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Lessons Learned Document Template

LESSONS LEARNED DOCUMENT TEMPLATE

The purpose of the caBIG Lessons Learned Document template is to identify the lessons learned during the project lifecycle and to document recommended changes to project and organizational software processes. The project manager is responsible for maintaining the document throughout the life of the project.  If necessary, the header and footer formats may be modified to conform with client imposed standards.

Instructions for Completing the Lessons Learned Document Template

1. Perform a lessons learned review following designated project milestones, such as completion of a major deliverable or some other life cycle phase.  At a minimum, projects perform a lessons learned review at the end of each release and at project completion.

2. Conduct lessons learned review sessions.  These may be conducted as part of:

· Regularly scheduled team meetings

· Project or program reviews

· Sessions scheduled specifically for documenting lessons learned.

3. For each review, enter the following information on the form:

· Date: The date the review was held.  Note:  A single review may span several days, if appropriate.
· Trigger: Briefly describe the event that led to the lessons learned review (e.g., "Delivery of Version 4.00," or "Completion of design phase of Version 5.00.").

4. Identify lessons learned from the project activities being reviewed, and any recommended changes to project and organizational processes or procedures to address them. 

5. Review the estimation process to determine any areas for improvement. 

6. Enter the following information for each item identified during the review session:

· Item: A unique identifier that can be used to cross-reference the lesson learned to the project schedule or Action Items Log.  The format of the number is yymmdd-nn, where nn is a sequence number, and yymmdd is the review date.

· Category:  The process area (e.g., Software Engineering, Project Management) where the lesson was learned.
· Description:  A description of the area for improvement, or the effective practice.  This should consist of a description of the issue/occurrence that generated the lesson learned, the impact on the project, and the general lesson to be addressed. 

· Recommended Changes: A description of the action to be taken by the project to address the lesson learned.  Include in this column a brief description of the benefits of the change to the project.  The project will provide more detailed documentation on the activities involved in implementing the recommended change when the work begins.

7. Conduct an internal review of the document, using the project defined review process.

8. Baseline the document, per the project defined process.

9. When the project makes the decision to implement one of the changes, move the recommended change to either the Project Action Items Log, or the project schedule, referencing the item number.

10. Upon the completion of the project, submit the lessons learned document to the caBIG General Contractor for inclusion in the organizational process database for use by all caBIG projects.

LESSONS LEARNED

Project:  <Insert Project Name>
	Trigger
	Item 
	Category
	Description
	Recommended Changes

	<Identify the reason for the collection of lessons learned.>
	yyyymmdd-nn
	<Enter the process area or lifecycle phase for the lesson learned.>
	<Enter a specific description of the item documented. This should consist of a description of the issue/occurrence that generated the lesson learned, the impact on the project, and the general lesson to be addressed.>
	<Indicate the changes to be made to either continue the "best practice" or address the "area for improvement."  Address the specific artifacts to be changed. Include in is column a brief description of the benefits of the change to the project.>

	Delivery of release 4.00
	20010718-01
	SE
	Occurrence: Multiple unscheduled test iterations.

Impact:  The CM and Testing teams were required to work double shifts to meet the client's required delivery date.  

Lesson: Ensure that there is adequate time allocated to building the System Test, multiple Acceptance Test, and the Production builds based on the amount of time it took for the 4.00.00 release.
	Recommendations:

· Modify project estimation process to allow for at least 3 builds per test phase, and 2 production builds.

· Submit proposed changes to estimation guidelines.

Benefit: Including multiple iterations through the testing process will help set a more reasonable delivery date, resulting in less "crunch" testing.
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