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Why ‘Lessons Learned’?

Project Lead for SBn
Nuclear New Build

. "Those that fail
. f0 learn from

N\ history are
o ® doomed to
Jﬁ‘ ?—_% ~ repeat it.
PMO roles in Programme Manager W

multi SBn for £400m portfolio

portfolios of 60 projects

I've always struggled to leverage the broad experience that |
know exists.
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The Stark Reality of Not Leveraging Experience

>£20,000,000,000




Stagnating Productivity

® Deemed failures

Chart 1: Productivity Growth — Output per worker (1997=100)
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Capacity to Learn From Experience

Home Office Government Major Projects Portfolio 2016
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With so many projects not delivering to plan there should be a rich

opportunity for leveraging experience for the collective benefit of UK PLC....

.....but there is limited evidence of this happening.




Digging a Little Deeper

Future IT Sourcing Programme
Mol M
Here was the lessons learnt commentary from NAO relating to FITS.
Amber/Red Initiation of programmes
At the start of future programmes, the Ministry should consider all approaches to meeting the
programme’s objectives and select the one that is most appropriate to its risk appetite and
capability, particularly if it is novel or complex. This includes clearly understanding the
Ye ar Fo reca st E nd and of its chosen approach, such as capacity and capabilities, and
set out appropriate risk mitigations
Capacity and capability
The Ministry should:
20 1 2 3 1/ 1 2/2 0 1 4 -Develop a long term strateqy to build up digital and delivery ilities, in

particular in systems integration, to support its future approach 20 managmg its IT services. This
includes reducing its reliance on contractors, within the constraints of the market demand for
specialist skills.

2013 01/04/2016 1375

-Develop a clear understanding of the capacity demands of its programmes, so it can identify the
impact on programme delivery arising from

2014 01/09/2016 1205 | comens

The Ministry should ensure that for future contracts there are effective incentives for:

20 1 5 30/ 1 1/2 o 1 7 1 706 -Suppliers awarded the confract(s) to meet the transition timetable; and

«Existing suppliers to facilitate smooth transition to new suppliers.

2016 30/1 1/2017 2879 Delivering the programme

The Ministry should clearly communicate its rationale for its fast-paced roll out down to local site
level to help manage expectations and operational implications of the rollout, especially should
further delays arise.

Source: GMPP Reports

The programme team should further improve its governance structure to avoid duplication
between boards and resolve issues at the right levels to enable timely and effective decision
making.

Managing full service

As part of determining its future approach to managing its IT services, the Ministry should:

-Define its role in managing its IT services once they are operating, in particular its role as the
systems integrator, for managing additions and changes to the services.

-Decide what services it wishes to run itself in the future and develop the capability to do so before
the contracts expire.

«In its next procurement, the Ministry should contract for a period that reflects the commercial and
technical effort required to move to new suppliers
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FOI Response in May 2018

32. Details of the Marginal benefits, as at Oct 15, can be seen at Annex B. This shows that
net benefits estimated across the 25 years of the Investment Appraisal are £2382.379M,
which increases the variance against the original target to £406.350M. It includes additional

43.  The major learning points identified following the delivery of the
were:

a. A suitably constructed Project Team with clear objectives and top level
management support is vital to successful project delivery.

b. A clear understanding of the end user requirements from the outset is important
if subsequent costly alterations are to be avoided.

C. Constant communication with all stakeholders and contractors to ensure
compliance with project requirements and to effect expectation management is
essential.
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Lessons Learned Processes

DH does not have any policies or processes on lessons learned. Lesson learned
methodology is standard Programme and Project Management practice which

Department programmes and projects deploy as they see fit.

