
	

	
	Stakeholders had easy access to Project Plan and Schedule   
	
	

	Project Execution
	Project stuck to its original goals   
	
	

	
	Changes in direction that did occur were of manageable frequency and magnitude   
	
	

	
	Project baselines (Scope, Time, Cost, Quality) were well-managed (e.g., changed through a formal Change Control Process) 
	
	

	
	Design changes were well-controlled   
	
	

	
	Basic project management processes (e.g., Risk Management, Issue Management) were adequate   
	
	

	
	Project tracked progress against baselines and reported accurate status   
	
	

	
	Procurement (e.g., RFP, Contract with vendor) went smoothly   
	
	

	
	Contracted vendor provided acceptable deliverables of appropriate quality, on time, and within budget   
	
	

	
	Stakeholders were satisfied with the information they received   
	
	

	
	The project had adequate Quality Control   
	
	

	
	Requirements – specifications – Test Plan were well-managed (e.g., Requirements Management System was used) 
	
	

	Human Factors
	Project Manager reported to the appropriate part of the organization
	
	

	
	Project Manager was effective
	
	

	
	Project Team was properly organized and staffed
	
	

	
	Project Manager and staff received adequate training   
	
	

	
	Project Team’s talent and experience were adequate
	
	

	
	Project team worked effectively on project goals
	
	

	
	Project team worked effectively with outside entities
	
	

	
	There was good communication within the Project Team
	
	

	
	Management gave this project adequate attention and time  
	
	

	
	Resources were not over-committed   
	
	

	
	Resources were consistently committed to project aims   
	
	

	
	Functional areas cooperated well    
	
	

	
	Conflicting departmental goals did not cause problems   
	
	

	
	Authority and accountability were well defined and public   
	
	

	Overall
	Initial cost and schedule estimates were accurate   
	
	

	
	Product was delivered within amended schedule   
	
	

	
	Product was delivered within amended budget   
	
	

	
	Overall Change Control was effective   
	
	

	
	External dependencies were understood and well-managed    
	
	

	
	Technology chosen was appropriate   
	
	

	
	The project was a technological success   
	
	

	
	Customer’s needs/requirements were met   
	
	

	
	Customer was satisfied with the product   
	
	

	
	Project Objectives were met   
	
	

	
	Business Objectives were met   
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