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complex because management may have been forced to fill slots held
by the team members. Now they must find a new position for each
returning team member that is satisfactory to the employee and the
head count. That is why keeping stakeholders informed is important
because they will need time to handle an integration.

Extinction of a project and everything and everyone related to it is an
all-too-common route to unload personnel. This is obviously the least
desirable outcome and one you should avoid if possible. Once a project
is closed down, the people are simply let go.

TIME IS MONEY
Leave good documentation for your successors. When you
= consider almost any project, you'll understand why this is a
good idea. Given current job tenure across the nation, it's
entirely possible that the people who worked on the project may not
work there five years ater.

Give It Up!

Atthe end of a project, especially a major one that has absorbed six or
‘more months of your life, get ready for a letdown period. It's like
postpartum blues. You've spent nine months devoting your energies to
a specific project (a baby). Yow've been so focused on that one goal
that, once it is successfully achieved, you feel lost, directionless, and
sad. You feel these emotions even though you know what your next
project will be (raising the baby). Think how much more difficult it
would be to cope if you didn’t have the prospect of a new project and
had to adjust to your former everyday routine.

Suddenly, you are no longer the head of a project with team members
constantly seeking your advice and decisions. Instead, you return to
civilian life with your normal job duties and responsibilities. You may
have a period of letdown in which the project stays on your mind. You
‘may keep thinking of improved ways to accomplish some tasks, or

ideas may come to you that might have better met the project’s goals.
Your “symptoms” may indeed be real. But if it's your skill and desire,
freelance project managers do well and make good incomes depending
on their experience and success. This could be you! Be encouraged:
there’s always another project to manage somewhere.

Here’s a simple checklist that can help you do the project close-out and
move on:

Project Close-Out Phase

« A. Document project lessons learned.

« B. Schedule after-implementation review.
« C. Provide performance feedback.

 D. Close out contracts (as needed).

« E.Complete administrative close-out.

« F. Deliver project plan memorandum to decision
authority.

Right now you should have a celebration. Your project is done—except
for the final report, which you learn how to write in the next chapter.
You didn’t think you’d get away without another report, did you?

Get your team together. Revel in your accomplishments. Then move
on to the next project.

For more on the various items related to closing a project,
refer to PMBOK Guide section A1.8.

Review Questions
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Am I clear on the importance of a methodical close-out of
my project?

Have I scheduled a meeting with my sponsor and key
stakeholders to review the project?

Do I understand the importance of creating a punch list for
operations?

Have I identified the data I need to collect for the lessons
learned and the final report?

Have I scheduled an after-implementation review for the
project?

Do I have a plan for releasing the project team members?

Do I have a checklist of what needs to be completed?

The Least You Need to Know

Dissolving a project takes time and deliberate effort on your part.

A key success factor for growing as a project manager is to conduct a
“lessons learned” process.

Closing down a project is a process that follows a predetermined series of
steps.

Conduct an after-implementation review as part of closing out a larger
project.

After a project is finished, team members will be included in the
operations component of the project, reintegrated into the organization, or
terminated.
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CHAPTER

25

The Final Evaluation

In This Chapter

« Understanding your successes and shortcomings
+ Documenting success: the final report

« Appraising team member performance

« Assessing the botiom line

Now that your project is closed out, you may think you're finally done.
But there’s one more important step—the final project evaluation. The
purpose of this step is to appraise your actions: what you did well and
‘what you could have done better. Only through a final project
evaluation will you learn how to better manage your next project.

Evaluating Your Project

Through an effective postmortem, you can efficiently apply lessons
learned from this project to the next one. The final evaluation should
happen whether the project achieved its goals or fell short of the
target.

Small leftover tasks, such as tasks or activities on the punch list,
shouldn’t delay the final evaluation. Large leftover tasks indicate a
project that's incomplete, however, making it too early to analyze

results even if the scheduled completion date has come and gone.

DEFINITION
The term postmortem is borrowed from the medical field.

When applied to a project, it means a close examination of all
parts of the project to determine its successes and its failures.

