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1 Introduction

1.1 Purpose

This document is the tailoring guide for the SID Problem Tracking Process Template. It provides guidelines for the development of a project Problem Tracking 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 Problem Tracking Process will be created during the System Development life cycle phase.  The Problem Tracking Process Template and this tailoring guide should be consulted during the initial creation of the process, and should be consulted again at the beginning of each life cycle phase and used in the update of the project’s problem tracking process.  
1.2 Scope  

This tailoring guide describes general instructions for using the guide, instructions for the initial creation of the Problem Tracking Process and tailoring considerations as the project moves through the life cycle phases. 

Instructions are provided for completing or updating each of the sections of the project’s Problem Tracking Process (based on the SID template). 

This process may be the responsibility of either the project office or the prime contractor. This template is written assuming the project office is responsible for the process.
1.3 Acronyms

	BPweb
	Best Practices for Systems Acquisition web site 

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

	HHSDC
	Health and Human Services Data Center

	IT
	Information Technology

	M&O
	Maintenance and Operations

	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 problem tracking 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 Problem Tracking 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 Problem Tracking Process Template) of this document. 

· Develop the project’s Problem Tracking Process with emphasis on how the project will implement the SID methodology.  

3 The Problem Tracking Process Template

The following describes considerations and guidance for completing each specific section of the Problem Tracking Process. Each section’s title refers to the corresponding section of the Problem Tracking Process Template (e.g., Section 3.1 corresponds to Section 1 – Introduction in the Problem Tracking 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, problem tracking management is closely related to the help desk process and change control process. The help desk is often the main collection point of user concerns which are then categorized as training issues, system problems or change requests. Refer to these other processes as appropriate. 

See Section 4 for more instructions on tailoring the process for the project’s particular life cycle phase. 

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 problem tracking 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. 

Section 1.4 is standard and should be updated only to include project specific acronyms used in the process. It may also be appropriate to define the difference between problems, help desk tickets and change requests. 

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 Problem Manager. Note that the Problem Manager is a virtual role which is usually assigned to either the Systems Engineering Manager, Operations Manager, Customer Support Manager or Quality Manager. 

Does the Problem Manager perform problem validation or is this performed by the technical mangers or senior managers? 

Indicate if problem analysis is primarily the responsibility of project office staff or prime contractor staff or both. 

3.3 Section 3 – Problem Tracking Approach

Discuss the relationship of the problem tracking process to the help desk and change control processes.  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. 

3.3.1 Section 3.1 –Identification 

Indicate how problems are identified, documented and where/how they are documented. Are they entered on a form before they are entered into the problem tracking 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, prime contractor staff, help desk staff, users, 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

Indicate who performs the validation of the problem and the criteria used for validation. Indicate what happens if the item fails the validation check. Is the item entered into the problem tracking 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 of the analysis (i.e., which problems are analyzed first? according to severity or first-in-first-out?) and what criteria are used in the prioritization. Describe the criteria for the priority levels. 

Indicate how assignments are made and who has the authority to make the assignment. Can items be assigned directly to a staff member, or are they assigned to a functional manager who will then delegate the assignment 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, including mandatory fields. Indicate deadlines for process steps (e.g., assignment must occur within two business days of identification). Refer to the tool manual as appropriate. 

3.3.3 Section 3.3 – Analysis and Review

Discuss the activities and approvals required for the analysis step. In some cases, sponsor, user, and/or 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 problem tracking database). 

Indicate the type of analysis performed and how the assignee works with other system areas to complete the resolution. Indicate if other project areas must approve the analysis and proposed resolution before it is presented for formal review. 

Indicate how time and schedule impacts and estimates are derived and validated. 

Often there are low priority problem reports or change requests which are kept in a pending status until a higher priority item affects the particular system area they pertain to. Discuss how these “tag along” or “nice to have” items are reviewed and included, or how a problem is referred to this kind of status and how often these are reviewed for inclusion with other items. 

Indicate who has the authority to approve the proposed resolution and what happens if the resolution is and is not approved. Indicate how the approved problems are prioritized and how they are scheduled for inclusion in a system release/version. (Note that problems do not have to be included in the next available release. In some cases it makes more sense to group problems occurring in a particular area to reduce testing and documentation efforts. Assuming, of course, the problem is not causing severe system impacts.) Usually the Configuration Manager assists with this discussion and decision. 

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

3.3.4 Section 3.4 – Implementation of Resolution

Discuss any key steps in the resolution of the problem. Discuss how code units and documentation are checked-in/out from the configuration management system. Discuss coordination with the testing staff or updates to the test materials, including test data, test procedures, and test environment, as appropriate. 

Discuss coordination of hardware, database and/or system environment changes. Discuss required approvals, creating of system backups prior to the change, and coordination of schedules to accomplish the change. 

Discuss documentation reviews and approvals, including review of help screen text, requirements and design documents, user and system administrator manuals, help desk text, and training materials. 

