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1 Introduction

1.1 Purpose

This document is the tailoring guide for the SID Issue and Action Item Management Process Template. It provides guidelines for the development of a project Issue and Action Item Management Process, as the project progresses through the Systems Integration Division (SID) Acquisition Life Cycle Phases, as described on the SID Best Practices web site  (BPweb) (http://www.bestpractices.cahwnet.gov).    

In most cases, the Issue and Action Item Management Process will be created during the Planning life cycle phase. The Issue and Action Item Management Process Template and this tailoring guide should be consulted during the initial creation of the plan, and should be consulted again at the beginning of each life cycle phase and used in the update of the project’s issue process.  
1.2 Scope  

This tailoring guide describes general instructions for using the guide, instructions for the initial creation of the Issue and Action Item Management Process, tailoring considerations as the project moves through the life cycle phases, and typical issue areas for each life cycle phase. 

Instructions are provided for completing or updating each of the sections of the project’s Issue and Action Item Management Process (based on the SID template). 

1.3 Acronyms

	APD
	Advance Planning Document

	BCP
	Budget Change Proposal

	BPweb
	Best Practices for Systems Acquisition web site 

(http://www.bestpractices.cahwnet.gov) 

	IT
	Information Technology

	M&O
	Maintenance and Operations

	MTS II
	Management Tracking System II (two)

	OBE
	Overcome by Events

	SID
	Systems Integration Division 


2 Using This Tailoring Guide

The following items describe general instructions for using the SID template and tailoring guide. Items referenced in this tailoring guide and other issue and action item management references are available from the BPweb, via the Communication Management Function and Topics. 

· This document does not have to be a stand-alone document. The process must be described somewhere, but it may be combined with the Communication Management Plan as an appendix, if desired. 

· If the process is combined with the Communication Management Plan, the document does not need to follow the exact format of the template (e.g., does not need to be paragraph-based). The process may be described in a tabular format, process flow chart or “swim-lane” chart format as long as the first and second level headings are maintained as major process activities. The content of the template (and this tailoring guide) must be covered, though the presentation format (“look and feel’) may be different. 

· If the process is being presented in a paragraph form, DO NOT delete the first and second level headings of the template as part of the tailoring process (e.g., Section 1 – Introduction and Section 1.1 – Purpose must always be present in the Issue and Action Item Management Process).  Identify unneeded sections as “not applicable”.  Heading 3 sections or lower may be deleted or may be combined with other sections as appropriate.

· If this is your first time using this tailoring guide, start in Section 3 (The Issue and Action Item Management Process Template) of this document. 

· Develop the project’s Issue and Action Item Management Process with emphasis on how the project will implement the SID methodology.  

3 The Issue-Action Item Management Process Template

The following describes considerations and guidance for completing each specific section of the Issue and Action Item Management Process. Each section’s title refers to the corresponding section of the Issue and Action Item Management Process (e.g., Section 3.1 corresponds to Section 1 – Introduction in the Issue and Action Item Management Process/Template). 

When developing the process, focus on specific actions and responsibilities, and the use of the tool. Refer to the tool’s user manual, as appropriate. If the tool manual already discusses the process, then a separate stand-alone process document is not required. In this case, make reference in the Master Project Plan and/or Communication Management Plan to the process description contained in the tool manual.

For most projects, issue and action item management are closely related, where issues may lead to one or more action items. Therefore, issues and action items are tracked and managed in the same manner. If the project further discriminates action items into tasks and subtasks, this relationship should be explained. 

3.1 Section 1 – Introduction

Sections 1.1 and 1.2 are standard and should not need much modification. 

Section 1.3 – References should be updated to indicate where the project’s issue database is located, and the iManage database name and location. If the project is not using iManage, indicate the location of the project’s electronic document repository as well as the project’s hardcopy library. If the project is not using the SID standard issue tool, indicate what tool is being used.  

Section 1.4 is standard and should be updated only to include project specific acronyms used in the plan. It may also be appropriate to define the difference between issues, action items and, if appropriate, tasks. 

3.2 Section 2 – Participants Roles and Responsibilities

Section 2 should be fairly standard. The focus is on the roles for the process, not overall roles for the project.  

Discuss the level of authority for the Issue Manager. Does the Issue Manager perform issue validation or is this performed by the senior manager team or the Project Manager? 