‘The final evaluation has three components: project assessment, a final
‘written report, and team member performance reviews. A final
meeting of the core team is often in order as well because this will
assist you in evaluating the project and producing input for the report.
‘The team’s technical expertise and experiences may provide data you
hadn’t previously considered.

For more on the content that might be included in a project
report, refer to PMBOK Guide section A1.7.8.

Meeting with Core Team Members and the Working
Committee

Before you formally evaluate your completed or closed-down project,
you need input from your core team (generally those you nominated as
team leaders or subject matter experts). Ask for a brief written report,
or provide them with a simple questionnaire to complete. Then
schedule an informal meeting with key players and ask their opinions
about the project and what they would do better next time. Take notes
50 you remember comments and confirm that you value their input.

The first question to ask when evaluating a project is whether the
desired results were accomplished. You then need to consider the
project from start to finish in order to understand what worked and
‘what didn’t. Look closely at problems you captured in your issues log
and how you and your team coped with them. Picking up the pieces
and successfully gluing them back together is an art, so consider when
you did this well and when you could have done better.

After you meet with your core team members, have a similar session
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with the key members of the working committee. If you have utilized
them well during the course of the project, they will have important
insights and a different perspective on the successes and shortcomings
of the project and the team. Capturing their ideas and incorporating
them into the final report will be important.

Comparing Goals to Achievements

Project evaluation has no hard-and-fast rules. Essentially, you match
your achievements to the project’s goals. If what you produce lines up
Clearly with well-defined requirements, chances are you've succeeded.
If you have met the requirements only partway, your project may be
considered a success by some and a failure by others. The toughest
evaluation is one in which the scope was fuzzy to begin with. That’s
why it’s so important to clearly define a project’s scope during the
planning phase (see Chapter 7).

To evaluate your project’s success, make a list of the project’s
accomplishments and place it next to the requirements outlined in the
charter. Study each list, checking off requirements as you consider
your list of accomplishments, This is the best way to evaluate your
project—using actual data.

With the exception of the smallest projects (and sometimes even for
those), management will mandate a final report at the close of the
project. The final report for a megaproject is more formal and
obviously longer than for a small, simple project. As previously
‘mentioned, reports are necessary for both successfully completed
projects and those that are canceled. On a successful project, the final
report may precipitate bonuses for the team members and their
project manager. If the project went belly-up, the report serves to
document the problems and to help others avoid the quicksand you
and your team slipped into. The report can also explain why a project
problem wasn’t necessarily your fault.

Writing the Final Report

The final report is both a history of the project and a final evaluation of
performance. While the final report for a small project may be no more
than a two-page memo, the report for a large project may be 10 or 20
pages in length. If you kept a project diary (see Chapter 18) and the
various logs suggested in this book, producing the final report should
be relatively easy.

The reality of the final report is really twofold:

1. You are attempting to report on the project and the results
achieved against the goals.

2. You are creating a marketing tool that highlights the value
created by the team.

Often you will be underwhelmed at the final response to the
completion of your project. However, if you can create a financial
analysis with net present value (NPV) using assumptions given to you
by the users themselves, you will have a powerful marketing tool for
additional projects. Managers in companies will gladly imitate success
and decide “I want some of that, too.” I talked about framing the
communications in Chapter 19 and I want to remind you to frame your
final report in a way that encourages a perception of success.

In the project report for a simple project, cover all the topics included
in the final report for a large project, only in less detail. Consider these
topics in the final report:

« An overview of the project (primarily schedule and budget),
including revisions to the original project plan

« A summary of the business case for the project

« A summary of major accomplishments

« An analysis of achievements compared to the business case
objectives for the project
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Final financial accounting and an explanation of variances
from the budget

An analysis of the quality of work performed on behalf of
the project against the expectations of the stakeholders

* An evaluation of administrative and management
performance

The team’s performance (keep this section confidential
when it applies to specific individuals and their
performance)

Special acknowledgments to team members

Total number of approved changes and the impact of those
changes to the accomplishment of the business case

Issues or tasks that require further investigation
Recommendations for future projects of this type

A scheduled date for the after-implementation review

In addition, the following elements are appropriate to include in the
final reports for more complex projects:

