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1. Introduction

1.1 Purpose

This document is the Issue/Action Item Management Process for the <Project Name> Project. The purpose of the process is to ensure unanticipated issues, action items and tasks are assigned to a specific person for action and are tracked to resolution. 

This document will be reviewed at least annually and updated, as needed, as a result of continuous process improvement efforts by the project management team. Lessons learned as a result of continuing issue management efforts will be captured at the end of each project phase and used to improve the division-level standards. 
1.2 Scope

This Issue/Action Item Management Process identifies the procedures used to manage issues and action items throughout the project. In addition to documenting the approach to issue identification and analysis, the process covers who is responsible for tracking issues, and how resolutions are documented. This document also briefly describes how the project participates in division‑level issue management activities and reporting.

1.3 References

1.3.1 Best Practices Website

For guidance on the Systems Integration Division (SID) issue management methodology refer to the SID Best Practices website (BPweb) (http://www.bestpractices.cahwnet.gov).  The issue management materials are available through the Communications Management area via the “By Function-Phase” link.

1.3.2 Project iManage Repository

Refer to the iManage repository located at < path and/or server > for all project-specific documentation associated with issue management. 
1.3.3 Project Issue Database

The current list and status of project issues are kept in an issues database located at < path and/or server >. The project uses < MTS II > as their issue and action item tracking tool. 

1.4 Glossary and Acronyms

	Action Item
	An assigned task (usually related to project management concerns) assigned to a person for resolution which can be completed and has a defined deadline for completion. Action items may be a subset of an issue or may be a stand-alone item (e.g., an assignment as a follow-up to a meeting discussion). 

	BPSG
	Best Practices Support Group

	BPweb
	Best Practices for Systems Acquisition web site 

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

	HHSDC
	Health and Human Services Data Center

	Issue
	A statement of concern or need that: 

(1) is known ahead of time or are in the project workplan, but whose resolution is in question or lacking agreement among stakeholders; 

(2)  is highly visible or involve external stakeholders such as requests from control agencies; 

(3) have critical deadlines or timeframes which cannot be missed; 

(4) result in an important decision or resolution whose rationale and activities must be captured for historical purposes; or 

(5) is item that may impede project progress. 

An issue is a situation which has occurred or will definitely occur, as opposed to a risk which is a potential event. Items that are “normal” day-to-day tasks related to a person’s normal job duties are not considered issues or action items. 

	IT
	Information Technology

	MS
	Microsoft

	MTS II
	Management Tracking System II (two)

	SID
	Systems Integration Division


2. Participants Roles and Responsibilities

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

2.1 Issue and Action Item Manager

The Issue Manager is responsible for overseeing the issue and action item management process and for periodic reporting on issue status and process metrics. The Issue Manager also monitors due dates and escalates issues and action items to the Project Manager, as appropriate. 

2.2 Project Manager

The Project Manager is responsible for participating in issue escalation and the review of issue and action item resolutions, as appropriate. 

2.3 Participants

Any staff member or stakeholder may generate an issue or action item. Typically issues and actions are only assigned to project staff to ensure proper visibility and tracking. Legal staff may be asked to assist with analysis and review of proposed issue and/or action item resolutions, when appropriate. 

3. Issue and Action Item Management Approach

The issue and action item management process consists of six steps.

· Identification 

· Validation and Prioritization

· Analysis

· Tracking and Reporting

· Escalation (if needed)

· Resolution and Closure

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

Figure 1. Issue and Action Item Process Flow Chart

< insert chart here >

3.1 Identification 

Issue and action item identification occurs throughout the project’s life cycle. Issues and actions may arise from meetings, analysis, document reviews, workgroups, and other project activities. Identified issues/action items are documented in meeting minutes and/or entered directly into the issue tool with a status of “Candidate”. For more information on entering a new issue/action item, refer to the < MTS II > user manual. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.2 Validation and Prioritization

The Issue Manager reviews the issue/action item and checks the issue database to ensure the item does not already exist, that the item is an issue/action item and not a risk or change request, and to ensure it is clearly worded such that the desired resolution or concern is clear. If the item is determined to be invalid, the originator of the issue/action item is notified and the item is closed in the issue database.

The Issue Manager discusses the new issues at the < weekly senior managers meeting >. The managers discuss the priority of the item, confirm the assignment, and establish a due date. The Project Manager makes the final decision on priority, assignment, and due dates. 