Indicate if the Sponsor and Prime Contractor (if applicable) participate in issue/action item resolution or only in identification (i.e., can the sponsor be assigned issues/action items for resolution directly or would there still be a project staff member assigned to coordinate the sponsor resolution and involvement? can the prime contractor staff be assigned action items as part of the normal process, or would this only occur if there was a contractual concern or deficiency?).

3.3 Section 3 – Issue and Action Item Management Approach

Discuss the relationship of the issue process to the escalation, help desk, problem tracking, deficiency, change control and risk management processes. 

If issues and action items are treated separately, discuss the differences in the process. 

A process flowchart would be helpful to depict the overall flow and interaction with other processes. 

In the sections below, discuss required time frames and tool features as appropriate. If there are quality checks or measures for each step, discuss these also. 

	Issue and Action Item Management Process Section 
	Streamlined
	Typical

	Section 3 – Issue and Action Item Management Approach
	
	

	Section 3.1 – Identification
	(
	(

	Section 3.2 – Validation and Prioritization
	(
	(

	Section 3.3 – Analysis
	(
	(

	Section 3.4 – Tracking and Reporting
	(
	(

	Section 3.5 – Resolution and Closure
	(
	(

	Section 3.6 – Escalation
	(
	(


Mandatory = (; Suggested= (;  Not Required= <blank>

3.3.1 Section 3.1 –Identification 

Indicate how issues and action items are identified, documented and where/how they are documented. Are they entered on a form before they are entered into the issue database? Or are they entered directly into the database? If a form is used, indicate where or whom the form is submitted to. 

If the items are entered directly into the tool, indicate who has access to the tool (e.g., all project staff, sponsor staff, management only, admin staff, etc.). Once in the database, are the items placed in a special “candidate” status? Indicate the specific screen or tool function used to enter the item. Indicate the mandatory fields and appropriate settings (if necessary). Refer to the tool manual, if appropriate. 

3.3.2 Section 3.2 – Validation and Prioritization

If issues/action items are validated before being worked, indicate who performs the validation and the criteria used for validation. Indicate what happens if the item fails the validation check. Is the item entered into the issue database but marked as invalid? If it was already entered in the database, is the item deleted or marked as rejected?

Indicate who performs the prioritization and what criteria are used in the prioritization. Describe the criteria for the priority levels. In some cases, the priority may have been established at the meeting that originated the item. 

Indicate how assignments are made and who has the authority to make the assignment. In some cases, the assignments may have occurred at the meeting that originated the item. Can items be assigned directly to a staff member, or are they assigned to a functional manager who will then delegate to the appropriate staff?

Are the priorities and assignments reviewed at a meeting or otherwise confirmed? Discuss how staff availability and other work priorities are adjusted or negotiated, if appropriate. 

Discuss how staff are notified of their assignment and due date. 

Indicate when and how the tool is updated. Indicate deadlines for process steps (e.g., assignment must occur within 2 business days of identification). 

3.3.3 Section 3.3 – Analysis

Discuss the activities and approvals required for the analysis step. In some cases, sponsor/stakeholder staff may need to be involved in the analysis (indicate who makes this determination). Indicate the criteria or types of situations that may require sponsor or stakeholder involvement. Indicate where the resulting analysis and recommendations are stored (iManage or issue database). 

Indicate if the issue resolution must be approved before it is performed. Indicate who has the authority to approve the resolution and what happens if the resolution is and is not approved. Indicate if action items must also have their resolution approved before they are worked. 

Indicate when and how the tool is updated. Indicate required status updates (in the tool) and any automatic notifications. Indicate deadlines for process steps (e.g., analysis must complete within 10 business days of assignment).

3.3.4 Section 3.4 – Issue Tracking and Reporting

Discuss how issues and action items are tracked and monitored. Discuss staff’s responsibility for updating status on their assigned issues/action items, as well as the Issue Manager’s responsibility for updating and monitoring overall issue status. Discuss how the Issue Manager monitors the project’s overall commitment to timely issue resolution. Indicate what meetings are used to discuss issue status and issue process effectiveness. 

Describe the reports and metrics used to monitor the effectiveness of the process and the project’s adherence to the process. The reports described in the template are typical examples. Refer to the tool user manual as appropriate for the typical reports and metrics collected. 