« A summary of performance issues, conflicts, and resolutions
from the issues log (see Chapter 22), the risk log (see
Chapter 8), and the change control log (see Chapter 22)

The results of each phase of the project, including actual
versus forecast dates and the budget versus actual expenses
(budget use, additions, and so on require thorough
documentation)

A description of ongoing activities related to transitioning
the project to operations that will require further project

team member participation (if any)

« Recommendations for changes to future projects so they will
run more smoothly

« Anin-depth analysis of reporting procedures and
recommendations for improvements

« An analysis of the project management process as a whole

In each section of a final report for a project, analyze the procedures
used in the project. Acknowledge things that worked. Explain things
that didn’t work. Make recommendations for improvements in future
implementations of the project methodology, and include clear
examples and rationales for the changes. All core team members
should either contribute to the report or review its contents for
accuracy before it is finalized. You can have others write and submit
their relevant portions of the final report and then, after editing, add
your own comments as an overview to cement the document.

Packaging Options for the Report

Everyone involved in the project, from your management to the
project stakeholders, should review your final report. You may want to
break it into five sections, as outlined here:

« The executive summary. This one- to two-page
document summarizes the report’s content for people who
need a quick briefing and don’t have time or are unable to
digest the entire document.

« The report, part A. This section contains information
that can be disseminated to all team members, managers,
and other interested stakeholders. It includes a detailed
review of the project and an assessment of the project’s
success in meeting the business case for the project.
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« The report, part B. This section includes information for
management only or that may be confidential in nature.
Confidential reports are the most difficult to manage. They
may contain information not appropriate for team
members’ eyes, such as salaries, bonus recommendations,
team-member performance, and recommendations for
using the results of the project. It can also include the
financial reports for the project.

The project plan. Include the project’s overall plan along
with copies of the goal information. If they fit and make you
look good, include the original baseline plan and the final
plan so readers can see how you met the scheduled dates.

Miscellaneous components. If tangible proof of a
project’s success is possible, such as the opening of a new
store or facility, include photos in this section, referenced
from report parts A and B.

RISK MANAGEMENT
\/\ Keep all financial documents very secure. In CIA terms, a

portion of  report may be “for your eyes only,” while the rest is
available for distribution. If you find yourself in the awkward
situation of not knowing what o release and how to keep it secure,
get advice from your sponsor who is already privy to the report's
contents.

The Political Impact of Final Reports

In a politically sensitive organization, a negative report can cause
problems. Remember from Chapter 6 on stakeholders, the
environment, at the highest levels, is all about politics. Before you state
emphatically that a particular vice president was the major roadblock
to successfully completing the project, you had better be in line for

another job or an unemployment check.

As was strongly (if wrongly) suspected of the Warren report on the
slaying of President Kennedy, for political reasons there were two
versions of the report: one for the public and another for high-level
government officials and operatives. You may consider this tactic for
presenting information to your management. However, as many
people have learned the hard way, written communications have a way
of circulating beyond the intended audience. You may want to provide
a verbal report on the difficult VP to your sponsor, but I would
discourage you from writing two distinct reports.

WORDS FROM THE WISE
Honest criticism is hard to take, particularly from a relative, a

friend, an acquaintance, or a stranger.
—Frankiin P. Jones, American author and humorist

Who Accomplished What and How
Well?

Since your project involved people, you'll likely be called upon to
evaluate the performance of team members. This may be limited to
core team members or may apply to all team members and even
outside vendors, consultants, and suppliers. The evaluations can be
used for anything ranging from promotions to new assignments to
layoffs. In a project in which a team member’s contribution is made
before the project terminates, hold a review when the team member
departs rather than waiting for project closure. Why? Because on any
really large project, the time between an individual rolling off the
project and the actual time for the review may be a considerable
amount of time. It may be hard to remember exactly what points you
want to emphasize if too much time has passed.
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Many companies have standard evaluation procedures that must be
followed, and the human resources department may also insert itself
into the evaluation process. Chances are, HR will provide standard
evaluation forms for both you and the employee to fill out.