Discuss preliminary testing of the hardware/software changes, and who participates in the testing. Indicate if the testing involves acceptance and regression testing or if this is performed in the next step (Verification and Closure). Discuss how and when the requirements traceability data/matrix is updated to reflect the changes, as appropriate. 

Discuss what happens if the proposed resolution is found to be in error, incomplete or if additional related problems are identified during the implementation. Are these brought back to the managers for review, or just documented in the tracking tool?

3.3.5 Section 3.5 – Verification and Closure

Discuss the activities required to verify and close the problem report. Indicate if the verification involves acceptance and regression testing or if this is performed in the prior step (Implementation of Resolution). Discuss also the administrative verification of paperwork and approvals required to prepare the problem resolution in the appropriate system release/version. Refer to other processes (such as the system release process, configuration management process, etc.), as appropriate. 

Indicate who participates in the verification. Indicate how the originator(s) of the item are notified of the resolution and closure (either by the system or by the assignee). Indicate if the originator participates in the final verification of the item. Discuss when the problem report is closed (e.g., after the resolution has been in production for two weeks, after one month, after it is verified by the originator, etc.). 

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 ten business days of completion).

Indicate if an item can be re-opened once it has been closed. Discuss how problems resulting from the implementation of the resolution are handled and tracked. Are they corrected immediately or logged as new problem reports for correction in a future system release?

3.3.6 Section 3.6 –Tracking and Reporting

Discuss how problem reports and their resolution are tracked and monitored. Discuss staff’s responsibility for updating status on their assigned problem reports in the tracking database, as well as the Problem Manager’s responsibility for updating and monitoring overall problem status. 

Discuss how the Problem Manager monitors the project’s overall commitment to timely problem resolution. Indicate what meetings are used to discuss problem analysis and resolution status and problem tracking 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 below are typical examples. Refer to the tool user manual as appropriate for the typical reports and metrics collected. 

· Number of New Problems Opened (by week/month/release)

· Number of Problems Closed during the Period

· Number of Open Problems by Priority

· Status All of Open Problems

· Number of Errors Found by System Functional Area / Error Density

· Number of Errors Found by Development Activity (e.g., code, test, implementation, production) / Error Detection Profile

· Source of Error by Development Activity (e.g., unclear/incomplete/-unspecified requirements, design, code) / Error Injection Profile / Root Cause Analysis

· Number of Problems Awaiting Analysis

· Average Number of Days to Analyze a Problem

· Average Number of Days to Resolve a Problem (after analysis approval)

· Oldest open problem report (number of days)

· Oldest high-priority open problem report (number of days)

3.4 Section 4 – Project Problem Tracking Database

3.4.1 Section 4.1 – Problem Tracking Tool

Discuss what tool is used for the project’s problem tracking database. 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.  

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

3.4.2 Section 4.2 – Reports and Notifications

Discuss which reports, any notifications (automated and manual) and metrics the project uses to manage the problem reports and process effectiveness. Do not duplicate information discussed in Section 3.6 Tracking and Reporting or items discussed in the tool’s user manual.

3.4.3 Section 4.3 Project – Project Tracking Database Customizations

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

System Area

The project area describes the specific functional area impacted by the problem. 
· Case Management

· Interfaces

· Compliance Report

4 Tailoring By Life Cycle Phase

4.1 Initiation 

There is no Problem Tracking Process created during this phase because a formal project has not yet been established. 

4.2 Planning

There is no Problem Tracking Process created during this phase because a prime contractor has not been hired and there is no system design established. 

4.3 Procurement

There is no Problem Tracking Process created during this phase because a prime contractor has not been hired and there is no system design established. 

4.4 System Development

The Problem Tracking Process is created during this phase to address problems encountered as the system completes. Problem tracking for the system documentation begins as soon as the Requirements Document is approved and continues as each successive system specification (e.g., design, interface document, user manual) is completed and approved. Problem tracking for the automated system begins once the software and hardware is delivered for unit or integration testing and continues until the system is retired. Problems may be identified by the developers, users, or project staff. Once the system is in production, most problems will be reported to the help desk who will then forward the items to the problem tracking process, as appropriate. 

Refer to Section 3 of this document for more on the initial creation of the Problem Tracking Process.  

4.5 System Implementation

The focus is to problem reports related to the installation, configuration and success of the system in the production environment. The process will be substantially the same, however, some of the tool settings may need to change to reflect additional categories or selections. User staff or county/local office IT staff may need to be included in the analysis and resolution processes. 

4.6 Maintenance and Operations (M&O)

The primary focus is to track problems associated with the ongoing system releases, as well as items related to technical refreshes, periodic maintenance and regular operations.  

The Problem Tracking Process will be substantially the same, however, the process may need to be updated to reflect the change in participants and meetings for the M&O phase. Often the reports and metrics will change, as well as the tool settings. 

4.7 Closeout

The focus is to close remaining problems. Problem tracking documentation, data and tools are archived, as appropriate. 

Generally the process is not updated during this phase. The process continues as it was during the M&O phase until the system is shutdown and the equipment de-installed and removed from the user sites. 
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