3.3.5 Section 3.5 – Resolution and Closure

Discuss the activities required to resolve and close the issue/action item. Indicate if the assignee must report back to the managers before closing the issue, or if the manager(s) must approve the closure. Indicate if the originator(s) of the item are notified of the resolution and closure (either by the system or by the assignee). 

Indicate when and how the tool is updated. Indicate where any associated materials are stored. Indicate required status updates (in the tool) and any automatic notifications. Indicate deadlines for process steps (e.g., manager must complete review and approval of the resolution within 10 business days of completion).

Indicate if an item can be re-opened once it has been closed. Indicate if the project allows for “deferred” items and how often the deferred items are reviewed or monitored. Indicate how deferred items or items which are “overcome by events” (OBE) are closed. 

3.3.6 Section 3.6 – Escalation

Discuss the escalation process and any automated notifications provided by the tool. Discuss the escalation from within the project and refer to the project’s Escalation Process for how items are escalated to the SID Assistant Director and above. 

3.4 Section 4 – Participation in the Division-Level Issue Process

The project must also participate in issue identification and tracking for issues and action items that cross project boundaries or affect the division, department or the state as a whole. The goal of the division-level issue process is to ensure enterprise-wide issues and action items are identified, managed and escalated, as appropriate, and to leverage resources and knowledge for a strategic approach to division-level business. Typical issues at this level include:

· Procurements for staff and assets

· Coordination of scheduling conflicts (for instance, in the counties)

· Coordination of interfaces

· Strategic activities at the division level

· Departmental coordination needs

· Issues of sponsorship and governance

Discuss how the project participates in division/organization-level issue management. Who is responsible for participating (from the project) and how often are they involved? 

3.5 Section 5 – Project Issue Database

3.5.1 Section 5.1 – Issue Tool

Discuss what tool is used for the project’s issue database. Generally, it is MTS II unless the project has received a waiver from the SID Assistant Director. Indicate the version used, where the tool resides, and who is responsible for content maintenance and technical maintenance. Do not include detailed instructions on the use of the tool, unless they are not available in any other document. (The MTS II User Manual is in work.) 

If there are any special reports or workarounds, indicate what these are and why they are needed.

3.5.2 Section 5.2 – Reports and Notifications

Discuss which reports, notifications and metrics the project uses to manage the items. Do not duplicate information discussed in Section 3.4 Tracking and Reporting or items discussed in the tool’s user manual. 

3.5.3 Section 5.3 Project – Issue Database Customizations

This section should describe the specific values and meaning of the values used in the issue tool. These items may be placed in an appendix or other document, if desired. The following is an example. 

Project Area / Categories

The project area describes the specific functional area responsible for the resolution of the issue/action item. Each project area has specific categories assigned to it, which are specific to the project area.  
· Administration

· Budgets/Financial

· APDs and Federal Funding Issues

· BCPs and State Funding Issues

· IT Support

· Contracts

· Procurement

· Systems Engineering

· Quality Assurance

· Implementation

· Program

· Legal

Affected Phases

The field is a pulldown field that is used to describe the phases of the project. These values are taken from the SID life cycle. 

· Initiation

· Planning

· Procurement

· Design

· Development

· Testing

· Implementation

· Pilot

· Transition to New Contractor

· M&O

· Closeout

· Project Management

4 Tailoring By Life Cycle Phase

4.1 Initiation 

There is no Issue and Action Item Management Process created during this phase because a formal project has not yet been established. 

However, the issue database usually will be initialized and available to capture items that arise during the Initiation phase. In most cases, a “sister” project hosts the proposed project during this Initiation phase, so the sister project’s issue process would be used until the proposed project establishes its own process. 

Typical issue areas during the Initiation phase include the following.

· Funding sources

· Sponsorship

· Scope

· Resource availability

· Timing of the project

4.2 Planning

During the Planning phase, the Issue and Action Item Management Process is created for the first time. Refer to Section 3 of this document for instructions on creating the initial process. 

If the issue tool was not established during the Initiation phase, it is established at this time.  

The Issue and Action Item Management Process focuses on how the project will implement the SID issue management methodology.  

Typical issue areas during the Planning phase include the following.

