What?

A Post-Implementation Review (PIR) is an assessment and review of the completed
working solution. It will be performed after a period of live running, some time &fter
the project is completed.

There are three purposes for a Post-Implementation Review:

1. To ascertain the degree of success from the project, in particular, the extent to
which it met its objectives, ddivered planned levels of benefit, and addressed
the specific requirements as origindly defined.

2. To examine the efficacy of dl dements of the working business solution to see
if further improvements can be made to optimise the benefit delivered.

3. To learn lessons from this project, lessons which can be used by the team
members and by the organisation to improve future project work and
solutions.

In some cases, the firgt of these objectives can be a contractud issue. Where thet is the
case, it may be safer to run separate reviews - one focused on contractual compliance
and the other seeking to derive further benefit from ano-blame review.

When?

A Pogt-Implementation Review should be scheduled some time after the solution has
been deployed. Typica periods range from 6 weeks to 6 months, depending on the
type of solution and its environmern.

The PIR is intended to be an assessment and review of the fina working solution.
There should have been a least one full processng and reporting cycle completed. It
should not be performed while the initid snags are ill being dedt with or while users
are dill being trained, coached and generaly getting used to its operation.

The PIR should be timed to dlow the find improvements to be made in order to
generate optimum benefit from the solution. There is no point in waiting too long as
the results are intended to generae that final benefit for the organisation and team.

Who?

There is often a difference of opinion as to who should peform the Pogst-
Implementation Review. Usualy, members of the project team will want to complete
the review as a naurd extenson of their responghility to deiver optimum benefit
from the solution. They undersand what was required, what was changed, how it was
achieved, how things are supposed to work, how to fix problems, etc.

There is a converse argument that an independent team should perform the review.
This reduces the risk that any errors or omissons of the project team might equdly be
overlooked in their review.

A solution is to do both. An independent audit team, working in consultation with the
busness users and project team, could examine whether the results are satisfactory.
The project team might then reconvene to consder that input and aso to examine how
to generate further value from the solution.



How?
A lig of points should be drawn up to cover dl dements of the operationd solution.
They should include such things as:
Current Stuation
- Istherequired functiondity available?
Are the procedures properly documented, published and known about?
Have users received adequate training and coaching to take advantage of the
new faclities?
Are gaffing levels and skill sets appropriate for the actua workloads?
Are gaff displaying approprigte etitudes to get the best out of the system
(confidence in its capabilities, bdief in its purpose, willingness to make it
work, etc)?
How busy, usable, useful and adequate are support services such as the
systems support function and help desk?
Arethird parties such as customers and suppliers satisfied with the service?
Istheleve and nature of identified faults acceptable?
Are faults handled at an acceptable speed and with satisfactory results?
Is data integrity being maintained within the sysem and in relaion to other
integrated or interfaced systems?
Are systems controls being applied correctly?
Are business, procedura and financia controls being applied correctly?
Doesthe system and its usage meet current lega and regulatory requirements?
Is the system able to process transactions at an adequate speed?
Does the sysem have the capecity to ded with the actud peek loadings as
encountered and foreseen?
Are daff following operational procedures including backup, recovery,
security and disaster recovery?
Has the project been properly demobilised, eg documentation filed, team
members gppraised and reasssgned, equipment and facilities returned, find
accounting and reporting completed, success and completion communi cated?

What were the final costs of the project?

What isthe actua operating cost of the new solution?

What isthe actua benefit being ddlivered by the new solution?
How does that compare to the origind project definition?

Bendfits

Future improvements
- Could further traning or coaching improve the degree of benefit being

generated?

Are there further functiond improvements or changes that would ddiver
greater benefit?

Are specific improvements required in procedures, documentation, support,
etc?

What |learning points are there for future projects?

Thee quedions will be investigated through a combingtion of invedigative
techniques including interviews, examination of documentation, performance
datigtics, hands-on tests and checks, etc. Implications and potential remedid options



would then be assessed and evauated. The findings and recommended actions would
be prepared, normdly in the form of areport or presentation.

Next Steps

The findings and recommendations will be presented to:
The solution's business owners,
The leading paticipants in the project, and other paties who may be
concerned with the results.

Specific actions should be proposed to address any further work that is recommended.
This might be handled in saverd different ways, for example:

As routine support and maintenance,

Asremedia work to be performed by the origind project team,

For line management to address through user education and procedures etc,

As further phases of development involving new projects.

