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Abstract The main objective of this study was to assess post project review practice as a means for organizational
learning for building contractors in Tanzania. Specifically the study assessed the nature of post project review and examined
how it serves as an organizational learning tool for building contractors. The study investigated challenges pertaining to
carrying post project reviews. A total of 35 questionnaires were administered to building contractors based in Dar es Salaam
City, supported by in-depth unstructured interviews. The study has established that most firms are aware of post project
review. However despite it being recognized as an important tool towards organization learning, the review is neither planned
for nor structured. Noted that the decision to carry it out or not rested with top management, who are also the major
participants whenever it is done. The study recommended that post project review to be formalized hence planned for from
commencement of project; organizations to have proper records to facilitate the review process; inclusion of post project

review as one of the key functions in a project that is supported by company guidelines and policy.
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1. Introduction

The dynamic nature of the construction industry coupled
with uncertainties in budgets, technology and processes
create challenges to the performance of the project team [1]
organizations engaged in project based activities face
challenges originating from the tendency of decentralization,
short-term emphasis on project performance and distributed
working practices that inhibit knowledge transfer in the
organization [2]. In this regard proper planning, optimal
resource allocation and scheduling are essential
prerequisites for project performance [3]. Application of
past knowledge and organization learning practices have
been stated as means for organizations to improve project
performance [4, 5]; that, organizations that utilize their past
experience are likely to succeed than those which do not.
And also that the learning from experience becomes a key
tangible asset for an organization [5] Review of project
performance is viewed as powerful and useful in enhancing
future projects’ performance [6-8]. Post project review has
been explained, as not about allocating problems and
blames but rather, about setting directions towards
organizational learning [9, 10].

Problems of contractors’ performance in the construction
industry have been identified in various research [11, 12].
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Tanzania construction industry experience is no exception
as contractors have over time exhibited performance
setbacks ranging from, delay in completion of projects, poor
coordination, inaccurate cost estimates, low management
competency, poor planning, inadequate resources, and a low
technological base [13-17]. This study investigates post
project review practices of building contractors in Tanzania
as a means towards organizational learning, assesses its
nature, examines how it serves as an organizational learning
tool and identifies challenges in its application. The study is
limited to local building contractors in Tanzania based on
their relatively lower performance challenges compared to
foreign contractors practising in Tanzania [19, 15].

Post project review is recognized by various practitioners
as a means of organizational learning for future benefits and
also as a problem solving cycle done after project closure
[18]. Post project review is expected to bring in an
important opportunity for organizations to learn through
knowledge management. This is so since organizational
learning has been explained to be a catalyst for an
organization to understand how to improve its working
ability through better learning capabilities [20]. Post project
review is viewed to contribute positively to organizational
learning process as it is a vital tool of knowledge
management [21]. It is a potential tool in knowledge
creation for projects and improvement of organizational
learning; thus knowledge created after a post project review
becomes an innovation in future projects [22].

Arguments exist that a project should not end at the
production of a new product only but it should include
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imparting learning to the organization. In so doing the
organization strengthens its learning process for
improvement of new projects and avoids repetitive mistakes.
It therefore follows that an adequate investment in post
project review is required in organizations [9]. The
objective of post project review is also viewed as geared
towards initiation and facilitation of sustainable learning
processes in an organization. This subsequently results to
effective learning for an organization and creates
competitive advantage [23].

2. Post Project Review

Post project review has been defined as the final formal
examination of any lesson that may be captured, learned
and used for future benefits of a project [23]. In this study it
is taken to encompass, an internal assessments of previous
completed projects for the aim of creating a knowledge base,
identifying lessons learned for improvement of future
projects while enhancing organizational learning.

3. Organizational Learning

Organizational learning is viewed as a product of post
project review. This is based on the notion that looks at
organizational learning as a tool that captures and processes
experiential knowledge for enhancement of future projects
[23]. Agreement by researchers is that organizational
learning is a change of knowledge for an organization
which is a function of experience. It is a process of creating,
retaining and transferring of knowledge occurring from
organization experience. Such knowledge is from both
the internal and external environment from which the
organization is operating [24].

Chen (2005) cited by Inocencia and Jose [25] defined
organizational learning as a continuous process in which the
organization adjusts itself, utilizing and elevating its
knowledge resources to uplift and adapt to both internal and
external environmental changes. This was explained as a
strategy to maintain a competitive position. Organizational
learning definition though articulated differently by various
authors [8, 26], a consensus is noted of the outcome of
a positive transformation. Similar outcomes have been
identified for lessons learned [27-30].

