FIRST HIRE
Lessons Learned Workshop
[Project name]
	Workshop date
	[dd Mon yyyy]

	Venue or video link
	[Venue]

	Facilitator
	[Name, ideally not the project manager]

	Note-taker
	[Name]

	Participants
	[Names and roles. Include client, contractor and funder if possible.]

	Report issued by
	[dd Mon yyyy]



	HOW TO USE THIS TEMPLATE
Replace everything in [square brackets] with your own details.
Grey italic text that starts with "e.g." is an example. Overwrite it or delete it.
Delete any row or section that does not apply to your project.


[bookmark: _izx9xar9jnzw]1. Before the workshop
· [Send the project timeline, budget summary and final report to participants a week ahead]
· [Ask each participant to bring three things that went well and three that did not]
· [Book a room with wall space, or an online whiteboard]
· [Agree that the session is about the work, not about blaming people]
[bookmark: _42w8nfu23vny]2. Suggested agenda (about 2 hours 40 minutes)
	Minutes
	Activity
	How
	Lead

	10
	Welcome, purpose and ground rules
	Facilitator reads the ground rules aloud
	[Name]

	15
	Project recap
	Walk through the timeline and the numbers
	[Project manager]

	25
	What went well
	Silent writing, then group by theme
	[Facilitator]

	25
	What did not go well
	Silent writing, then group by theme
	[Facilitator]

	20
	Root causes
	Ask why five times for the top three problems
	[Facilitator]

	10
	Break
	
	

	30
	Recommendations
	Pairs write what to do differently next time
	[Facilitator]

	15
	Prioritise and assign owners
	Dot voting, then name an owner and a date
	[Facilitator]

	10
	Close
	Agree who receives the report and when
	[Name]


[bookmark: _1pnsdws2i2i2]3. Ground rules
· Focus on processes and decisions, not on individuals.
· Everyone speaks. Quiet voices get asked directly.
· Facts first, then opinions. Ask for the example behind each comment.
· What is said here goes in the report, but is not attributed to a person unless they agree.
[bookmark: _kb8t73mx8cxb]4. Prompt questions by area
Use these to draw out detail when the room goes quiet.
	Area
	Questions to ask

	Scope
	Was the scope clear at the start? What changed, and why?

	Schedule
	Where did we lose or gain time? What did we know too late?

	Cost
	Where did the money go differently from the plan? Which estimates were wrong?

	Quality
	What defects or rework could we have prevented? Were the standards clear?

	Risk
	Which risks happened? Which did we miss? Which controls worked?

	Procurement
	Did the tender attract the right bidders? Were the contracts clear?

	Stakeholders
	Who was informed too late? Where did communication break down?

	Team
	Did we have the right skills and capacity? What support was missing?


[bookmark: _dyy0bmiab5oz]5. Capture sheet: what went well
	What went well
	Why it worked
	How to repeat it

	e.g. Weekly site meetings kept the contractor and the client aligned
	e.g. Fixed time, one-page agenda, actions logged
	e.g. Make weekly meetings a standard contract requirement

	[Item]
	[Reason]
	[How to repeat]

	[Item]
	[Reason]
	[How to repeat]

	[Item]
	[Reason]
	[How to repeat]


[bookmark: _xot66hdv3b8t]6. Capture sheet: what did not go well
	What did not go well
	Root cause
	Effect on the project

	e.g. Imported materials arrived six weeks late
	e.g. Orders were placed after contract award, not before
	e.g. Six weeks lost, hurricane season exposure

	[Item]
	[Root cause]
	[Effect]

	[Item]
	[Root cause]
	[Effect]

	[Item]
	[Root cause]
	[Effect]


[bookmark: _6gijuddj4oq2]7. Recommendations and actions
Each lesson needs an owner and a date, or it will be forgotten.
	Lesson
	Recommendation
	Applies to
	Owner
	By when

	e.g. Late ordering of long-lead items
	e.g. Order long-lead items at award and track shipping weekly
	e.g. All construction projects
	[Name]
	[Date]

	[Lesson]
	[Recommendation]
	[This organisation, future projects, funder]
	[Name]
	[Date]

	[Lesson]
	[Recommendation]
	[Applies to]
	[Name]
	[Date]

	[Lesson]
	[Recommendation]
	[Applies to]
	[Name]
	[Date]


[bookmark: _oo1md1pfe8o6]8. Summary for the sponsor
Three to five sentences. The top lessons and the decisions you need.
[Summary]
[bookmark: _93xuglwq6a80]9. Distribution and follow-up
	Report sent to
	[Names and roles]

	Lessons added to
	[Project records, company lessons register, funder report]

	Actions reviewed on
	[dd Mon yyyy]
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