Example Outline for a Pogt Implementation Review
1. Purpose of Post-Implementeation Review
Why is this Post-Implementation Review being conducted?

2. Summary of Project Being Reviewed
Describe the project that is being reviewed

3. Project History
Briefly describe the project history; why the project was undertaken, expected
benefits, etc.

4. Project Objectives
What, specificdly, was the project supposed to accomplish? (e.g. reduce maintenance
costs by 15%, improved operator interface, improve system response time by 20%,
etc.)

5. Project Status
As of the post-implementation review, what is the datus of the project? Is it
complete? Are there outstanding issues? Is it on time and within budget?

6. Software Evauation

Summarize an evduation of the software. This is paticularly gpplicable if a package
is beng reviewed, but should aso be used for custom built gpplications or any
combination thereof. Include a review of specific issues pertaining to the software and
any bendfits that were derived specificdly from implementing the software. Software
can be reviewed on fit (does it meet the requirements — process and technicd?), form
(is it user-friendly?) and function (does it do what needs to be done correctly,
efficently and effectively?).

7. Hardware and Network Performance
Summarize an evaudion of the hardware and network performance, including any
mgor issues aidng during the project or ill outstanding and benefits. This may
include. desktop computers, laptops, printers, network connections, did-up
connections, servers, and scanners.



8. System Setup and Administration
Summaize an evduaion of how the sysem is set up, or configured, and
adminigration, such as how sysem changes, security and system backups will be
managed. Describe any outstanding issues.

9. Traning
Summarize a review of how users and administrators were trained on the sysem. A
more detalled review should be captured a the time of training to get sudents input
into the training program itsdf. Are there any outstanding training issues? Is there a
plan in place for ongoing training?

10. Software Integration
If this project included integrating the new sysem into other busness or HSE
sysems, how did this work? Is the integration seamless? Will the integration be eadly
maintained in future releases of the sysem? Was there vaue added because of the
integration? Did the integration help diminate inefficiencies?

11. System Performance Againgt Project Objectives
How does the system perform against the project’s objectives described in #47?

12. Areas of Improvement
Identify areas of the system — processes, hardware, software, network components,
etc. that, after review, gill require improvement.

13. Cost Assessment
How did the project perform in terms of costs and expected benefits and savings?
How did the project perform againg initial budget estimates?

14. Lessons Learned
What lessons could be taken from this project and brought forward into other projects
to mantan continuous improvement? How should this information be communicated
S0 that it is not lost going forward?

15. Project Performance Against Corporate Objectives
How did this project perform against relevant corporate objectives? Are there
gpecified ROI hurdles? Does it meet high-level objectives for the corporation?

16. Project Performance Againgt Information Technology Strategy
How did this project perform agangt the information technology drategy of the
company? Was the project in line with where the information technology for the
corporation is heading?

17. Project Performance Againgt Environmental Management Strategy
How did this project peform agans the environmentad or HSE drategy of the
company? Does the system support the strategy? Are there any issues?

18. Views a Other Benchmark Companies
If the Post-Implementation Review is being conducted againgt purchased software, an
externa benchmark should have been conducted sometime before or right after the



software  purchase with other companies that implemented the software. The
benchmark should have reveded expectations that must be revisted during the Post-
Implementation Review. If a benchmarked company was able to achieve specific
savings and performance results, did you aso expect to achieve smilar savings and
peformance results? Now tha the sysem is implemented, are you getting those
expected results?

19. Software Company’s Commitment to the Product (for purchased software)
If the project included purchased software, summarize an evauation of the software
company’s commitment to the HSE-MIS product. Has the company’s status with the
product changed during the implementation period (i.e. company buy-out, upgrades
on time, promises kept)? Is there any concern about long-term support that needs to be
addressed at this time? Did you get the support and expertise you expected during the
project? Be sure to include recommendations.

20. Project Management Evauation

How did the project team perform? Did the project management team help the success
of the project or contribute to its fallure? Were issues addressed in a timely fashion?
Was a communication plan set in place and followed? Did HSE and MIS manage as a
team effectively? Could improvements be made for the next project? The assessment
should include an evaduation of any externd hdp you employed for the project, such
as an HSE-MIS consultant and software vendor (if they were part of the project
management team).

21. Benefits Assessment
Identify specific bendfits, both tangible and intangible. Were there clear benefits? Did
they match againgt initia expectations?

22. Next Stepsfor Project
Identify a plan for the outstanding issues that must be addressed for the project. Are
there next seps for the system, such as upgrades or an implementation a another

faility?



