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OLIS Lessons Learned Workshop Guide
Introduction
This guide is intended to give you the step-by-step process to follow for the planning and facilitation of a successful lessons learned workshop. The guide contains all the details required to plan and facilitate the workshop, including:
· Steps and questions you need to ask in planning

· Equipment you need to order and prepare

· Logistical details you need to cover

· Facilitator notes, tips and techniques when the session is being conducted

Be sure to read the guide in full prior to beginning the planning of the workshop as this will familiarize you with the overall requirements.

Purpose of a Lessons Learned Workshop
The purpose of a lessons learned workshop is to review the events of a completed project (or phase of a project) in order to understand the impact that these events had on the successes and challenges of the project. This assessment is done to improve the processes and likelihood of success in the next project.

The lessons learned workshop should be done at the end of each project (or phase of a project) to continually refine and improve the processes within a project. The notes from a lessons learned workshop should be filed for future reference, and referred to at the beginning of the next phase or next project.

A lessons learned workshop is:

An opportunity to identify processes/events in a project (or phase of a project) that had a major impact on the successes and challenges of the project (or phase) to improve processes/events for the next project or phase of a project by:

· Understanding what events had a negative impact and why

· Understanding what events had a positive impact and why

A lessons learned workshop is not:

· A blame session or an attempt to find fault with individuals or groups of individuals who were involved with a project

· A “finger pointing” session

· A “shoot the messenger” session
Process for a Successful Workshop
· The lessons learned workshop should be scheduled in advance to allow all participants the opportunity to attend. Ideally, the workshop should be included in the original project scope and schedule, and form part of the wrap-up/post-mortem. This way, the adopter project manager and participants could keep records of processes and events that had a major impact on the project, and those observations would form the basis for feedback topics in the lessons learned workshop.

· Participants in the lessons learned workshop should include all members of the project team including the vendor.

· The amount of time required to conduct a lessons learned workshop varies by project but you should plan for at least a half-day session with the possibility of requiring more time (e.g., more than 5 topics – communications, timelines, stakeholder management, deliverables plus one more – will require more than a half day).

· A neutral facilitator should be appointed to facilitate the lessons learned workshop.

· A note taker should be appointed to capture the feedback and recommendations of the meeting.

· Minutes of the meeting, including all findings and recommendations, should be produced and distributed to all participants.

· Where the group cannot arrive at a consensus, the majority should rule. However, the exceptions should be noted and why these individuals do not support the consensus opinion.
Equipment List
You will need the following supplies on the day of the meeting to facilitate the workshop:

· Participants’ agendas (one for each participant, plus 10 extra)

· Prepared flip cart pages for each topic area, to post around the room

· Prepared ground rules flip chart to post in room

· Blank flip chart paper to record key risks and action items

· Coloured dots, two of each colour used on flip charts for each person (e.g., two red dots per person, two green dots per person)

· Markers (sufficient for one each for every participant plus 6 for the facilitator)

· Masking tape
· Pens (as a courtesy for those who need to write as they think)
· Handouts (one for each participant, plus 10 extra)
· Handout 1 – Feedback Collection
· Handout 2 – Priority Recommendations
Instructions
	#
	Activity
	Who
	What

	1
	Preparation

3 Weeks Prior


	Facilitator

Adopter Project Manager
	· Become familiar with this guide

· The facilitator will meet with the adopter project manager to:

· Ascertain whether the group will meet as a whole or in separate meetings for each stream

· Create the list of topics for feedback

· Review the purpose, objectives and ground rules of the meeting

· Arrange to meet 10 minutes prior to the meeting for last minute check

Notes:

· Evaluation of whole group vs. stream approach :

· Meeting as a whole allows all the participants to hear and respond to everyone’s comments – more breadth; may result in large parts of discussion being irrelevant to any particular individual.

· Meeting in sub-groups is more useful. Streams are relatively independent when more depth is needed in the feedback.

· Remember that participants may add to or change this list at the meeting.

