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Postmortem Instructions

Purpose

The purpose of a postmortem is to “learn from past experience.”  Another purpose is to carefully analyze a project once it has ended and identify what went well and what went poorly so you can do better on subsequent projects.  Another purpose of a postmortem is to give closure to a project.  The closure issue is important for team members who are breaking away and moving to different projects, or to wrap up a particularly long or tough project cycle (sense of completion).

A postmortem should occur within 1-2 weeks of project completion.  However, smaller postmortems can be conducted following completion of any major milestone during the project cycle.  If you conduct the postmortem too soon, people may not be done wrapping up loose ends

Agenda

· Agenda:  What are we going to discuss during the postmortem meeting.

· Opening:  Introduction to the postmortem.  Purpose, participants, and intro.

· Process:  How we are going to conduct the postmortem.

· Planning:  How was the quality and extent of planning for this project?

· Resources:  Staffing, availability of equipment when needed, etc.

· Scheduling:  Organization, communication and timeline for project.

· Testing:  How was the quality and extent of testing for this project?

· Communication:  How effective was communication on this project (written and verbal)?

· Team / Organization:  Roles, responsibilities, clarity of shared objectives, etc.

· Management (Program):  Did your manager make things easier?

· Quality:  How good was the quality of the end product?  Any process improvements helpful?

· Tools and Practices:  Were there any hindrances related to tools that were broken or tools you needed?

· General:  Other issues generated by the postmortem participants.

· Recommendation Report:  Summarize results and determine who will write-up Postmortem Recommendation Report to be shared with others.

Opening

· Discuss why everyone is meeting.

· This is not a chance to vent, place blame, argue, etc.

· The purpose is to generate a recommendation report for other colleagues, and future projects.

· The comments and concerns raised in this meeting will not be used against participants in Reviews, etc.

· The facilitator should lay the ground rules for the discussion.  People should not interrupt, should not attack other participants, etc.

· The facilitator should set expectations that if anyone is out of line, they will be corrected.

· The role of the recorder, and the Recommendation Report writer should be established.  The Recommendation Report writer should be selected.

Process

· Duration: The postmortem should be anywhere from 2 hours to one entire day.

· Room:  The room should contain a round or oval shaped table so that everybody is ‘equal’.  Reserve the room at least one week in advance.

· Preparation:  Send out the agenda (this checklist/framework) at least one week prior to the date of the postmortem meeting to allow participants preparation time.  Ask for ideas from all participants.

· Deadline:  Request that participants email in their issues (the good, bad, and ugly aspects of project) at least two days before the meeting.  This ensures the agenda creator has ample time to write-up the agenda.

· Focus:  Stick to matters related to process.  Stick to the issues and not attribute blame.  If a topic goes on and on for over 7-10 minutes, then stop it and proceed onward.

· Time Limits:  Keep each topic limited to about five minutes.

· Facilitator:  There should be a neutral person facilitating the postmortem to ensure that participants stay on focused, do not argue, etc.

· Recorder:  Somebody should be selected as the note-taker for the postmortem meeting.  The entire purpose behind the postmortem meeting is learn how to improve the processes.  As such, the facilitator is often an excellent candidate for recording the group’s discussion.  It is recommended that the recorder use a large flip-chart on which to take notes.  This will focus discussion on a topic by topic basis, rather than individual vs. individual.

· Writer:  Somebody should be selected to compile the notes, and write up a Recommendation Report summarizing the key points derived from the postmortem meeting.  Email out this report within one week following the meeting.

· The Ugly:  What went badly (discuss as walk through agenda items)?

· The Bad:  What should be done differently (discuss as walk through agenda items)?

· The Good:  What went well (discuss as walk through agenda items)?
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