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OVERVIEW 

This document was developed with the intent to provide guidance through group training. 

Everything mentioned here is a suggestion and can be adjusted accordingly. 

RECOMMENDED STEPS TO COMPLETE THE TRAINING 

Step 1 – Watch Module 0. Participants can either watch Module 0 individually before forming a 

group or the group can watch Module 0 together. 

Step 2 – Take the pre-training test individually to receive the certificate. 

Step 3 – Choose a champion to facilitate the training. 

Step 4 – Choose a participant to take notes during the discussions. 
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CHAMPION GUIDE 

1. Make sure the group represents the full project lifecycle. 

We recommend having at least one participant from each phase of the project (pre-

construction, construction, and post-construction). The group can consist of agency personnel 

and outside representatives such as contractors or consultants. However, it is important to at 

least have a participant for each of the following: 

• Involved with daily construction, such as an inspector, project engineer, etc. 

• From the maintenance team, such as a maintenance engineer 

• Preferably, someone in a supervisory or management position who can easily 

communicate with lower level employees on their team, as well as personnel on other 

teams and those involved with other phases of the project 

2. Once the group is assembled, start watching the next module. The modules should be 

watched in sequence, from Module 1 through Module 3. 

• For every module of the training, discussion time and some examples are presented. We 

recommend pausing the video and discussing the questions and examples with your 

group (and additional questions can be developed and debated during the discussion as 

well).  

• Your group is not limited to stopping the video and having a discussion only at the 

designated moments. You can take time for discussions as needed throughout the 

training. 

• To start the discussion, we suggest you and your group: 

a. Listen to the example. 

b. Decide if the example applies to your agency and group. 

i. If it is a good example, move to the next step (c). 

ii. If it is not a good example, think about a different and more applicable one and 

use it as the basic example for the modules instead; then, move to the next step 

(c). 

c. Discuss the questions presented in the modules and the questions developed by the 

group based on your example. 
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• The champion can facilitate the discussions. 

• It can be useful to have the person taking notes during the discussions also 

develop flowcharts that apply to your agency to help with the process. 

• Additional information for Module 1, Module 2, and Module 3 follow this 

section. 

d. Resume the video and restart the sequence from Step 2(a) as necessary. 

3. Once the module is complete, the group can move on to the next module and restart the 

sequence from Step 2. 

4. Once all modules are complete: 

• Each participant can take the post-training test individually 

• Discuss the pre- and post-training test questions as a group 

• Map out the agency’s current processes 

• Map out the necessary changes to implement the processes along with who needs to be 

involved 

• Apply the learned content 
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Module 1 – Project and Construction Evaluation 

This module presents the evaluation process for construction projects and the difference between 

evaluation and post-evaluation; it discusses the importance of analyzing and evaluating work 

zones. It also introduces the topics for Module 2 and Module 3. 

Example used: Zipper Merge 

Remember that the questions posed here are examples. Your team might develop and answer 

more questions related to the topic covered in this module. 

During evaluation, some of the questions the group can answer are as follows: 

• Is this the best option for this project? 

• What are the pros and cons of implementing it? 

• What other alternatives are available? 

• What resources are needed for implementation? 

• Does it require any special equipment or signs? If yes, are they already on hand? 

During the post-evaluation, some of the questions include the following: 

• What effect did the alternative implemented have on queue length and traffic flow? 

• Would we recommend its use on a similar project? 

• What are the Lessons Learned from using this alternative? 

Knowing what evaluation and post-evaluation mean, some questions that may arise include the 

following: 

• How much time does it take to perform an evaluation?  

• Is it worth the effort?  

• Who should perform the evaluation?  

Personnel from the construction and post-construction phases might have useful insights and 

Lessons Learned to share, such as things that did or did not work during construction and 

operation. 
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Module 2 – Feedback Loop in Project and Construction Evaluation 

This module discusses the importance of communication and feedback across the agency. It also 

suggests when and how feedback can occur to help the agency during the evaluation process 

presented in Module 1.  

Examples used: Zipper Merge, Curve Design 

Remember that the questions posed here are examples. Your team might develop and answer 

more questions related to the topic covered in this module. 

For feedback, here are some questions worthy of discussion: 

• Do you know what each person on your team does? 

• Do you know who to contact for assistance if you encounter an issue? 

• Do you know the responsibilities of the other teams involved in different phases of the 

project lifecycle? 

• How often do you communicate with them? 

For this module, it would be interesting to develop a flowchart for feedback and who to contact 

within each team. 
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Module 3 – Lessons Learned in Project and Construction Evaluation 

This module discusses lessons learned documentation during the evaluation and feedback 

processes presented in Module 1 and Module 2. It also suggests ways to discuss, document, and 

use lessons learned across an agency. 

Examples used: Zipper Merge, Curve Design 

Remember that the questions posed here are some examples. Your team might develop and 

answer more questions related to the topic covered in this module. 

Regarding how your agency handles Lessons Learned information, questions for discussion 

include the following: 

• How do individuals and teams share the information learned while working on a project 

together? 

• Do team members keep the Lessons Learned to themselves? 

• Are experiences shared through informal conversations? 

• Is email used to share this information? 

• Are there team meetings where challenges and actions taken on the project are discussed? If 

so, are meeting minutes created to capture that information? 

Some of the key information that may be useful to capture and document includes the following: 

• Challenges faced by the project team 

• The output generated after analyzing the challenges 

• Any possible alternatives that could be used to help mitigate or eliminate those challenges 

• Whether any alternatives were tried 

• Whether it is critical to address the challenge right away 

During this module, it would be interesting to fill out a Lessons Learned Form based on an 

example that the team experienced. 
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