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BullsEye Integration

Notes for Growth

Do Your “Post Mortem” Before You’re Dead

We are all familiar with the idea of a post-mortem”, a meeting to talk over a project when it is finished. Those meetings can be important when things did not go well. But why wait until you have failed in order to learn something?  A team should hold on-going sessions to review progress and identify roadblocks.  Here is a simple format I use for such meetings.

Tone:  To be useful, the meeting should be conducted in an environment of mutual respect with the objective of keeping things on track or bringing them back.  This is not finger pointing time when the boss dresses down the troops. (If discipline is required do that in private).  The point is for the team to talk honestly about how things are going so the organization can succeed. An external, neutral facilitator can be very helpful to keep the tone positive and the discussion moving forward.
Participants: Your session should include everyone who has relevant knowledge, not just top leadership.  It may be that a shop foreman, a programmer or one of the sales clerks has really important experience.  Get them there!

Time:  Schedule at least a couple of hours, possibly more.  Decide about timing after you have sketched out the agenda.

Format:  Develop an agenda with these parts:

· Opening:  For the record, have each person clarify his or her role in the project or activity.  Review the purpose of the session and explain what you want to accomplish (for example “To identify what is blocking us and ways to solve those problems”).

· The Facts:  Lay out the facts concisely using just enough data to give the group a picture of where you are.  Don’t get stuck in analysis paralysis.

· Reactions: This is the part that many people miss.  Before getting into deep analysis, ask people for their gut feelings and reactions.  There may be frustration and people need to vent.   Conversely you may have been doing well and participants will want to pat themselves on the back. Here’s where you can ask people to talk about the stuff they “just know” but can't necessarily justify with data.  Sometimes these feelings are unfounded, other times not.  Either way, talking about them may lead the group to deeper insight.

· Analysis:   Now start talking about the “why” of it all.  What are the reasons that we are or are not meeting our expectations?  What is blocking us?  What has made it easy for us?  Regardless of whether we are behind or ahead, what can we do to improve?
· Decisions:  After all that, identify what comes next.  Identify changes the organization will make as well as the things you’ll continue doing.  Sketch out goals, tasks, timelines and responsibilities.  List resources the team will need to accomplish the goals.
Review meetings should be a regular process in the organization.  They might be quarterly for routine operations or more often for special projects. In the case of rapid projects you might have a 20-minute check in every day.  The key is to keep the session focused on results, not on blame.
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