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Executive Overview

Overview

Outline the purpose, scope and objectives of the review.

Example

The purpose of a PIR is to focus on what could be improved in future projects.  Unfortunately this requires focusing on what did not go as well as we would like in the project under review.  This should not be construed as a criticism of the management of the project, or the performance of the Project Team.  

The scope of the PIR is the XYZ Stage 1 project.  It covers the period from January 2001 to April 2002.

It is the objective of this document to focus on areas for improvement.  We only list the things that worked well if we can apply that success to future projects.

Exceptions & Abnormalities

Outline any exceptional circumstances surrounding either the project or the PIR which make this either incomplete or have a unique impact on the result.  If none exist, delete this section.

Example

We were unable to interview the Sponsor as he has left the organisation.  Whilst we tried to gain an insight into the Sponsor’s role from other people, the findings in this area should be treated with caution.

This project was unusual in that it involved merging staff from another organisation into SW. The problems encountered are not likely to occur in future projects.
Process Used

Briefly cover the approach used.  The process will be detailed in another section of the report.  This is intended to give people who will only read the Executive Overview, an understanding of how the PIR was prepared.

Example
The PIR was prepared by gathering responses from twelve project participants to a survey form.  Following this, interviews were completed with four of these people, and two others.

Summary of Major Findings 
Outline the major findings.  These would normally be presented as bullet points.  The focus should be on exceptions and include recommendations if possible.

Example

The main findings were:
	Finding
	Recommendation

	The appointment of a Project Manager was delayed causing considerable confusion in the early part of the project.  Proper disciplines were not implemented until at least 3 months into the project.
	It is recommended in the future that the project does not start until a Project Manager is appointed.

	Business was extremely pleased with the level of user documentation.
	The material should be used as a reference for future projects.

	Etc.
	


 Future Actions

Identify what is going to happen now.  If the report is to be effective, there needs to be some forward plan as to how recommendations are to be implemented.

Example
The Project Office will manage the validation and implementation of the recommendations.
Undertaking the PIR

Commissioning the PIR

It is standard practice, and part of International quality standards, to conduct a post-implementation review of all major IT projects. The project may then be formally concluded, and lessons learned for the future.

Purpose

The PIR is to be used to generate recommendations as to how performance in future projects can be improved. From the recommendations will come Action Items for implementation.  Those recommendations come from:

· Areas we feel we can improve

· Areas where we did something out of the ordinary that worked well.

We also captured all outstanding work, and to whom that work has been allocated.

The Project Review Process

Outline how the PIR was carried out.

Example

The review was carried out by initially requesting comments via email to a series of 25 questions regarding the project. 

The responses were gathered and analysed.  These were followed up by a series of interviews over a week carried out by John Smith.

Interviews were carried out with:

· John Brown

· Bill Bloggs

· Etc.

Next Stage

Identify what will happen next.

Example
On 15 December there will be a meeting to discuss the recommendations and agree actions to implement those agreed as worth while.  The Project Office will manage the implementation.  Etc.
Current Status 

System

Identify the current status of the system.

Example

The system is now in production and is stable.  Approximately 50% of the reporting is now available and the balance is being developed as stage 2.  Etc.,

Project Team

Identify the current status of the Project Team.

Example
The team has been disbanded with the exception of the Project Manager and two developers.  They are to finish on the project on …..

Project Activities

List any activities still to be completed by the Project Team.

Example
The Project Team still need to complete the following:

Training of some users (around 6 people)

Correction of system bugs (currently 8 outstanding)

Documentation of the new system (approximately 3 man weeks work)

Etc.

Survey Form

Survey Structure

Whilst there is a standard “Survey Form”, there may have been additional questions included.  Reference should be made to the additional questions.

Example

All standard questions were included in the “Survey Form”.  We did put in some specific questions regarding integration with voice systems due to the nature of the project.  There are also some more specific questions regarding vendor performance due to the large number of external companies involved.

People Surveyed

List the people surveyed.  Also list the responses received.

Project Initiation

Instructions

	For each section in the “Survey Form, a section such as this should be created.  It covers the results of the survey, and the relevant comments from the interviews or workshop.  This example is only for “Project Initiation”.  Examples for other sections of the Survey Form are not included in the template.  Copy this section and rename it for other sections of the Survey Form e.g. ”Project Planning”, “Executive Support”, etc.

There may be other topics that should be included.  If so, copy this section again.  Delete any sections that are not applicable.  For example, if the topic was raised in interviews but there was no survey, delete the sections relating to the survey.


Project Initiation

The results of the survey are detailed below.

Calculate the information for “Average”, “Low” and “High” from the “Survey Forms”.  The Norm figures will be compiled from prior PIR reports by Project Office

Example
	Question
	Avg.
	Low
	High
	Norm

	Project Initiation
	
	
	
	

	How clear was the business problem when the project was started?
	2.1
	1
	3
	3.5

	How strong was business commitment when the project started?
	3.5
	1
	5
	3.4

	Did the project gradually come into existence or was there a clear kick off
	4.1
	3
	5
	4.8


Key Points

List out the key conclusions from the survey.  If appropriate relate the scores to SW norms.

Example

It is clear that there was a lack of clarity in the business problem at the start of the project.  This resulted in the project not being well initiated.  

Business commitment was higher than usually recorded in a project however the broad range of responses (from 1 to 5) indicates a major difference in perception across the stakeholders.

Results of Interviews

Add into this section any relevant points that came out of the interviews or workshops.

Example

During interviews the following points were raised.

· IT was unsure of the actual problem they had to address.

· There seemed to be differences between Dept X and Dept Y as to what the project was trying to achieve.

· Some comments made were:

· “I started out thinking we were just duplicating the existing system but all that changed after the first few months”

· “I am still not sure everyone agrees what we were trying to do.”

· Etc.

Conclusion

Summarise the comments above.

Example

Lack of clarity of the Business Problem at the start of the project caused considerable disagreement and rework during the early stages. Etc.

Recommendation

Identify any recommendations.  If the recommendations are not to undergo further review, they should also include who is responsible for implementing the recommendation, and when it is to be implemented.  On the other hand, if there is a further meeting to discuss the recommendation, only list the recommendation.  For completeness, this document should be updated after that meeting.

Example

The recommendation is that until the Project Sponsor, as part of the Project Definition, signs off the Business Problem, no work take place on a project.

Appendix A - Work Outstanding

Identification

Explain the process used for identifying the work outstanding.  Include the "Work Outstanding Template" in this section.

Example

We sent out an e-mail to all users of the system, as well as Project Team members and asked them to identify work outstanding.  We also reviewed the “Maintenance Log” to obtain further information.
	Work Outstanding
	Part of Project
	Assigned To

	4 Bugs identified in Module A
	Yes
	J. Smith

	Report for outstanding transactions
	No
	J. Smith

	Training for 2 users currently on leave
	Yes
	B. Brown

	System documentation
	Yes
	K. Jones

	Etc.
	
	


Areas of Disagreement
Often there are disagreements as to what is in scope of work outstanding on the project.  It is useful to list out any areas of disagreement.  They can have an impact on the cost of the project, and the life of the Project Team.

Example

Dept X is adamant that five reports relating to debtors were included in the scope of the project.  The Project Team are equally adamant they are not.  The issue is to be referred to the Sponsor for a decision.  At this stage they have not been included in the “Work Outstanding”.
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