Of Health 1. Identifying lessons leamed and good practice

Individual projects and programmes identify lessons learned/ good practice from
continuous review (including standard items on board agendas), assurance review
output, lessons leamed workshops etc

KEY STEPS

2. Recording lessons learned and good practice

Individual projects and programmes record lessons learned/ good practice in lessons
learned logs throughout the lifecycle, and in lessons learned reports at closure

3. Capturing good practice

Local business areas capture lessons learned logs and reports in local repositories at
key project/ programme stages

Ministry
of Justice

Local business areas analyse project/ programme lessons learned reports/ information
and extract relevant items for sharing either locally, centrally or both

4. Sharing relevant good practice

Relevant good practice examples are shared appropriately either by local business
areas or, where relevant, centrally across MoJ.

Methods of communication to include project delivery community events, workshops,

Lessons Learned Guidance newsletters, MoJ intranet etc

5. Identifying priority improvement areas

<

Central MoJ team analyse gateway reports, healthchecks, keyholder reviews, feedback
from TJ Committee etc, and where appropriate seek examples of good practice from
business areas to share with the project delivery community. For example, if TJ
Committee and analysis of recent gateway reports indicate that we need to make some
general improvement in, say, stakeholder management, the central MoJ team would
seek examples of good practice in business areas that could be shared across MoJ in
line with 4) above.

AN
Ministry =
of Justice

Protectr Marking

~
~
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But aren’t the NAO fixing the oroblem?
Ut aren e IXINg the probiem : P———

Major programmes are expensive, high profile
and carry great uncertainties and risks. For
most government bodies, undertaking a major
programme will involve doing something new,
with relatively little organisational experience.
Many fall short of their objectives, in terms of
cost and/or outcomes. So it's not surprising
that they are the focus of many NAO reports
— about 100 since 2010. Our new Framework
to review programmes shows the questions
we typically ask, and brings together many of

We a g re e t h at t h e re i S i n S u ffi C i e n t I e a rn i n g we are looking for and what we expect to see ﬁ;rﬁtxznggggsﬁggrﬁg:ri':lr:iles:.ow e

L] . ° . Our reports illustrate how risky programmes can be. If they're innovative, those risks are
fro m p a St fa I I u re S I n p rOJ e Ct d e I Ive ry higher, and it's harder to learn from past experience. If they're complex they are affected by
many unpredictable factors. And the scale of challenge is increasing as government bodies
support major new infrastructure projects, introduce new technology and reorganise to make
the most of scarce resources as well as implementing the changes necessary as a result of
leaving the European Union.

We tend to look at the biggest and riskiest programmes at key points during their life, or
when a particular event prompts a review. Our examinations may seek to address different

We agree that there is insufficient learning from past failures in project delivery §/that's N dlestions hat ars kel b b mportant, vl inks fo ampies rom o past wor and

to further more detailed guidance on specific issues.

why identifying and applying lessons is one of the topic areas in our Framework. By Learning from successes and failures
publishing this document we hope we are making a small contribution by making it lbmmiperin s o 5 oo v

easier to find and access our previous work on the range of project delivery issues we
tend to highlight.
Sandy Gordon, Audit Manager, Project Delivery Team

Managing interdependencies: In our review, Modernising
the Great Western railway, we found that Network Rail had
not worked out the minimum feasible schedule for the work,
including dependencies between key stages. This led us to
focus our questions more how on interdependencies are
managed within programmes.

NAO National Audit Office

Learning from early experience: Some of our examples
highlight progress made in projects after we identified
problems at the early stages. For instance our report on
Progress with preparations for High Speed 2 said the
Department for Transport had taken steps to address
weaknesses in the business case we reported on in 2013,
and had learned from High Speed 1, where the benefits
had not materialised as expected, as we reported in The

It is the role of Departments to leverage the st 0 s o 51
experience, not the NAO

https://www.nao.org.uk/naoblog/a-systematic-look-at-major-programmes/

Sharing lessons across a portfolio: In our report Welfare
reform — lessons learned, we found that the Department for
Work and Pensions (DWP) implemented around 30 distinct
programmes over five years with few operational problems.
This was largely because DWP learnt from early failings
such as: sticking too rigidly to fixed deadlines; thinking too
late about the management information and the leading
indicators it needed to understand progress and
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Over 15,000 Lessons Overview

>50 Organisations From ....