	2
	Preparation

2 Weeks Prior


	Adopter Project Manager
	· Schedule the workshop, confirm participants availability, and send an invitation and participant agenda to invitees

	
	
	Facilitator
	· Customize participant and facilitator agendas to reflect workshop name, dates, dates, and feedback topics

· Send the participant agenda and handouts 1 and 2 to the local logistical coordinator for copying

	
	
	Local Logistical Coordinator
	· Confirm the proposed meeting date(s) and number of attendees with the adopter project manager

· Book meeting room (for a large group – big enough so that tables of 8 can be set up with enough room for walking around the room; for a smaller group, use a U-shaped table and enough room for walking around the room)

· Notify the adopter project manager of the meeting room location or room number

· Arrange for someone to meet the facilitator half an hour before the meeting to help with the setup

· Order refreshments (depends on the length of the meeting – mornings should include more fruit than pastries; afternoons should include caffeinated pop and water, as well as sweets for energy boosting)

· Arrange for microphones and sound system if needed (depending on the number of participants and size of the room)

· Order supplies (see equipment list above)

· Notify the facilitator that supplies have been ordered and will be in the meeting room 30 minutes before the meeting

Notes:  If you need more colours of dots than are commercially available, purchase white dots and colour them with the markers

· Make enough copies of the participant agenda and handouts 1 and 2 for all participants, plus 10 extra of each

· Notify the facilitator that the documents have been copied and will be in the meeting room 30 minutes before the meeting

	
	
	Facilitator
	· Confirm with the local logistical coordinator that someone is meeting you half an hour before the meeting to help with the setup

· Confirm with the local logistical coordinator that supplies have been ordered (see equipment list above)

· Confirm that participant agendas have been modified to reflect workshop name, dates, times, and the feedback topics

· Confirm that sufficient agendas have been copied for participants (plus 10 extra)

· Confirm that agendas, handouts, and supplies will be in the meeting room 40 minutes before the meeting 

	3
	Preparation

Day Before the Workshop
	Facilitator
	· Prepare flip charts as follows:

· Ground rules

· Topics

· Use a different colour for each page

· Write at the top of each page one of the topics for feedback

· Using the same colour, draw a line down the centre of  page

· At the top of the left half write “What Worked”

· At the top of the right half write “Recommendations”

	4
	Preparation

Day of the Workshop
	Local Logistical Coordinator
	· Arrive 40 minutes early

· Bring supplies as listed on the equipment list, participant and facilitator agendas, and handouts 1-2

· Ensure that the facilitator has a chair and a place to put supplies and notes

	
	
	Facilitator
	· Arrive 40 minutes early

· Check room layout to ensure that participants can see and hear the facilitator 

· Post ground rules flip chart

· Using masking tape, attach prepared flip charts to the walls with enough room to enable 2-3 participants to gather round the flip chart

· Place agenda, handouts and dots on the table at each seat

· Place markers (one per participant) for feedback comments on the tables

· Greet the adopter project manager (host) and review hosting role including the important of setting a positive tone

· Remind the adopter project manager to cover the ground rules

	
	
	Adopter Project Manager
	· Arrive 40 minutes early

· Greet the facilitator, who will review hosting role including the important of setting a positive tone

	5
	Welcome and Introductions

5 min
	Adopter Project Manager
	· Welcome the participants to the meeting

· Introduce the facilitator, emphasizing that the facilitator has no investment in the outcome of the meeting and is neutral with respect to all the participants
What to Say:
Welcome to this lessons learned workshop. We appreciate you committing your time to this valuable segment of the project. 

[Insert a statement about the project, the goals, and the deliverables, and how successful it was.]

We have many successes and some challenges to consider today and I expect that we will look at all of them as learning experiences for the future. Mistakes often form our most valuable learning tools but only when we look at them positively. Please enjoy the refreshments as we move through the activities.

Joining us today to facilitate is [facilitator’s name]. She is here as a neutral party with no investment in the recommendations we generate. We meet today as equals with no consideration for hierarchy or titles, and [facilitator’s name] will hold us to that. She’ll also ensure that we get of here as scheduled.
Notes:
· The host of the meeting is the adopter project manager or a designated host. This person will welcome participants and briefly review the project, goals and deliverables. The adopter project manager or host will introduce the Facilitator before turning the meeting over to the facilitator.

· There is no break scheduled so people need to know that they should graze throughout the workshop. 

	6
	Agenda Review and Ground Rules
10 min
	Facilitator
	· Ensure that all participants have the agenda and handouts 1 and 2

· Facilitator explains the purpose of the meeting
What to Say:
The lessons learned workshop is to review the events or processes of a project so that participants can understand what contributed to the successes of the project and what contributed to the challenges. This assessment is an opportunity to identify what had a significant positive impact on the work and why, and what had a significant negative impact on the work and why.

It is important to focus on the positive, as well as the gaps so that we don’t throw out the baby with the bath water.  Documenting what we’ve learned not only helps us but also could aid another group planning to undertake similar work.

