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  Innovation Article cont’d

[image: image1.emf]There's Gold in Past Projects - Stop Repeating the Same Mistakes 

A failure is an opportunity to start all over again only more intelligently. -- Henry Ford 
What do PD improvement initiative teams actually do? One important element of an improvement initiative is serious introspection. A good place to start is a 'deep dive' review of past projects. These can be used to build AS IS models of current processes and identify bottlenecks and problem areas. Even more basic is to build a list of past PD projects that went well and a similar list of disappointments and then identify what the differences were. Such a comparison can be the start of an effective improvement strategy. 

To avoid the "it's a shame we didn't learn from the last time we did this" phenomenon, one best practice is that a project review of should become a part of every PD program. (i.e. The project isn't completed until the review is finished.) The data captured in these reviews are an important source for improved manpower estimates, help establish valid project categorizations, allow modeling of flow through the project pipeline and identify areas of process improvement. Many experts believe there is a direct correlation between the effort put into capturing and using lessons learned and the rate of improvement in PD effectiveness. 
But how best to capture these lessons learned and be sure they are applied to avoid repeating the same mistakes? There are a variety of approaches: 

         One review at the conclusion of a project? 
         Make small reviews at key spots during a project? 
         Hold an overall review of projects annually? 
         Standing review committee continuously monitors projects?
We prefer the combination approach: 

         Evaluate each project at it's completion. Develop a timeline of what went wrong on the project - this includes technology problems, requirements changes and interruptions 
         Dig deeper into root causes of issues identified in step 1 to determine why they occurred. Write labels for each of the root causes. 
         Organize the labels to synthesize key themes 
         Every 6-12 months have project teams present their root cause info to Sr. Mgt. 
         Sr. Mgrs. analyze what they heard from the teams and select one common theme which will be the focus for initiatives aimed at improving future success.
Note: The above process can be significantly aided  by retaining an outside PD Coach to regularly run  these meetings. Their independence and skills help to get to the heart of the matter, reduce internal finger pointing and reach consensus on the issues that hold the biggest payoffs. 

As you build a plan for consistent, thorough post project reviews consider the following:
         Avoid the negative terms audit and "post mortem" 
         Balance positive and negative findings 
         Interview participants, sponsors, internal beneficiaries 
         Be prepared for those who believe "knowledge is power" and attempt to withhold useful input. 
         Collect some hard measurable data to back up the "opinions" 
         Use the data to build aggregate, cross project metrics which can in turn be used to set targets and predict performance 
         Do it on every project - not occasionally 
         Many organizations make good use of GroupWare and intranets to capture and disseminate this learning. 
         To also allow for effective reviews of project success, which occur further down the road than the project review, be sure to capture the assumptions made behind various requirements targets, business forecasts, technology and design decisions -- then go back and review which were accurate. Strive to improve your batting average over time. 

Product-Masters

11977 Harbortown Drive Suite 2 Cincinnati, OH 45249
Phone:  513.683.1911 ; Fax:  513.683.6126 ; E-mail:  info@product-masters.com
1 | Page
Product-Masters
11977 Harbortown Drive Suite 2 Cincinnati, OH 45249
Phone:  513.683.1911 ; Fax:  513.683.6126 ; E-mail:  info@product-masters.com
2 | Page