”Benefits clearer”

Ei" >1,000 Projects

to ...” There was insufficient clarity about
accountability for each budget line, reflecting a
_ o~ $ centralised approach to budget management.
Estimated Portfolio 30 e Poor links between the Finance Team and key
~ programmes compounded this lack of
>2 Years of effort to collate accountability, which meant that forecasting,
monitoring and budget discussions, as well as
early planning of procurement strategies, did

_ 3 _ not take place in a sufficiently timely manner to
Covering J Continents identify and address the key risks”.



Information Sharing Lessons Leamed from Gateway
Reviews: Gate 3 — Investment Decision Review

Gateway Review Recommendations by Theme

e .
|

RAID (Risks, Assumptions, ; 1 15%

October 2013

The purpose of this document is to share lessons learned to support agencies to better identify
opportunities to improve productivity and efficiency and to help make project teams more aware of
15% alternative approaches ta project delivery that may increase the realisation of benefits.

This document presents the lessons learned from Gate 3 - Investment Decision Reviews held since
the i ' of the Gateway Review Process in 2006 and are drawn
from the three project types: ICT, Procurement and Infrastructure. Regardless of their origin, the
lessons learned are beneficial and provide good practice that can be applied across all project types.
The Gate 3 — Investment Decision Review provides assurance on the supplier selection and that the
business needs are likely to be met through the project and contract management controls. It also
assures that processes are in place for contract delivery and that benefits management strategies
and plans have been incorporated.

The lessons learned provided in this document are a subset of all recommendations and are grouped

Issues & Dependencies)

Business case

Transition into service
Sourcing strategy & management

Programme/Project management

into the Gate 3 Key Focus Areas. The i for all is as follows:
Business Case and (21 per cent); of the Proposed Solution (15 per cent);
Review of Current Phase (29 per cent); Risk Management (14 per cent); and Readiness for Next Phase
Stakeholder management (21 per cent).
= 2013 Business Case and Stakeholders
Resourcin o
X i / meet business needs and wil reallse th ined b
Benefits realisation & u2017 " heholck idbock
management to stakeholders on consultations.
Effectively updating the Business Case and managing benefits involves:
Management of change

- updating the Business Case to reflect the Project’s progression, key milestones, revised

benefits (if applicable), risks and task level objectives;

" z . 4% ‘ - reflecting any changes to the Business Case in all relevant project documentation;

Financial planning & management % | ng any changy ;

P g ge 4% - seeking, where appropriate, that the Project Steering Committee formally affirm the Business
‘ (Case including validation of revised costs, budget, benefits, risks and contingencies prior to
Programme/Project planning = 7% recommending entering into a cantract with a supplier;
- maturing the Benefits Management Plan, particularly relating to baseline establishment,
2 benefits profiling (including key fit ial ). pi and

Caaturing lessons leamed ﬁ 3% assigning ownership for benefits realisation activities;

Methodology %ﬁi s
0% 5% 10% /5% 20% ' l

http://www.treasury.govt.nz

The lessons learned provided in this document are a subset of all recommendations and are grouped
into the Gate 3 Key Focus Areas. The percentage distribution for all recommendations is as follows:
Business Case and Stakeholders (21 per cent); Assessment of the Proposed Solution (15 per cent);
Review of Current Phase (29 per cent); Risk Management (14 per cent); and Readiness for Next Phase
(21 per cent).
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Pursuing the case for change

Improve understanding

of methods London Project Data and
Analytics meetup

London, United Kingdom - 771 members -
Public group

Demonstrate the art of ™
the possible : o 4 @D oo

Community to share —2
experience and up-skill _

About Meetups Members Photos Discussions More Join this group

Develop new capabilities
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Nature & Quality of the Lessons

—

The SRO and Project Team should

develop a robust and comprehensive
Stakeholder Management and Observation?
Communication Plan.