The nature of post project review is that it requires
routine collection, processing and dissemination of
knowledge in the organization in order to remove any likely
barriers for achieving sustainability and progress [31].
There is also no specific time that has been identified as
appropriate for post project review as this depends on the
nature, complexity and duration of the project [32]. It can
be done during the course of a project to observe if the
project is on the right track or after the closure of a project;
assessing both short and long term outcomes.

4. Knowledge Management and Post
Project Review

The process of post project review involves management
of knowledge which is said to be complementary to
organizational learning [8]. Meaning that existence of good
practice of organizational learning by firms depends on how
knowledge is managed. The association between knowledge
management and organization performance has been
discussed by various researchers [33-36]. The process of
lesson learned is conceptualized as commencing from
individuals, groups and finally spreading in the organization
[23]. That, it is perceived effective learning is through
frequent capitalization of previous experience. Success and
barriers to learning have also been explained [29] Whereas
success to learning incorporates having a simple yet formal
lessons learned procedure that is proven to add value and
able to focus on process improvement. Barriers to learning
engulf team based shortcomings such as reluctance to blame
others when they commit mistakes and poor internal
communication; managerial problems such as time
management constraints and bureaucracy. Other barriers to
learning are identified as associated with project uniqueness,
temporary nature of project, organizational culture and
defensive behaviour where people do not want to review
previous wrong doings to secure their personality [37].

5. Methodology

Building contractors as categorized by the Tanzania
Contractors Registration Board from class one, two and
three based in Dar es Salaam were selected as the unit of
analysis. The three classes taken are viewed by the
researcher to represent a homogeneous group in terms of
complexity and size of projects that they construct. Building
contractors based in Dar es Salaam were considered as Dar
es salaam City is the most active in construction activities
for Tanzania hence viewed would provide an information
rich area for the problem being investigated. Questionnaires
and semi-structured interviews were used as tools for data
collection. The validity of the research was assured by
research questions addressing the research objectives; while
reliability was ensured by all respondents receiving the
same set of questions.

According to the Contractors Registration Board’s
Register, the total number of local building contractors
in year 2016 was 176 for class one, two and three. An
approximate of 20% of the total population was taken as the
sample size, hence 35 questionnaires were distributed. The
qualifications of respondents from the contractor’s firms
were of technical and managerial background; and included
managing directors, administrators, architects engineers,
quantity surveyors, contract managers and general foremen.
Of the 35 questionnaires distributed, 29 were returned
representing a response rate of 82%.
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6. Data Analysis

The degree of awareness of post project review was
investigated and all respondents’ response was that they are
aware of the post project review concept. However the
degree of awareness was observed to vary amongst the
respondents. 11 contractors out of 29 (38%) indicated to be
highly aware of post project review and 16 out of 29 of all
contractors (55%) were moderately aware of the concept.
With regard to investigating the nature of post project
review in organization, as to whether it was formally
structured or informally done and unstructured, 93%
affirmed that it was not structured. Respondents further
reported that at commencement of a project there was no
planning made for post project review. Respondents were
also to provide their perception of how they see the need or

significance of post project review for a construction project.

A 5 - scale Likert scale was used for the respondents to
indicate the strength of their perception. Respondents
perceived post project review as a management and
administrative need, this was reflected in high mean scores
of 2.5862 (RII of 0.86207) and 2.4827 (RII of 0.8276)
respectively. Cultural practice had the least mean score of
1.5862 and RII of 0.5287. Results are shown in Table 1.

Table 1. Respondents view on the need for post project review

163

The study also set to assess the time lapse between
completion of project and the carrying of post project
review. 10 respondents (34%) showed that there is no
specific time for undertaking post project review. This
was followed by 8 respondents (28%) who replied that
conducting post project review depended on top
management order hence no specific time period.
Additionally 4 respondents replied that post project review
is done within a period of three months and others just after
project handing over. However there was no response that
post project review was done in more than one year time
lapse. The results are shown on Figure 1.

Investigating the participation of project team members
in post project review, it is noted that heads of sections and
top management are the ones mostly carrying post project
review; followed by project engineers and top management.
Individuals noted to be the least used. The use of all
workers was noted as rarely done. See Figure 2.

The study investigated as to whether post project review
was done in a structured manner [32]. The study probed
whether the process defined review objectives and scope of
assessment; determined review methodology; compared the
actual performance against the expected performance;
identified lessons learnt, root causes for under-performance,
and wherever applicable develop recommendations for
improvement.

