Levels of Engagement: Lessons Learned Analysis
Learning from our experience to support improvement and innovation
	Purpose
	· To engage teams in identifying critical lessons learned on project work
· Tracking input and observations on improvement ideas throughout a project
· Encourage dialogue on what’s going well and what are we learning throughout the life of a project
· Proactively identify additional work that needs to be implemented to support momentum and sustainment

	
	

	Description
	· Project Sponsor and Leader determine the schedule for collecting insights from project team members on Lessons Learned
· Team members reflect on the work of the group and brainstorm to identify both positive and constructive Lessons Learned over the agreed upon timeframe

· Team members to articulate improvement goals associated with each Lesson Learned.

· Team members to articulate specific potential strategies and/or responses to address all issues identified

· Team initiates high-level planning to implement Lessons Learned going forward

	
	

	Potential Uses
	· Proactive planning for obstacles that have the potential to impeded change initiative
· Developing an initial, informal risk analysis for project planning

· Initial planning for mitigating potential risks for change initiatives

	
	

	Level(s) of the Engagement Pyramid
	
· Belief

· Understanding

· Awareness





Facilitator Guide
You will need a handout describing this activity, with a, Post-It notes, markers and two Flip charts

Provide a quick overview of the tool

Lessons Learned is a tool that helps us close the loop on the continuous learning cycle and support our improvement methodology.  This kind of tool helps us capture our learning throughout a change project.  This tool is based on a Project Management Institute Best Practice.  It is a reflective activity that supports Project Managers, Sponsors, and Operational Process Owners asking themselves and team members to identify how we might work differently together,, engage others differently or manage the process differently going forward
Set up the exercise

It is important to begin with a shared understanding of Lessons Learned.  Lessons Learned is an iterative process that supports a team capturing insights, observations, and ideas collectively throughout the life a project, and documenting all of their learning throughout the change project to improve their teamwork, and outcomes, and the work of other teams going forward.  Lessons Learned can be informal and individual or formal learning for an entire team.  Lessons Learned Analysis can be done in weekly project team meetings, or on a monthly basis.  Lessons Learned Analysis can also be collected as the project moves through different phases of work from Project Initiation to Project Definition, to Project Planning, to Project Execution and finally Project Closure 
Step 1: Ask team members to reflect on the work of the group and brainstorm to identify both positive and constructive Lessons Learned over the agreed upon timeframe.  (This may be weekly, monthly, or at a schedule determined by the Project Leader, Manager or Operational Process Owner.)
Some specific areas that may need to be routinely analyzed for Lessons Learned are:

· Sponsorship

· Project Management

· Communications

· Engagement of Others

· Stakeholder Readiness

· Support for Stakeholders
Step 2:   Ask team members to articulate specific improvement goals associated with each Lesson Learned.
Step 3:  Ask team members to articulate specific potential strategies and/or responses to address all issues identified
Step 4:  Ask team members to articulate specific potential strategies to communicate all positive Lessons Learned to celebrate successes, empower others and produce short-term wins 

Step 4:  Collect feedback and/or specific data from project stakeholders to validate team member’s insights about both positive and constructive Lessons Learned

Step 5: As a group or in smaller groups of 5-6 individual capture ideas on high-level planning to implement Lessons Learned going forward.
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