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Section 1: Introduction

1.1 Purpose

This document outlines the procedures to be used to identify, assess, resolve, and report issues for the Integrated Financial Management Program (IFMP).  This framework was developed to assist the IFM Program Office and the Project Managers with tracking and resolving issues as they relate to the implementation of the IFMP modules.  This framework is consistent with the IFMP Risk Management Framework, the IFM Program Risk Management Plan and National Aeronautics and Space Administration (NASA) Program and Project Management Procedures and Guidelines (NPG) 7120.5A.  This procedure will be periodically updated and kept current with the evolution of the IFMP.

An issue can be anything from an unanswered question, a difference of opinion or a problem that has not been resolved.  While risk management is intended to avoid the occurrence of issues, there are occasions when risk mitigation activities fail and issues arise that need to be addressed.  There are also occasions when issues arise that have not been addressed in the risk management process.  

It is important to identify issues and resolve them in a timely manner to prevent them from becoming more critical and to ensure that they do not become impediments to effective progress. The results of issue resolution should be made widely available to identify duplicate or similar issues, prevent the same issue from recurring and to ensure that subsequent modules learn from previous lessons.   

Issues have the following characteristics:

· Specific in nature

· 100 percent certainty of occurrence

· Defined solution often employed to solve the issue or reduce impact

· Potential for negative impact to the Program.

Contingency plans can be implemented or new mitigation strategies can be developed to resolve issues.  The Program Director must authorize implementation of contingency plans.

1.2 Objectives

The Program size, the coordination efforts involved, and the potential impact on the Program of unresolved issues requires a structured process to ensure that all issues are:

· Freely identified

· Assessed consistent with impact

· Tracked in a closed loop fashion

· Definitively Resolved

· Communicated broadly

· Archived so they can be referenced and shared.

The objective of this document is to enhance management’s informed decision-making activities by providing a structured process for identifying, tracking, resolving and, when necessary, escalating IFM issues.

Each Project Manager and the Program Director are responsible for the overall issue resolution system at their respective level.  As the lack of structured issue resolution is a key risk element for every Project, Project Managers will establish issue resolution processes that ensure issues are easily identified, that they are prioritized and resolved in an inclusive manner, and that the issue resolution results are openly communicated.  Project Managers will also develop clearly defined escalation criteria and procedures that include procedures for escalating to their governance bodies as well as requesting assistance from the Program Director.   

The number of issues in work and the length of time for closure will be monitored and measured against pre-determined targets applicable to the phase of the Program/Project.   
Section 2: Organizational Responsibilities
2.1 
Organizational Structure Overview

The methodology depicted in this framework centers on resolving a specific issue at the lowest possible organizational level.  Therefore, project-level issues will be managed and resolved at the project-level.  The Program will monitor critical project issues as part of monthly status reporting.  Project Managers will establish escalation criteria and implementing procedures consistent with the standards and process described in Section 4 of this framework.   Program-level issues will be managed and resolved at the Program-level.  

Issues will be assessed, assigned to an issue owner, resolved, closed, and archived internally at the Project or Program level where the issue was identified using the process described in Section 3.   Questions related to specific project issue procedures should be forwarded to the individual’s Project Manager.

2.2
Organizational Roles and Responsibilities

The roles and responsibilities of the Program-level organizational elements are provided below.

The Program Director is responsible for the issue resolution system at the Program level and for establishing standards for Project level systems.  The Program Director has the final authority on issue assignment and closure.  The Program Director, in conjunction with the Project Manager, will monitor issues escalated by the project and assist the project staff, as needed, in resolving the escalated issues.  For Program-level issues, the Program Director will approve priorities and due dates for issues and the assignment of Issue Owners to manage resolution and reporting activities. 

The Project Managers are responsible for developing and managing the issue resolution process within their respective Projects.  They will assign a priority and due date for issues and appoint an Issue Owner to manage resolution and reporting activities.  They will provide status updates on critical issues to the Program Director.  They will also ensure that clearly defined escalation criteria and procedures are established and used to get assistance from their governance bodies or the Program Director.

The Issue Owner manages the issue life cycle and is responsible for resolving, monitoring and reporting.  The Issue Owner will work closely with the Issue Manager to provide timely issue updates to support IFM Program management activities.

The Program and Project Issue Managers support the Program Director and Project Managers by identifying issues and ensuring that the issue process is adhered to.  The Issue Manager will act as the Point of Contact (POC) for assessing issues and co-coordinating the assignment of an Issue Owner.  The Issue Manager will also monitor issue resolution activities and provide information and status updates to support regular and ad-hoc status requests on issues submitted by their specific project.  The Issue Managers will also ensure that issues are resolved, closed, and archived so that results can be shared across projects. 