The Issue Manager updates the issue database with the priority and assignment. The issue tool automatically notifies the assignee of the new assignment and the due date. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.3 Analysis 

The assigned staff member performs the required task or analysis to complete the issue/action item. The assignee updates the issue database with periodic status at least < biweekly >. For issues/action items requiring analysis, the assignee determines the following:

· Impacts to Cost and Schedule

· Impacts to Staff and Infrastructure Resources

· Impacts to Sponsor, User and Stakeholder Relationships

· Risks and Impacts to Existing Risks

· Resolution Alternatives (Pros and Cons)

· Suggested Resolution

The recommendation is documented in the issue database and reviewed at the < weekly senior manager meeting >. The Project Manager must approve the suggested resolution. In some cases, the Sponsor is also involved in the approval of the suggested resolution.

If the resolution is approved, the Issue Manager updates the issue database to reflect the approval and the assignee is notified to begin performing the resolution. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.4 Tracking and Reporting

The Issue Manager monitors the issue database < weekly > to ensure new issues/action items and resolved items are clearly documented. Assignees are required to update the status of the item in the issue database at least < biweekly >. 

The issue tool sends automatic notifications when an item is coming due, due and overdue. For more information, refer to the < MTS II > tool manual. 

Refer to Section 5.2 for more on the reports provided by the issue tool. In addition to these reports, the Issue Manager submits to < the QA group > the top three issues each month for inclusion in the SID Monthly Status Report that is submitted to the SID Assistant Director. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.5 Resolution and Closure

The assignee coordinates the implementation of the issue resolution or completion of the assigned action item. The assignee updates the issue database with periodic status at least < biweekly >. Upon completion of the resolution, the assignee updates the issue database with the final results of the resolution and closes the item in the database. Any materials related to the resolution are stored in iManage and referenced in the issue database. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

3.6 Escalation

The issue database sends automatic notifications when issues and action items become overdue. The following table summarizes the escalation of the notifications. For more information on automatic notifications, refer to the < MTS II > tool manual.

Table 1. Overdue Item Notifications

	Number of Days Overdue
	Notice Sent to

	1
	Assignee

	5
	Assignee and 

Assignee’s Manager

	14
	Assignee,

Assignee’s Manager and

Project Manager


Items may also be escalated manually if the assignee and their manager feel the item cannot be resolved at the project level. In this case, the assignee and their manager meet with the Project Manager to discuss the item and their concerns. The Project Manager will then either assist with the resolution or invoke the Escalation Process (iManage #xxxx) and raise the item to the SID Assistant Director.  

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

4. Participation in Division-Level Issue Process

Project staff may be enlisted to assist with resolution of issues and action items at the division-level. Such issues and action items may include analyses involving coordination with other projects and assisting with presentations representing the division from the project’s perspective.  Division-level issues and action items are tracked in the division-level MTS II database. The Best Practices Support Group (BPSG) serves as the Issue Manager for division-level issue and action items.

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

5. Project Issue Database

5.1 Issue Tool

The project uses < MTS II > (version x.xx), < an MS Access-based tool connected to an SQL database > to track project issues and action items. < MTS II > is an issue/action item tracking database designed to describe, organize, prioritize, track and display project issues and action items. The application provides standard database functions to add and delete issues/action items, specialized functions for prioritizing and closing project issues/action items, as well as maintaining a log of historical events related to a particular issue/action item. 

No confidential or sensitive items are recorded in the database since the reports are shared with control agencies and other stakeholders. Potentially confidential or sensitive issues are reviewed with Legal, prior to their being documented. 

The < Natomas Park IT Staff > are responsible for administration and maintenance of the issue tool and its associated database.   

The < MTS II > User Manual is located on the Best Practices website (http://www.bestpractices.cahwnet.gov).

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

5.2 Reports and Notifications

The following are the primary issue/action item reports provided by the issue tool.

Table 2. Issue/Action Item Reports

	Title
	Frequency
	Content
	Usage

	Overdue Items
	Weekly
	Items overdue
	Sent to managers/leads for the items assigned to their staff

	Biweekly Report
	Biweekly
	Items overdue, items coming due in the next two weeks
	Discussed at the managers meeting

	Managers Report
	Monthly
	Items overdue, new items for the month, items resolved during the month
	Sent to managers for the items assigned to their staff

	Metrics Report
	Monthly
	Number of items resolved, number of items overdue, number of new items; aging statistics (how old are the open items)
	Discussed at the managers meeting


Refer to the user manual for information on the automated notifications provided by the tool. 

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

5.3 Issue Database Customizations

The following are the specific settings and project data customizations. 

Project Area / Category

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

· < …. >

< Refer to Tailoring Guide for suggestions on entering project-specific information. >

Appendices

Appendix A:  Sample Forms

< If appropriate, include sample forms which are used to document issues and action items before they are entered into the issue database. >
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