The basic criteria [ have used for appraising team member
performance may include the following:

* Quality of work
o Cost consciousness
 Timeliness

Creativity (for example, in solving technical problems)

« Administrative performance (for example, submitting
timesheets)

« Ability to work as part of a team
o Attitude

« Communication skills
Technical ability

« Recommendations for improvement

« Consistency in meeting deadlines

As a rule of thumb, I would not necessarily cover all of these points
with each individual. I would choose three or four where the individual
did quite well and then one or two, at the most, where I think the
person could improve in the future. When giving a performance review
in person, try for a relaxed atmosphere away from other team
members. For stellar performers, this is a good time to hand out any
bonus checks (if appropriate), with the agreement that the team
member will keep it quiet so as not to make other members unhappy.

The Bottom Line and You

In addition to the formal review of a project, every project manager
needs to do some personal soul-searching to understand why a
particular project went well or why it went poorly. After the project has
‘been completed for a while and the emotion is gone, stand back and
look at the project and your own management skills as objectively and
dispassionately as possible. What did you do well? What could you
have done better? What do you still need to learn? These observations
—if acted on and taken seriously—will help you prosper, develop, and
improve as a project manager. A good time to complete this exercise is
after the after-implementation review discussed in the previous
chapter.

At this point, I have exposed you to the complete process of project
management. You have learned how to complete project management
calculations and develop diagrams, reports, and communications that
will help you plan, monitor, and control your project to a successful
conclusion. Congratulations! And good luck in your role as project
manager!

Review Questions

Have I gathered the information I need to write the final
report?

Am I confident that I understand how formal it needs to be,
or should I consult with my sponsor?

Do I understand how the final report is a marketing
document as well as a project document?

Have I prepared to meet with key members of the project
team to evaluate their performance on the project?
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o Have I scheduled an after-implementation review (see
Chapter 24) to provide input into the final report?

The Least You Need to Know

« After a project ends, take stock of what went right and what went wrong.

« On most projects, management requires a final report to inform all
participants and stakeholders of the project’s results.

« Always evaluate the success of the project by comparing it to the
business case.

« Review performance formally or informally (depending on the
organization) when team members depart the project or when the project
is completed.
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CHAPTER

A4

Closing Out the Project

In This Chapter

o Life after the project ends

+ Reasons to close out a project

« The steps for closing a project

« Evaluating the lessons learned

+ Conducting an after-implementation review
+ Releasing the workforce

After you've successfully completed your project, the close-out phase is
atime of celebration and accomplishment. Not every project ends
gracefully, but all projects should have a distinct ending, Without a
proper closing, some projects seem to just drift into operations
without any formal recognition that the project completed its mission.

In this chapter, Il show you how to close out any project—especially
those that finish successfully, but also those that die prematurely and
the more annoying ones in which team members never seem to want
tolet go! Closure is important because it's the point at which, while
‘wiping your sweaty brow with relief, you can say to yourself, “It's
over.” (And regardless of the outcome, break out the chilled
champagne—you deserve it!)

Is There Life After Project
Termination?

As the end approaches, some project members get nervous, while
others are glad that the end is in sight. The nervous ones may wonder
what their next assignment will be. Particularly if they are contractors,
they may wonder whether there will be a next assignment at all.
Unfortunately, this morale problem occurs with the worst possible
timing—when a project is almost complete. The problem runs deeper
than just the risk of unemployment or a new assignment in another
part of the company. It means the end of budding friendships,
interesting after-hours socializing with other team members, and the
other good times that accompany a well-run project. Your people will
miss it. You will, too—really.

WORDS FROM THE WISE
When projects veer off course or no longer meet strategic

needs, companies must know when and how to let go.
—Dr. Xiaojin Wang, PMP, Yuman University, Kumming, China

Why Is a Close-Out Phase
Necessary?

There are several good reasons for a formal close-out to a project.
Some involve people issues, and others involve you personally learning
from the experience and recording what you've learned. You need to
acknowledge people for goals they have achieved and for them to feel
the work is complete. Because you as a project manager need to evolve
your skills for managing projects, analyze the techniques, processes,
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and procedures used on a project so you can adapt and improve them
in the future. These are the most fundamental and underlying reasons
to formally close a project. You may also want to hold similar closing,
acknowledgement, and review meetings at the close of major
‘milestones or phases in a longer project as well.