Something to consider in the next phase?
Review and implement project

governance arrangements. Missing the basics and don’t know better
Project reporting format should be Should know better
reviewed.

_ _ Fundamental shortfall with minor impact
The project should consider a workshop

to capture all Lessons Learned to date
and ensure that the learning is
embedded within all future development

B T The PMO Confererice

Fundamental shortfall with major impact




‘(Un)Avoidability’ of lessons

Unavoidable lesson

But may be aware of
emerging environmental
conditions

*Act of God, environmental factors

*Unknown/unknowable external event

Strategic lesson *Unknown/knowable external event

Organisation proceeded
knowing that strategic decisions *Known external event
may/will likely impact the
project. Lesson learned was
foreseeable and wasn’t
mitigated.

*Internal decision or organisational constraint

eLesson identified or known but deemed irrelevant

Avoidable lesson
Priority, resourcing, SQEP or
judgment call

Lesson identified or known but ignored due to other priorities/resourcing
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The Link Between Risk and Lessons

How many organisations link lessons learned and risk management?

20.000%

If the lesson is not
acted upon it
becomes a risk for
the next project

FELSEPPPI PP CEISEFPEPIFFLOIESPF O PP FF PSSP EFSE &'

What is the correlation between risk
drawdown and lessons learned?

Tolerate
Treat
Transfer
Terminate
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A Glimpse into the Future




Leveraging the Connected Data

Projects

Compensation
Event

Lessons

Security

Properties:

Process change
Workflow escalation
Cost of mitigation action
Due date

Future contracts
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Leveraging the Connected Data

NI Gateway / Assurance Review Emergent Lessons

Lessons are routinely extracted from Gateway and other Assurance Review final reports and published via the CoE web portal. These lessons are intended 10 5support and assist
in current nd Projects, as well as initiatives, by learning from the experience of others.

The lessons below have been extracted from the final reports of reviews conducted during 2016-17, These lessons have been anonymised and edited in order to recast any
. the particulars of the or project involved, and more on programme and project management best practice
Lessons are lsted under the following themes:

Banefits Communications Planning Resourcing Scope
Business Case Risk Stakeholders
Change Governance 11 & Project Roles & i Value for Money

The lessons associated with each theme are also stored a5 2 separate POF file, for ease of reference.

Key Lesson Additional Devail

The Past Project Evakuation (PPE) clearly shows that the new
managed service is delivering on most of the anticipated benefits, .now that the service has boen running in steady state for over 12 months, the time
and has ensured that staff are freed up from previously time is right 1o consider re-measuring against anticipated benefits.

consuming routine tasks, to engage directly with service users...

An outcome of further delay to the project i that realisation of .the Business Case and the continued viability of the project should be reviewed, to
efficiency benefits will be delayed, and planned staffing reductions  give assurances that: it still meets the business need; it is affordable, and after re
this year will not be met planning, is achievable; and the benefits achievement profile is re-defined.

h has recently, as part of new: processes

being put in place, established ways in which to measure the key targets that are

The Outline Business Case (0BC) includes a number of benefit kit ta i Sicoamel apasTion

profiles however, some of the baselines have yet to be completed,
there i little in the way of financial information, and there does not

o0k 5 e R isorakl DR Roall i Eiratigy 06 SR, applying these processes and measurement techniques to the identified Benefits.

Profiles for the Project would help to ensure that they are measurable, and to
establish how this will be done from the outset

Northern Ireland
Lessons Learned

Project
A

Lessons

Silos of data Connected data
The PMO Conference




Predisposition, Symptoms & Early Warnings

( Indicate a predisposition to Diabetes

%
“0

&

A genetic predisposition is an increased

\_ based on a person's genetic makeup.

™40:;
“

Images courtesy of diabetes UK

likelihood of developing a particular disease

~N

J

(" )

The common symptoms of diabetes

e Going to the toilet a lot, especially at night.
e Being really thirsty.

e Feeling more tired than usual.