The recommendations that come from our work today are an important learning tool for the next project.

	
	
	
	· Facilitator highlights the agenda items and reiterates the ending time of the meeting
What to Say:
You will be invited to write your comments about each area as well as your recommendations. Following that, you will prioritize recommendations for future projects and identify key risks to be managed.

	
	
	
	· Facilitator reviews ground rules on flip chart

	7
	Feedback Collection
60 min
	Facilitator
	· Facilitator introduces the first task
What to Say:
We’re ready to begin the feedback collection process so please refer to Handout 1. There are flip chart pages on the wall for the three general categories used for every stream, communications, timelines and stakeholder management, plus one page for every deliverable produced by your stream.

You’re going to walk around the room with your marker and write on each page, every single thing that worked well in the “What worked” column. The things that didn’t go well or were challenges, you will write under the “Recommendations” column as a recommendation rather than as a criticism.

You need to write legibly so other participants and the transcribers can read your comments. You need to use complete ideas or sentences so people will grasp your point. And you need to keep in mind our ground rules about blaming and finger pointing.

While you move around the room, you will be reading the other comments. Remember that you are not being asked to agree with everyone else’s assessment. Read them focusing on whether you understand the point being made.

We will collect all the basic information and then we’ll go over all the comments with everyone. There will be an opportunity to clarify comments, and then you will have a chance to vote on the top priority recommendations. You have 50 minutes for this task.

	
	
	
	Notes:
· Time may need to be adjusted if there are a large number of deliverables or topics.  If the participants don’t start moving fairly quickly, encourage them to get started with a comment like:

What to Say:
That would mean you have to get up out of your seat and start writing … OR …. 
The clock’s ticking

	8
	Reflections and Clarifications

20 min
	Facilitator
	· Facilitator introduces the next task
What to Say:
I’m going to read all of the comments and you will be listening with two things in mind – do you understand the comment and do you need any clarification. Remember the purpose of this exercise is to ensure understanding, not to criticize - I am not inviting criticism of a comment; just questions of clarification.
· Facilitator walks around the room and proceeds to read all the comments, checking for understanding by all participants

	9
	Priority Recommendations

15 min
	Facilitator
	· Facilitator introduces the next task
What to Say:
We’re ready to begin the voting process so please refer to handout 2. At this point, you are going to have the opportunity to vote for your choice of ideas for each topic in the “What Worked” 
column and in the “Recommendations” column.

You have in front of you two dots of every colour that is used on the flip chart pages on the wall. You have 1 vote for each column for each topic.  You need to vote with the coloured dot that matches the ink on each flip chart page. So, for example, I vote with the red dots on the topic that is written in red ink; one in each column.

It is important not to cover words with your dots so that others can read the comments so place the dots to one side or the other. The colours are used to help you remember which topic you’ve already voted on because you will not be moving around the room in any particular order. You have 15 minutes.
· While participants are voting, tape blank flip chart pages to the wall to record key risks and action items.
Notes:
· It’s very important that you physically take a coloured dot over to the same coloured flip chart page and show them the dot and ink match. You need to be very clear about what you are doing! Demonstrate more than once if participants seem unclear about how to proceed.

	10
	Key Risks to be Managed in Future Projects
15 min
	Facilitator
	· Facilitator introduces the next task
What to Say:
We go into every project anticipating risks; some of them materialize; some in a significant way and some we thought were a risk and in reality were relatively unimportant. As well, unanticipated risks arise. If you were whispering in the next adopter project manager’s ear, what would you identify as the key risks in this project?
· Facilitator writes risk on blank flip chart paper on wall

	11
	Action Items
5 min
	Facilitator
	· Facilitator introduces the final task
What to Say:
As a result of this meeting, let’s document what we need to do, who is responsible and the timeline. What are the “to do’s” that come out of this meeting?
· Facilitator writes action items on flip chart paper along with who’s responsible and the deadline

	12
	Close
5 min
	Adopter Project Manager
	· The adopter project manager or host closes the meeting
What to Say:
Thank you for being here today. Your contributions are invaluable. You will all be receiving a copy of the notes from the meeting as soon as they’re available. Thanks to our facilitator, [facilitator name].

Again, thank you for your time and your observations.

	13
	Lessons Learned Report
	Adopter Project Manager
	· Using the flip chart pages, the adopter project manager can create the lessons learned report using the report template.




