PM Guide


Closing Process

Section Contents

1Closing Process


1Overview


2Closing Process


2Closing Inputs


2Project Documentation


2Deliverables Acceptance


2Lessons Learned


2Closing Outputs


2Project Survey


2Client Satisfaction Survey


3Team Member Evaluation


3Project Closeout Report


4Project Completion


4Overview


4Deliverables


5Tasks


5Document Final Schedule/Budget


5Archive Project Files


5Close Project Logs


5Close Time Reporting System and Project Database


5Populate Existing Knowledge Bases


5Begin Preparing the Project Closeout Report


6Post-Project Review


6Overview


7Deliverables


7Tasks


7Administer Team Member Questionnaire


8Assess Client Satisfaction


8Consolidate Lessons Learned


8Prepare for Post-Project Review


9Conduct Post-Project Review


9Follow-up after Post-Project Review


9Submit Lessons Learned


10HR Management Closure


10Overview


10Tasks


10Conduct Final Reviews and Evaluations


10Acknowledge/Recognize Project Participants


11Release Project Resources




Closing Process

Overview

The Closing Process includes the activities to assure all required work is complete and the information generated during a project is captured and stored. Project working documents/tools, such as the Issues Log and the Change Log are formally closed. The project manager collects “lessons learned,” including experiences and feedback of the project organization members, and makes them available to other projects. 
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The Closing Process is comprised of three activities (Project Completion, Post-Project Review, and HR Management Closure). Each of these activities has associated tasks. The diagram illustrates the activities executed during Closing.
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	The duration of the Closing Process and its activities will depend on the size and complexity of the project. It should be conducted in a relatively short time compared to the remainder of the project (typically 10% of the total project).
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	PM Process Checklists 
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	Class C Project Checklist
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	For smaller projects, Closing Process tasks may be very informal. The intent is to close outstanding work and capture key lessons learned and client feedback. Large projects should capture Closing information throughout the life of the project. It is important to get information while still fresh in the minds of the participants and before they move to other assignments. Key lessons learned should be captured from resources completing their activity before the project ends and other resources, such as sub-contractors, that are on the project for relatively short periods of time.


Closing Process

Closing Inputs

Project Documentation

To formally close the project, the project manager should collect all relevant project documentation. Project documentation includes status reports, as well as risk and change logs. 
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	The project manager may want to consider developing a Project Notebook to organize project documentation. The Project Notebook should pull together in one place virtually everything needed to understand the nature of the project. The Project Notebook also provides a uniform presentation of information, supporting consistency in review processes. The level of rigor applied to the Project Notebook, which can be electronic or paper-based, will depend on the size and criticality of the project. To help the project manager organize project materials, consult the Project Documentation Naming Conventions and Repository Guideline for a review of project documentation naming standards and structure for project documentation repositories.


Deliverables Acceptance 

Project deliverables are the key tangible products of the project. The team must complete these deliverables and the client must approve and accept the deliverables prior to Closing. The Deliverables Acceptance is the deliverable that documents the client’s acceptance of the project’s deliverables. 

Lessons Learned
As part of each project management process (or lifecycle phase), the program manager and/or project manager should review lessons learned. They should review lessons learned from previous processes and/or phases, as well as lessons learned from similar projects.

Closing Outputs

Project Survey

The Survey is used to capture input from team members and the project manager during the Closing Process. The objective is to learn from the experiences and continually improve the process. All comments will be considered as the overall project closeout document is assembled.  

Client Satisfaction Survey

To document the client satisfaction level of the product/service. The project manager distributes the Client Satisfaction Survey form to customers and/or clients during the Closing Process. The project manager collects the forms and stores them in the project repository. The project manager should summarize the results of the Client Satisfaction responses in the Project Closeout Report.

Team Member Evaluation

Used by the project manager to gauge the individuals’ effectiveness and contributions to the project. The project manager should evaluate every member of the team during prior to the project ending. This information may be leveraged for performance and rewards criteria.

Contractor Exit Checklist
To review and verify the deliverables and work of the contractor. This will help the project manager determine if the provisions of the contract(s) were met and to provide feedback on performance to help improve possible future engagements. Typically, the project manager will use the checklist to assist when the project relationship with the contract company is closing.
Project Closeout Report
This report contains all of the results of the Closing Process activities. The Project Closeout Report address project information, as well as lessons learned and process improvement areas. 

Project Completion

Overview
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The Project Completion activity reviews and resolves outstanding work items. In this activity, the team reviews logs (e.g. Change, Risks, Issues) and other control items produced by the project control procedures. The team identifies and evaluates items that are still not complete and assesses their bearing on the final deliverable(s). Project Completion consists of the tasks outlined in the diagram.

Deliverables

The following table identifies the major deliverable that results from Project Completion.

	DELIVERABLE

	Project Closeout Report


Tasks

Document Final Schedule/Budget

The project manager is responsible for collecting and organizing final cost and schedule information. That information should be used to compare to original estimates. Variances will help identify gaps in estimating processes and areas for improvement.

The project manager documents final schedule and cost information in the Project Closeout Report.

Archive Project Files

The project manager closes and archives project files, both electronic and paper. This task may require forwarding some documents or files to other organizations within the company. The archiving of project files supports quality assurance processes and expands the knowledge bases, which may be used for future projects.