Response Wi;gt:fed Mean Score RII Rank From the findings, at least 59% were noted not
commencing with problem identification. Likewise
Management need 75 25862069 | 0.86207 | 1 planning of methodology to be adopted for review that
Administrative need 72 248275862 | 08276 | 2 guides the post project review process was reported
moderately done (52%). However observed that 24 out of
Personal need 63 217241379 | 0.7241 3 29 respondents (83%) start post project review process at
Cultural practice 46 1.5862069 0.5287 4 the information collection stage where they compare actual
performance against the expected. A good proportion of
Note: RII: 0.7-1.00=High; 0.5-0.7=Moderate; 0.0-0.5= Low respondents (79%) reported to identify lessons learnt

whenever a review is made. See Table 2.
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Figure 2. People involved in post project review
Table 2. Respondents” post project review stages 2.6552 and RII of 0.8851. The least rated were that the
Stages Yes No Yes No evaluation is an already planned activity by the organization
Definition objective 12 17 | 41% | s9% agd that the evaluation aimed to identify who made a
Specifying the methodology 14 | 15 | 48% | 52% mistake.
Collecting necessary information 24 5 83% 17% Table 3. Reasons for carrying out post project review
Identification of lessons learnt 23 6 79% 21% .
Reason Weighted RII Mean Rank
As planning is the base of successful post project revie ot ot
$ planning 15 uccessiul post project review, Profit assessment 78 0.8966 | 2.6897 | 1
the study explored whether this activity was done for FET—
projects carried by respondents. The researcher therefore ent;g;r;/ngrvos;went 77 0.8851 | 2.6552 | 2
intended to establish the status of prior planning for post : :
roject review in the organizations. From the findings 18 dentify strategies for
proj = : g improvement of future 70 0.8046 | 24138 | 3
respondents (62%) replied that they do not plan for post projects
. . . o )
project review while 1 l'responde'nts out of 29 (38%) replied Record keeping: , 6 | a1 ,
that they do plan for it. Interview results backed up the knowledge production 6 0.7126 | 2.1379
ﬁnc%mgs when Fesp.ondents reported that p}annlr}g in post Organizational learning 60 0.6897 | 2.0690 5
projects evaluation is rarely done. Through interview it was Organizational
further revealed that there are no clear polic?i?s or requirement (planned) 59 0.6782 | 2.0345 6
statements that allocate responsibility and accountability for o
. . . . Identifying who made
post project review of projects. This, the researcher mistakes 39 0.4483 | 1.3448 7

interpreted as a managerial deficiency of commitment to
post project review.

Respondents had opportunity to express their reasons for
carrying out post project review. Six different reasons were
given and the respondents had to rank them according to
their importance. Additionally, respondents were given an
opportunity to add their own reasons. A 5- scale Likert
scale was used by respondents and Relative Importance
Indices (RII) established. The results are shown in Table 3.

The results from Table 3 show that most firms conduct
post project review for profit assessment purpose. A mean
score of 2.6897 and RII of 0.8966 were acquired. The
second top ranked reason for conducting post project review
was reported as identification of what went right or wrong,
being done for learning purposes. This had a mean score of

Note: RII: 0.7-1.00=High; 0.5-0.7=Moderate; 0.0-0.5 low

Views from the respondents of challenges that hinder
post project review practices and consequently impede
enhancement of organizational learning gave results as
shown in Table 4. The most challenging reason reported to
hinder practice of post project review, was lack of enough
personnel with a RIIT of 0.7011 (mean score 2.1034). Lack
of support by the management followed, with a mean
score of 2.0344 and a RII of 0.6781. Moderately ranked
challenges included the notion that it was viewed as
unnecessary, purpose unclear (not understood as a learning
tool), not an organization culture and lack of personal
commitment. The least ranked challenge was the view that
post project review was too demanding requiring substantial
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amounts of information processing.

Table 4. Challenges of post project review practices

processing is required

Challenges Weighted | oy | Mean | ook
total score
Lack of enough personnel 61 0.7011 | 2.1034 1
Lack of management 59 0.6781 | 2.0344 )
support
Bureaucracy 53 0.6092 | 1.8275 3
Costly to adopt 48 0.5517 | 1.6551 4
Unnecessary 42 0.3620 1.4482 5
Inadequate time 51 0.3517 | 1.7586 6
Lack oflessqns learned 53 03046 | 1.8275 7
planning
Lack of cultural and
personal commitment 57 0.2456 | 1.9655 8
among staff
Lack of cooperation 48 02364 | 1.6551 9
among staff
Poor proper records.and 48 02222 | 2.0000 10
storage of information
Lack of administrative 53 02000 | 2.0000 1
support
Lack of trained staff 59 0.1849 | 2.0344 12
High staff defection and 44 01167 | 15172 3
retirement
Too much information 54 0.1551 18621 14

