
 



 

 

 

 

Lessons Learned 
 
The historical information file needs to contain a final report based 
on the team’s project debriefing. The debriefing session takes 
place soon after the project is completed in order to capture critical 
feedback while it is still fresh in the minds of the team. The report 
should focus on lessons learned while implementing the project. 
The lessons learned document should include recommendations 
for future projects. 
 
Obtaining feedback, especially negative feedback, can be a 
challenge for even the best project manager. Use a blend of 
techniques to obtain as much feedback as possible for the 
historical records. Identify issues that came up in the project and 
the actions required by the team to get them resolved and to keep 
the project on track. Discuss ways to prevent those issues from 
arising in future projects. Credit the team with being aware of and 
responsive to the issues and preventing them from negatively 
impacting the project 
 
It is awkward to criticize the project and the team in front of the 
group. However, criticism can be constructive and beneficial. 
Therefore, it is important for the project manager to provide a 
method for submitting anonymous feedback throughout the 
project. Prior to milestone deliverable review sessions, remind the 
team of the ability to submit issues and suggestions anonymously 
and the method to do so. 
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In our project experiences, at the top of the list is to clearly state 
that the participants need to treat each other with respect. This is 
not a gripe session, but a way for everyone on the team to learn 
and grow. Another key response in the such “lessons learned” 
meetings is that it is the project manager’s responsibility to ensure 
everyone on the team contributes to the discussion. Some 
companies use a roundrobin method, continuously going around 
the table giving each person an opportunity to voice a specific 
thought until participants have nothing further to contribute. 
  
 
Other tips for conducting a successful lessons learned session 
include: 
 
Meeting Agenda Always have a meeting agenda and send the 
agenda to the team several days in advance of the meeting. An 
agenda provides a venue to lay ground rules for the meeting such 
as no personal attacks, and keep comments constructive and 
relative to the project. An agenda also helps to keep the meeting 
focused and on track, making the team more efficient. 
 
Record Assign someone familiar with the project to be the meeting 
recorder. The meeting notes should be transcribed and distributed 
to the team. This communication keeps everyone on task and 
focused on the project and their role within the team. 
 
Use OpenEnded Questions Start the discussions by identifying 
what worked well. This gets everyone thinking in a positive manner 
about the project. Rephrase negative questions to obtain 
constructive input. For example, rather than “What didn’t work 
well?” try “What could we do better?” or “What would you 
recommend we do differently on future projects?” How a question 
is phrased is important for keeping the tone of the meeting 
constructive. 
 
Lessons should not only be learnt at the end of the project, but 
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remember also throughout the project.sharp. 


