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                XXX Progetto - Report Dettagliato della Revisione di Fine Progetto


The project team and major stakeholders should meet at the conclusion of a project and discuss what went right, what went wrong and what can be learned for the future. This template is used to collect the major information coming out of the session. The information can be shared back with the meeting participants to validate that the information is accurate. The form can then be circulated to any major stakeholders who were not in attendance and should be sent to the PMO so that others that are working on projects with similar characteristics can learn from this project. 

The objective and subjective data about “What did we want to happen?” and “What actually happened?” need to be shared clearly and completely. However, hopefully the team can reach a quick consensus on these areas. The bulk of the time in this session should be spent on understanding “Why?” and “What can we learn or how can we improve?” Disagreements or misunderstanding can lead to some of the most critical discussion in the effort to understand “Why?” things occurred as they did.

It is important to note all budget and schedule change requests in the sections below. These are good indicators of how the project progressed and will allow you to formulate some metrics for future projects. 

What Should the Project have Achieved?

Recap the purpose of the project and what you wanted to achieve. The End of Project Review is about improving your ability to create the results you want. You won’t discover what to improve unless you know what you achieved and did not achieve based on what you originally wanted. These could be quantitative and qualitative goals, objectives, vision statements, requirements, desired results or outcomes. Use brainstorming techniques to gather the list of statements.

What Actually Happened?

This section is a frank discussion of how the project was executed. In general, for each of the statements listed in the “what should the project have achieved?” section, you can place a corresponding statement regarding “what actually happened?” If you come up with statements in this section that do not have a corresponding statement from the preceding discussion, go ahead and add the other side (What did we want to happen?) now as well. Note problems as well as events that actually happened as planned. However, it is the areas where there are gaps that give us the biggest opportunities to learn for future projects. Document observable facts, not conjectures or guesses. Even if the comments come out in a negative fashion, craft them into a positive statement. 

You may not have time to cover each point. The team may prioritize the top five areas of interest by asking each participant to place a checkmark next to five statements. Add up the checks and pick the top five for further discussion.

Also include any budget and schedule changes that occurred during the project and justifications.

Why?

Once you have documented what actually happened on the project, discuss why things occurred as they did. There are a number of analysis techniques that can be used to determine what the cause of a situation is. Three analysis techniques that might help are found in the TenStep Project Management Process. 

Lessons Learned for Future Projects

Discussion of the previous three sections now needs to be translated into general observations and key learnings that the group can use as lessons for the future. The unique set of circumstances that caused events to happen as they did may not occur again on any particular project. However, the team should be able to generalize what happened on this project into a set of lessons that can be applied to many projects in the future. If the team understands how important factors worked together to produce the results that were observed on this project, these same general factors can be better planned for and managed in the future. 

Next Steps

The assumption is that the project is pretty much over at this point. The group may decide that there are a few more things that need to be done in terms of closing down the project. The group may also ask for someone in the group to follow up on some of the recommendations and see if other organizational changes can be made to better support projects in the future. 
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