NOTES FROM THE FIELD
For a wide variety of reasons, project close-outs often never

happen. | suppose it is understandable that people—including
the project manager—want to move on to other project, or
their day job, now that the execution phase is finished and the
deliverables are handed over to operations. However, | would ask
you to try to avoid that trap and follow the guidance outlined in this
chapter.
In the interest of continuous improvement, you can't really leamn
from each project without a hard look at the project and what went
wrong and what the team did well. Now you have information that
allows you to do even better next time!

Preparing for the Final Shutdown

Make the following tasks part of the final termination process for most
projects, as they are necessary to bring them to the final closure and
include them in the project plan:

Meet with key stakeholders identified at the beginning of the
project to get their final approval of the project deliverables.
They are the reason for the project existing in the first place, and their
approval signals the project’s completion. For larger projects, you may
want to request a formal document acknowledging the completion of
the project by the project sponsor or customer.

Transfer responsibilities to other people if required. For
example, the end results of some projects are inputs for operations
(remember Chapter 21?) or new projects to be managed by other

people. In the example I have often used in the book about a customer
database project, after the project is finished, the company’s sales and
marketing group will take formal control of the business processes
related to the database. The team members for development of the
billing database will finish and turn over the maintenance of the
database to the information systems department. The team members
who were responsible for answering customers’ questions during the
pilot test will turn over the ongoing responsibility to customer
relations to handle future questions. These activities are all part of the
transition of the product into operations.

‘Work with others, such as human resources, to identify
where to reassign people from the project. You may return
people to their functional areas, assign them to new projects, or both.
Follow the human resource plan you developed earlier for rolling
people off the project.

Complete the final accounting of the project. This includes
totaling the costs, paying all the bills, and closing the books on the
project.

Gather data regarding the results of the project, and identify
recommendations for the future. If you have been using a project
diary, as suggested in Chapter 18, this is not as daunting a task as you
might think. This information will be useful in developing the final
report, which is described in Chapter 25.

TIME IS MONEY

Once you are certain you have delivered everything according
= to the charter and scope statement, schedule a review session
with the sponsor. You will want to summarize the information

and get confirmation that you have, indeed, completed the project in
the eyes of the sponsor. After that briefing, | would recommend that
you schedule a review with other key stakeholders to ensure they
concur with the sponsor that you have finished according to the
charter and scope statement. If there are any holdouts, you will be
able to identfy them at that point and make any adjustments or
corrections before you start releasing key team members.
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For more details on providing feedback to team members,
refer to PMBOK Guide section 9.4.2.2.

Projects that aren’t closed formally may continue to consume
resources required elsewhere. Most projects should end as soon as you
have achieved the goals.

Closing a Small or Large Project

For small projects, the formal closing can be a simple matter of having
a meeting with the team and the stakeholders to acknowledge
attainment of the project goals and writing a brief final report on the
project. The closing meeting should focus only on the
accomplishments of the completed project so people feel satisfied with
the work performed.

For large projects, the closing phase can be a time of stress and
anxiety. Team members may have developed friendships and a sense
of family. Some team members will be going their separate ways,
adding to the apprehension. Termination of a long project with a
close-knit team is always difficult and can be complicated. However,
you can reduce the anxiety if you acknowledge the team members for
‘their current accomplishments and then give new assignments and
challenges as soon as possible. It’s also a good idea to have a formal
celebration to close down the project.

Because some people fear leaving the security of an established project
team or changing roles after the project is complete, it can be difficult
to get the final details of a large project completed. People may
continue to work on insignificant tasks. Remember your work
authorization system! If they are working on work packages you
haven’t given them, you need to stop that work—gently, of course.

As a project manager, it is your responsibility to see that the project
ends by helping the people involved move forward into new challenges
and opportunities. To reduce the stress associated with project close-
out, remind your team members of the overall goals they have

achieved and the fact that the stakeholders consider the project
completed. Emphasize the importance of the project to the business
and their contribution in meeting the project objectives. Then remind
them of new goals and objectives they have yet to achieve on other
projects and assignments.

