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1. Introduction

1.1 Purpose

This document is the Problem Tracking Process for the <Project Name> Project. The purpose of the process is to log and track identified errors and problems with the system to ensure the items are corrected. Problems typically are deviations from the current requirements or errors in implementing the requirements (as opposed to changes to requirements which should be dealt with via the change control process). 

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 problem tracking efforts will be captured at the end of each project phase and used to improve the division-level standards. 
1.2 Scope

This Problem Tracking Process identifies the procedures used to manage problems throughout the project. In addition to documenting the approach to problem identification and analysis, the plan covers who is responsible for tracking problems, and how resolutions are documented, implemented and verified. 

1.3 References

1.3.1 Best Practices Website

For guidance on the Office of Systems Integration (OSI) problem tracking methodology refer to the OSI Best Practices website (BPweb) (http://www.bestpractices.cahwnet.gov).  The problem tracking 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 problem tracking. 
1.3.3 Project Issue Database

The current list and status of system problems are kept in an problem tracking database located at < path and/or server >. The project uses < xxxx > as their problem tracking tool. 

1.4 Glossary and Acronyms

	BPSG
	Best Practices Support Group

	BPweb
	Best Practices for Systems Acquisition web site 

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

	Change Request
	A request to change the system functionality due to new or modified system requirements, or to enhance the current system’s current functionality with new requirements.  Contrast with Problem. 

	Help Desk Ticket
	A question, concern, issue or error involving the use of the automated system or the implementation of the system. Often the help desk is used as the central collection mechanism for issues, problems, questions and change requests. Once the item is categorized into one of these groups, it is forwarded to the appropriate process for resolution. 

	OSI
	Office of Systems Integration

	IT
	Information Technology

	MS
	Microsoft

	Problem
	A concern, issue or error in the automated system or its documentation such that the system does not meet its requirements or does not correctly perform all aspects of the requirements. Sometimes referred to as defect, bug or anomaly. 

	OSI
	Office of Systems Integration


2. Participants Roles and Responsibilities

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

2.1 Problem Tracking Manager

The Problem Tracking Manager is responsible for overseeing the problem tracking process and for periodic reporting on problem status and process metrics. The Problem Manager also monitors due dates and escalates items to the Project Manager, as appropriate. 

2.2 Participants

Any staff member, contractor staff member, user or stakeholder may generate a problem report. Typically, problems would be assigned to a specific project staff member for analysis and appropriate resolution. 

3. Problem Tracking Approach

The problem tracking process consists of six steps.

· Identification 

· Validation and Prioritization

· Analysis and Review

· Implementation of Resolution

· Verification and Closure

· Tracking and Reporting

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

Figure 1. Problem Tracking Process Flow Chart

< insert chart here >

3.1 Identification 

Problem identification begins once the automated system enters the testing phases. Problems may result from testing, meetings, analysis, document reviews, and everyday use of the production system. Identified items are documented in the problem tracking tool, < xxxx >. For more information on entering a new problem, refer to the < xxxx > user manual. 

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

3.2 Validation and Prioritization

The Problem Manager reviews the new items and checks the problem tracking database to ensure the item does not already exist, that the item is a problem and not a risk, issue 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 item is notified and the item is closed in the problem tracking database. If the item is a risk, issue, known deficiency (such as system availability problem) or change request, it is forwarded to the appropriate process and the problem tracking database is updated to indicate the item was forwarded to the other process. 

The Problem Manager discusses the new problems at the < daily technical managers meeting >. The managers discuss the priority of the item, assign the problem to a staff member for analysis, and establish a due date for the analysis. 

The Problem Manager updates the problem tracking database with the priority and assignment. The problem tracking 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 and Review

The assigned staff member performs the required analysis. In many cases, the assignee will need to coordinate with other staff members in different technical areas to complete the analysis. The assignee determines the following:

· Cause of the Problem

· Impacts to Other System Areas, including

· System Performance

· System Interfaces

· User Interface

· System Documentation and Help Screens

· Suggested Resolution

· Estimated Time to Fix

· System Modules, Hardware and Documentation to be Modified 

· Impacts to Cost and Schedule

· Impacts to Staff and Infrastructure Resources

· Impacts to the User (and any business processes)

· Risks and Impacts to Existing Risks

· Possible Workarounds, if available

The proposed resolution is documented in the problem tracking database and reviewed at the < weekly technical managers prioritization meeting >. The Technical Managers must approve the suggested resolution. In some cases, the Sponsor and Users also are involved in the approval of the suggested resolution.

The impacts to other system areas are coordinated and assignments are made, as appropriate, for the resolution. The resolution is then prioritized against other work currently assigned and in-progress. A due date is established along with which system release/version which will include the change. 

If the resolution is approved, the Problem Manager updates the problem tracking database to reflect the approval and the assignee(s) is notified` to begin performing the resolution. The originator of the problem is also notified of the approved resolution and when the correction is scheduled to be implemented.

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

3.4 Implementation of Resolution 

The assigned staff member(s) implemented the approved resolution, including updating related documentation and help files. Once the corrections have been made, the modified item(s) must undergo review and/or testing, including regression testing. 

The problem tracking database is updated with the amount of time spent implementing the correction, the actual modules which were modified (or created), and the date and results of testing. Any materials related to the resolution are stored in iManage and referenced in the problem tracking database.   

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

3.5 Verification and Closure

The Problem Manager will review the entry in the problem resolution database to ensure all information is correct and complete and the appropriate supporting documentation has been filed, as appropriate. 

The Problem Manager works with the Configuration Manager to ensure all corrections are included in the identified system release. The originator is notified that the problem has been corrected in the new release and is requested to verify the correction. 

Once the correction has been in production for two weeks with no other associated problems reported and the originator has approved the resolution, the problem is closed in the database.  If additional problems or issues arise from the problem resolution, the new problems may either be included with the old problem and the old problem left open, or the old problem may be closed and new problem reports may be filed referencing the old problem report. 

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

3.6 Tracking and Reporting

The Problem Manager monitors the problem tracking database < weekly > to ensure new items, analyzed items and resolved items are clearly documented. Assignees are required to update the status of the item in the problem tracking database at least < biweekly >. 

A summary of problems and problem tracking metrics are discussed < monthly > at the < senior mangers meeting >. The Problem Manager discusses the trends related to number of problems detected, rate of problem correction, source of the error (e.g., bad process, unclear requirements, poor testing, etc.), and the areas of the system where problems occur most frequently. This information is discussed and used in process correction and improvement efforts, as well as to adjust priorities and staffing resources, as necessary.

Refer to Section 4.2 for more on the reports provided by the problem tracking tool. 

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

4. Project Problem Tracking Database

4.1 Problem Tracking Tool

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

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

The < xxxx > 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. >

4.2 Reports and Notifications

The following are the primary problem reports provided by the tool.

Table 1. Problem Tracking Reports

	Title
	Frequency
	Content
	Usage

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


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

4.3 Problem Tracking Database Customizations

The following are the specific settings and project data customizations. 

System Area

The system area describes the specific functional area impacted by the problem. 

· Case Management

· Interfaces

· Compliance Reporting

· < …. >

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