Note: RII: 0.7-1.0=High; 0.5-0.7=Medium; 0.2-0.5= Less

Table 5. Respondents view for enhancing post project review

resource support

Solutions Weighted | oy | Mean | pank
Total scores
Post project review to
be included from 79 0.9080 | 2.7241 1
project planning phase
Post project review to 75 0.8620 2.5862 D)
be structured
Post project review
Lo 4 . 2.551
should be prioritized 7 08505 S317 3
Assignment of special
person o record, keep 68 0.7816 | 23448 4
information in the
organization
Projects’ program
should include post 76 0.6551 | 2.62068 5
project review exercise
Promote unity among
staff in the 67 0.4620 | 2.3103 6
organization
Educate top
management to gain 74 0.4252 2.5517 7

Note: 0.7-1.0=High; 0.5-0.7=Moderate; .0-0.5= Low

7. Improvement of Post Project Review
Practices

Responds gave views on possible solutions that can
improve post project review practice among local building
contractors in Tanzania. It was highly advocated for post
project review consideration to be made from the start of
project during the planning phase. The second high ranked
suggestion was the need to structure post project review in
the organization. This scored a mean of 2.5862 and a RII of
0.8620. The third suggested approach was the need of
prioritization of post project review process in organizations.
The least ranked was the need to educate the top
management on the significance of the review so as to
provide more support. See Table 5.

8. Discussion

The study has established that most of the sampled
building contractors are aware of post project review.
However despite it being recognized as an important tool
towards organization learning, it is noted that the process is
neither planned for nor structured. The lack of a structured
framework correlates to a study in Malawi that concluded
that vital lessons that could have been learned from project
reviews are lost by contractors because of lack of a
structured framework. The same loss is hence implicated
for building contractors in Tanzania. This further falls in
line with the notion that loss of lessons learned, is a feature
that still characterizes the construction industry [6].

Since the study has established the sampled contractors
do not plan for post project review, the implication is that
opportunities for “getting it right first time” are lost. As
“getting it right” is stated to be a mitigating factor for time
and cost overruns for construction projects. [38]. Hence
contractors in industry by not carrying post project review
fall short in mitigating these overruns. The study also
affirms what other studies have reiterated, that the
construction industry is inclined to single—loop learning
versus double loop learning [2]. Meaning that, the industry
responds to changes in internal and external environments
by addressing symptoms of problems rather than causes.
This is observed in the fact that contractors continue to
experience performance shortfalls. Post project review if it
were to be appropriately pursued, root causes of many
problems could have been solved. Furthermore, the absence
of a structured post project review for construction projects
also deprives an organization from developing its
knowledge management base [39].

It has also been established from findings that post
project review practice and effectiveness remains with top
management decision. This is a situation that deters
organization learning as experience feedback is limited to a
certain cadre of workers [25]. Lack of personnel and
administrative support have also been identified as amongst
the top challenges for its implementation.
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9. Implication to Practice

The recommendations from the study are expected to
provide a base for building contractors to understand the
significance of prior- planning for post project review; and
the need for it to be formalized. Hence from the outset to
recognize the need to have proper project documentation
and utilization of lessons learned from previous projects’
experience. The study paves way to building contractors on
how to plan for review, carry out a review and document for
implementation of lessons learned. The study also puts forth
to contractors to understand the link between post project
review, organizational learning and project performance.
That success in project performance cannot be alienated
from a learning organization.

10. Recommendations

Acknowledging the link of project success and post
project review [6-10], it is recommended that building
contractors when conducting post project review to ensure
that it is formalized and structured. Essentially, the study
recommends that post project review to be planned for from
commencement of project; organizations to have proper
records to facilitate the review process; inclusion of post
project review as one of the key functions in a project that is
supported by company guidelines or policy for its
implementation.  Encouraging  teamwork is  also
recommended as it facilitates sharing of experience,
knowledge transfer, common understanding and learning.

Study Limitation

One of the limitations of this study is its confinement to
Tanzania building contractors only. The other is the
inability to generalize the findings due to the small sample
size. However, it is viewed by the author the study has been
successful in providing a reflection of the post project
preview practice of building contractors in Tanzania. A
more robust survey study is hence recommended to affirm
what has been reflected.
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