In addition to having a formal meeting or even a party to acknowledge
project completion, many projects involve other formal close-out
tasks, some of which I mentioned earlier.

The closing tasks for a large project are not always clear-cut. When
such a project is almost complete, often some small details need to be
resolved. The project manager must decide when a project is “finished”
so it can move into the termination phase. Don’t drag out the close-out
phase and cleanup details to keep the project alive. Get on with it, and
turn the final details over to the operations group to finish.

These wrap-up details usually take the form of what is called a punch
list. A punch list includes tasks or activities that still need to be
completed but are not significant enough to keep the project team
working on them. These punch list items are the responsibility of
operations to complete. Make sure the sponsor is aware of the punch
list even if you don’t review it with her in detail. That process transfers
responsibility in the sponsor’s mind to operations.

For many projects, large or small, a checklist is useful in determining
the requirements for termination. Later in the chapter I provide an
example of a termination checklist for a complex product development
project to demonstrate the kinds of tasks that might be required to
terminate a large project. Of course, the checklist you develop may
include entirely different elements that require shutdown, but my
example should give you the basic idea of what to consider.

Writing Out Your Lessons Learned

Closure is also the point at which management evaluates your success
in meeting the goals and your skills as a project manager. In project
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‘management circles, this is part of a process called lessons learned.
Was your project a big success? Where could you have done a better
job? What did you learn that would be helpful in the next project?
‘Writing down the specifics will help you and your team capture the
information you need regarding lessons learned during the project. All
of the following questions apply to each focus area.

Focus Areas: Project Management, Communications, Schedule and
Budget, Training, Quality, Issues, Human Resources, Support
Templates

+ How did we do overall?

+ What did we do well:

+ What did we do poorly
+ What should we improve?
+ What did we learn that we can use on fuure projects

+ What else did we learn

+ Recommended actions:

Write out what you and your team learned during the project, what
worked well, and what you would do differently if you had to do it all
over again. These types of reports can be very helpful for you in the
future, but they can also help other project managers who may read
your report as they tackle a similar project in the future. At least they
won’t make the same mistakes you did; they can find some of their
own!

Some of this information will be captured in the final report that I
describe in the next chapter.

For more details on lessons learned and key stakeholders,

refer to PMBOK Guide section 13.3.3.5.

Some Additional Details for Project
Shutdown

The cleanest closure of a project comes when all the work is done and
team members already have other work or have returned to their
permanent jobs. The easiest project to close down is the small one in
which tangible (visible) results demonstrate completion to one and all.

On the other hand, closing down the project of, for example, building a
large refinery in Houston is much more complex. Not only are there
multiple subplans, but for the uninitiated project manager, reaching
the state of completion may seem impossible. Yes, the plant itself may
be up, but all the little details may seem endless. In addition, some
‘work may linger on. After completion, repairs may be on the project
‘manager’s shoulders as necessary. In a sense, the project continues
rather than winding down in a planned and predictable process.
Although 99.8 percent of the work is complete, remnants of the team
must address that other .2 percent or hire outsiders if former team
members are no longer available.

To shut down a project, here are some additional details on the steps
to take toward an orderly closure. Each of these are part of the
completion of any project. The additional steps to project termination
are as follows:

1. Decision to close out. Make sure that operations has
accepted the project and you are finished.

2. Task list. Make a list of small tasks that need to be
accomplished and get them taken care of—what I called a
punch list earlier.

3. Meetings. Hold individual meetings with team members
and team managers who have reported to you. Thank them
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for their contribution, and take notes on what they thought
of the project’s highlights and lowlights and your leadership
(take a deep breath first). I usually try to focus on a few
things they did well and a couple of items they could
improve on. You will see more about how to evaluate the
team in the next chapter.

4. Communication. Instruct all team members in writing as
to when their participation in the project will end (use your
company’s policy if it is different). This puts pressure on the
stragglers who need a little more time to complete their role.
If you suspect that more time is needed, set the end date
several weeks into the future and give weekly reminders of
the drop-dead date. For real problem people, visit them
daily to assess their progress and remind them of the date.