· Funding sources

· Sponsorship

· Scope

· Resource availability

· Timing of the project

· Procurement approach

4.3 Procurement

The primary focus is to address issues related to the procurement effort and begin identifying issues/action items to the development/implementation effort based on information from the received proposals. The issue process is generally the same as in prior phases, though the participants and reporting may change. In this phase, there are frequently issues of a sensitive or confidential nature, thus Legal may be more involved and wording of items becomes more cautious. 

The following describes considerations and guidance for updating specific sections of the Issue and Action Item Management Process. 

 Typical issue areas during the Procurement phase include the following.

· Requirements development and clarification

· Policy concerns or clarifications

· Scope

· Procurement approach and approvals

· Maintenance and operations strategy

4.4 System Development

The primary focus is to address issues related to the creation of a new or replacement system. 

Typical issue areas during the System Development phase include the following.

· Deliverable management

· User acceptance test

· Pilot test

· Implementation coordination

· Interface testing

· System design

· System performance

The issue process must be reviewed and may be updated to include the prime contractor and, often issues from counties and/or local offices. Indicate if the prime contractor staff can be assigned issues/action items (often this is dependent on whether the staff are on-site or off-site). The project areas, categories and other tool settings generally will need to be reviewed and updated. 

The following describes considerations and guidance for updating specific sections of the Issue and Action Item Management Process. 

Section 2 – Participants Roles and Responsibilities

Update to reflect the prime contractor and other additional participants who may be assigned issues/action items. 

Section 3 – Issue and Action Item Management Approach

Review and update the process flow chart, if necessary. Ensure the interaction with the change control, escalation and risk processes are clearly indicated. If appropriate, depict the relationship with the deficiency process for dealing with contractual issues. 

Section 3.2 – Validation and Prioritization

If appropriate, update to reflect how and who performs the validation and prioritization. Indicate who may be assigned issues/action items (i.e., prime contractor staff, prime contractor managers (who then assign their staff), sponsor, etc.). 

Section 3.3 – Analysis

Update to include analysis of the impacts to the evolving system, system interfaces, test phases, system performance and operations as well as system products and documentation which have already been completed. 

Section 5.2 – Reports and Notifications

Update, as necessary, to reflect the current reports used and who uses them.

Section 5.3 – Issue Database Customizations

Update to reflect new project areas, categories, etc.  

4.5 System Implementation

The focus is to address issues and action items related to the installation, configuration and success of the system in the production environment. 

The issue/action item process is generally the same, though the participants and reporting may change.

Typical issue areas during the System Implementation phase include the following.

· Interface coordination

· System configuration

· Implementation coordination

· System Performance

· User training

4.6 Maintenance and Operations (M&O)

The primary focus is to track issues/action items associated with system releases, as well as items related to the overall strategic plan for the project/program/system.  

Typical issue areas during the M&O phase include the following.

· Funding

· Resource availability and retention of staff

· Technical refresh

· Strategic planning

· System performance

The Issue and Action Item Management Process will need to be updated to reflect the change in participants for the M&O phase. Often the reports and meetings will change.

Section 2 – Participants Roles and Responsibilities

Update to reflect the participants who may be assigned issues/action items. 

Section 3 – Issue and Action Item Management Approach

Review and update the process flow chart, if necessary. Ensure the interaction with the help desk, problem reporting, change control, escalation and risk processes are clearly indicated. If appropriate, depict the relationship with the deficiency process for dealing with contractual issues. 

Section 3.2 – Validation and Prioritization

If appropriate, update to reflect how and who performs the validation and prioritization. Indicate who may be assigned issues/action items (i.e., prime contractor staff, prime contractor managers (who then assign their staff), sponsor, etc.). 

Section 3.3 – Analysis

Update to include analysis of the impacts to the system, system interfaces, test environments, system performance, system usability, and operations as well as other system products and documentation. 

Section 5.2 – Reports and Notifications

Update, as necessary, to reflect the current reports used and who uses them.

Section 5.3 – Issue Database Customizations

Update to reflect new project areas, categories, etc.  

4.7 Closeout

The focus is to manage the issues and actions related to project closure and to close remaining issues. Issue and action item management documentation and tools are archived, as appropriate. 

If the Closeout phase is scheduled to be less than one year, the Issue and Action Item Management Process is not updated. If the Closeout phase is expected to last more than one year, the Process should be updated as during the M&O phase. 
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