Close Project Logs

The project team reviews all project work to ensure the work is complete and all issues are closed. The project manager is responsible for:

· Closing the Change Log,

· Closing the Risk Log, and

· Closing the Issues Log.

The project manager documents any final actions taken to close outstanding work in the Project Closeout Report.

Close Time Reporting System and Project Database

The project manager closes the project in the time reporting system so that no time will be logged against the project after the project is complete. The project manager also must close the project in the project database. This will allow for a more accurate view of active versus inactive or completed projects.

Populate Existing Knowledge Bases

As part of this activity, the project manager enters appropriate information into existing knowledge bases (e.g., risk database, estimating database). Project managers and project teams will be able to take advantage of this information to plan for and execute future projects. 

Begin Preparing the Project Closeout Report

The project manager compiles the results of the Project Completion activity into the Project Closeout Report. The project manager will finalize this report after the Post-Project Review activity is complete.
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	Project Closeout Report


Post-Project Review

Overview

The Post-Project Review activity reviews the process and provides input to improve the process in the future. It evaluates the overall project processes and identifies any lessons learned from the project. At the conclusion of this activity, the project manager compiles all information from the Project Completion and Post-Project Review activities into a final report, the Project Closeout Report.  
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	Management Review Procedure


The Post-Project Review involves all parts of the project organization using the most appropriate format -- a meeting, a facilitated workshop, a questionnaire, or a combination. The focus is on:

· The decisions necessary to close the project work,

· Resolution of outstanding items, 

· Process improvements, and

· Lessons learned.

During this activity, technical and business resources assessments include the following:

· The process,

· Tools/techniques,

· Deliverables,

· Standards,

· Organization,

· Unnecessary activities and tasks,

· Additional required activities and tasks, and

· Cost efficiencies (lessons learned relating to the cost of the project).

Post-Project Review consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverable that results from Post-Project Review.

	DELIVERABLE

	Project Closeout Report
Project Survey
Client Satisfaction Survey 


Tasks 

Administer Team Member Questionnaire

The project manager distributes the Project Survey form to project team members. The project manager collects the forms and stores them in the project repository. The project manager should summarize the results of the questionnaire in the Project Closeout Report.
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	Project Survey


Assess Client Satisfaction

The project manager distributes the Client Satisfaction form to clients. The project manager collects the forms and stores them in the project repository. The project manager should summarize the results of the Client Satisfaction responses in the Project Closeout Report.
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	Client Satisfaction Survey


Consolidate Lessons Learned

The project manager should consolidate the lessons learned that have been collected for the project. The project manager should attach the Lessons Learned document to the Project Closeout Report.
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	Lessons Learned


Prepare for Post-Project Review

The project manager prepares the project organization for the Post-Project Review. This review should involve all team members and other key participants from the project organization. Appropriate preparation enables the project manager to optimize the participants’ time. To prepare for the review, the project manager should:

· Finalize the Project Closeout Report,

· Organize information for the review (e.g., draft Project Closeout Report),

· Determine who should participate in the review,

· Determine the format for the final review of the project (consider using a meeting, a facilitated workshop, a questionnaire, or a combination),

· Arrange and schedule the meeting, if a meeting is the preferred format, and

· Prepare and distribute materials, as appropriate, to the review participants.  
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	PM Approval Checkpoints Example 
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	Project Closeout Report
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	Management Review Procedure


Conduct Post-Project Review

The project manager conducts the Post-Project Review. To conduct the review, the project manager should:

· Review decisions necessary to close project work,

· Review outstanding work items,

· Review the draft Project Closeout Report (including summaries of the team questionnaire feedback and client satisfaction assessment),

· Review lessons learned and identify any additional lessons learned, and

· Record any recommended changes to the process, metrics, tools, techniques, standards, etc.  
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	The items listed in the Conduct Post-Project Review task may serve as a starting point for the Post-Project Review agenda. 


Follow-up after Post-Project Review

The project manager and/or team members complete any follow-up activities resulting from the Post-Project Review. The project manager updates the Project Closeout Report with any changes resulting from the review. As a final step to this task, the project manager distributes the Project Closeout Report to appropriate team members and stakeholders of the project organization and stores the final Project Closeout Report in the project repository.

Submit Lessons Learned

As a final task to the Post-Project Review activity, the project manager documents the project’s lessons learned in the Lessons Learned database.

HR Management Closure

Overview
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As the project comes to a completion, team members will transition to other projects. The HR Management Closure activity focuses on the HR tasks that are necessary to complete and close the project. HR Management Closure consists of the tasks outlined in the diagram.

Tasks

Conduct Final Reviews and Evaluations

As part of Planning, the project manager should have determined or defined specific procedures to evaluate the performance of project team members. As part of Closing, the project manager conducts final reviews and evaluations of the team members. 
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	Team Member Evaluation


Acknowledge/Recognize Project Participants

Based on the team recognition and reward procedures established during Planning, the project manager acknowledges/recognized project participants. This may include formal, as well as informal, rewards and recognition. As part of this task, the project manager should make sure that the extended team is thanked and there is an appropriate celebration. This task applies even if the project has been cancelled.  

Release Project Resources

The final task within this activity is to formally release project resources.
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