5. More communication. Notify outside suppliers and
vendors that the project will cease to exist in an appropriate
number of days or weeks. Since the project is ending, tell
them you will not accept bills received 30 days after the
termination date. (Be flexible on this one. It’s really a tactic
to get the bills coming in the door from vendors with tardy
billing practices.) It also saves you interest charges, and
really prompt payment may knock a percentage off the total
project bill. If possible, check purchase orders to see what’s
outstanding.

6. Even more communication. Inform managers of
“borrowed” employees, temporary agencies, and contractors
in writing that the project’s end date is near. This provides
the managers time to find other opportunities for these
people or to move them back into their usual job
responsibilities.

7. Closing the books. Assuming you are working with a
finance department, once a project is complete, finance
must close the books so wayward bills aren’t charged
against a nonexistent budget. Most companies assign code
numbers to accounts for projects. Assuming your project
receives one or more codes, have finance render the codes
invalid. That way, you can review any invoices that pop up
for legitimacy prior to payment or rejection.

8. The celebration. After a project is (successfully)

completed, hold a team celebration. (One of my customers
was so excited about the success of the project that he took
the whole project team to Las Vegas for the weekend!)
Awards may be in order for team members who performed
above and beyond the line of duty. This event is not only
fun, it marks the official end of the project in everyone’s
mind. If the project was not as successful as it could have
been but not because of team failure, still hold such an
event, even if the occasion is somewhat more subdued.

9. Dispersal of other resources. Take an inventory of

supplies and equipment. Return borrowed and rented
equipment, send back unused supplies for credit where
possible, and haul off trash to the recycler or landfill. If the
project was large and ends up owning a lot of surplus
equipment, an auction on eBay can be the ticket to parting
with 12 printers or 48 slightly dated computers. Money from
such an event can go into the organization’s general fund, be
distributed to team members in the form of profit sharing,
or be donated to charity.

10. Handing over the keys. Transfer responsibilities to the

operations team.
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This checklist for closing a project may not include everything you need to remember, but
it should help you consider all the items that are important.

TIME IS MONEY
When you were first developing the budget for the project, it
< would probably not have been appropriate to earmark money for
a celebration at the end of the project. However, as you
approach the conclusion of the project, meet with your sponsor and
begin to plan how to celebrate the success of the project. It will
require money and time, o you'l need to determine if you are the
tight person to handle the detals or if you need to delegate that to
someone else. The scale of the celebration is probably proportional
to the value to the company and the difficulty of completion. Just
make sure it is nice and shows the company’s appreciation for a job
well done. Too often in business, people don't believe in a pat on
the back because they expect people to do a good job. And while
that is true, the successful completion of a project that will improve
the performance of the company is definitely something to
celebrate.

The After-implementation Review

A common practice among experienced project managers, particularly
on large projects, is to conduct an after-implementation review. A
meeting is scheduled, usually between three to six months after the
project is closed out, with the key team members and some of the
stakeholders. The review is a discussion about what has happened
since the project was turned over to operations. Often getting a little
distance from the project will help everyone gain some insights on
‘what went well and what they would do differently in the future. Also,
any problems or surprises that occur will happen in those first few
months, and that information can help in crafting your lessons
learned.

Three Ways to Release a Workforce

‘While some might have other ideas, there are generally three ways to
release team members in the project management bz inclusion,
integration, or extinction.

Inclusion is a happy ending of sorts. Your project proved successful,
and upon nearing completion, was absorbed into the organization.
Again, it may become a part of the company or be run as a separate
function. In the happiest scenario, many of the original team members
keep their jobs and continue to contribute. However, it may be that not
all staff members are offered a position because they are deemed
unsuitable for the postcompletion phase of the project. Some team
members may choose to leave anyway because, while they found the
project phase exciting, the thought of running day-to-day operations
makes them yawn.

Integration is the most common technique for dissolving a project
workforce. Team members are reintegrated into the departments from
which they were borrowed. On a long project, integration becomes