* Losing weight without trying to.

e Genital itching or thrush.

e Cuts and wounds take longer to heal.

e Blurred vision.

g | J
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Predisposition, Symptoms & Early Warnings

(- . . . a N (. )
Predisposition of an IT project to Failure Symptoms
Lack of..
) ~—¥
Big Evolving &"‘ }6{ "

Bang scope (7D S VD
Stakeholder SQEP Executive
engagement Support

= ©)

Segmenting the portfolio.... E Q‘é

5/10 Technology Projects End user Involved in  Testing Funding
6/10 Energy Projects Requirements stability c
7/10D i 2
ams Early Warnings s
9/10 Transport projects —0- 3
/ port proj O L% \, g
10/10 olympics | faa E I 2
............. Do not meet their cost targets SCurve - Benefis S

Source: Why do projects fail B q Team churn
g J L urnaown shortfall ~ /




A vision
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Things are changing.... at pace

THE CHANGING DIGITAL WORLD - Qp f h Industrial
HOW IS THIS GOING TO CHANGE THE

WAY WE DELIVER MAJOR PROJECTS? = | IOR PRQIECTS Data. orthe Strateqgy
:Egllgnh;s::r:ﬁnt':!til;l:M;j)c:LProjettsAssociatiunevent pUbIlC gOOd Artificial Intelligence Sector Deal

ITIS ALLABOUT THE DATA

Failure to digitise and utilise data is at the heart of the
productivity gap that exists between UK infrastructure
and other sectors such as manufacturing. Too often
the value of data is not recognised. It is either given or
thrown away as industry professionals fail to grasp the

I HOUSE OF LORDS

Select Committee on Artificial Intelligence

Report of Session 2017-19

opportunity that it presents. This mindset has to change. Al'in the UK:
When data is understood and given meaning it has more ready, willing anc_}
value, allowing asset owners to make better decisions — able:
leading to better outcomes and greater public good.

Recognising the value of data is the start. The challenge — —
then becomes one of what to do with data, and how oo 1 R

to take it out of silos and share it as a resource across INESASTRE TS
project disciplines and activities.

L. Paper 100
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Its about perspective
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An example: Scheduling

Collate every Identify
construction Benchmark in-schedule
schedule variance

Identify variance
in comparables

Auto-generate Adaptive Prescriptive
schedules scheduling scheduling

Ao NPlan

build intelligently

Do nothing

I b S [ Asss Wy
i i SR o
Weather Assign Connect Recommendations
forecast tasks Data The ALICE Advantage

Leveraging a corpus of experience
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Is My Organisation Ready for This?

T — ”Machine Learning and Al will be
i 0 O o bigger than the internet”
@ Lance Olson 2018
Efficiency A thirst for data A need to respond Reputation
Millions of data points Lead times Avoiding the avoidable

Perspective 1: The driver for change

What High Performers do * Committed leadership
— * Need a hunger for improvement
!,‘ * Self critical/restless

Level 5

levela Optimised . . .

Managed E * Learning organisation
Level 3

Level 2 Ioef.ned * Measure performance & look for

gmeu 1 Iﬂeoeatabw Om—— opportunities to improve
W Awareness

T APM Programme Management Conference 2018 * Curate their knowledge
iy Rod Sowden * Clear vision & outcomes

Perspective 2: The capacity for change * Need to be at P3M3 level 3 or above




* Lessons learned processes generally do not deliver value

 Connected data enables insights that flat data can never provide.

* Repeating avoidable problems will become indefensible.
* Decisions increasingly shaped by experience.

 Significant opportunity for cost and time saving.

* Machine lea rning is marching towards us which will be transformational.

* We need to develop a data driven approach to support it.



Some links....

* Challenging established thinking: https://projectingsuccess.co.uk/insight/
* LinkedIn: https://www.linkedin.com/in/martin-paver-51288423/
* Meetup: https://www.meetup.com/London-Project-Data-and-Analytics-meetup/

* Slack Group Contact: Clarejohnston@projectingsuccess.co.uk