The Issue Contributors include the members of the IFM Program Office, module project offices, governance structure and support contractors.  Issue Contributors are any individual or group that identifies problems, questions, and inconsistencies that they believe affect the performance of the team or the Project/Programs ability to meet commitments.  They may be asked to participate in the assessment and resolution of issues at the discretion of an Issue Owner.  The results of the issue process will be communicated to them and all team members and organizations affected by the issue.  

Section 3.  Issue Management Process Overview

The general Issue Management Process for IFMP is depicted in Figure 1 and is summarized below.  Each active Project will also develop a specific issue management process that includes escalation procedures for requesting assistance from the Program Director and/or its respective Steering Committee.
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Figure 1: IFMP Issue Management Process

3.1
Identification and Logging

Issue identification begins when an Issue Contributor identifies an issue.  Each issue will be logged into the Issue Database, maintained by the Issue Manager. 

3.2
Assessment and Assignment 

The Issue Manager will assess the issue to determine its impact on the Program/Project. This assessment will be reviewed and approved by the Program Director/Project Manager.  

The Issue Manager will prioritize the issues to determine which issues will receive scarce resources.  This technique will consider if the issue needs to be researched, watched, reassigned, or combined with other similar issues.

The Issue Manager will assign a date by which the issue must be resolved (normally ten working days or a specific date based on the situation) and an Issue Owner, a person who has the knowledge and resources to resolve the item.  The Issue Manager and the Issue Owner will also develop a list of other staff who need to be informed of the issue resolution activities, including when the issue is resolved.  The Program Director/Project Manager will approve these assignments and has the final authority on issue assignment at their respective levels.

3.3
Resolution Handling

The Issue Owner will manage activities to resolve the issue.  The Issue Owner will develop an action plan to resolve an issue.  This plan will state the approach and resources required to address a specific issue.  This could include the development and execution of contingency plans or the development of a new mitigation strategy.  The issue should be resolved by the due date, unless prior notice has been given to the Issue Manager to indicate that the due date has been changed and the Program Director/Project Manager has approved the revision.  The Issue Database is updated to reflect the change.

3.4
Tracking, Monitoring and Reporting

Issues will be reviewed weekly with the Program Director/Project Manager. Project issues that have been escalated to the Program-level will be reviewed weekly at the Program Strategy Team meeting. At a minimum, the following information will be reviewed and discussed:

· New issues identified and assigned

· Overdue issues

· Issues closed during the past week.

The number of issues and the average closure rate will be monitored and compared to targets.

The Program Office will use a Virtual Office to allow all Program staff to view the Issue database.  This will enable communications of issues across a wide audience and will encourage staff to monitor issue resolution progress.  The Program Issue Manager will be responsible for updating and maintaining the Issue database and providing "read only" access to IFMP staff.  Projects will establish similar capabilities to allow all project staff to monitor issues and resolution progress.

The Issue Owners are responsible for managing the monitoring and reporting process for their issues.  The Issue Manager will continuously monitor issues to ensure that a status is being provided as well as determining if items will be resolved by their due dates.  Required status reports will be provided to support IFMP management activities, including regular project meetings and project teleconferences.  Issue status reports will be included as part of the Monthly Status Review and Quarterly Risk Reviews.   
3.5
Closure and Communications

Once it has been determined that an issue has been successfully resolved, the Issue Owner will report to the Issue Manager that the critical issue is closed.  Supporting documentation will be provided to the Issue Manager as required.  The Program Director/Project Manager will have the final approval authority related to closure of an issue at their respective levels. The issue will be closed in the issue database once approval is received from the Program Director/Project Manager.  Resolution results will be communicated to all effected parties.

3.6
Archival

After an issue has been successfully closed, the issue will be archived in the database and included in the Benchmark Resources Library (BRL).  Archiving the issue provides an audit trail for future reference and the ability to share issue resolution across projects.

Section 4.  Issue Escalation Overview

4.1
Introduction

If issue resolution activities fail to adequately address the issue within the established due date, or the Issue Owner recognizes that he/she will not be able to resolve the issue, the Issue Owner should notify the Issue Manager.  The Issue Manager will coordinate with the Program Director/Project Manager and request authorization to initiate action to escalate the issue to a higher authority.

4.2
Escalation Process
The IFM Escalation Process is depicted in Figure 2.  It traces the escalation process from a Center-level issue all the way through the IFM Steering Council.  Each project will establish a specific escalation process to ensure that issues are resolved quickly so that project success is not jeopardized.  Escalation processes will be provided to receiving Centers as part of implementation activities during rollout.
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Figure 2: Issue Escalation Process

4.3
Escalation Criteria

There are four circumstances in which an issue must be escalated to a higher level:

· An Issue Owner does not believe the issue can be resolved satisfactorily at his/her level and the Project Manager/Program Director agrees with that assessment

· The issue meets one of the following criteria: 

· Schedule – Delays the schedule commitments for a project phase or overall project completion by 10 or more working days

· Cost – Results in incurring additional costs of $250,000 or higher or cannot be handled by existing Project level resources

· Technical – A situation where a technical workaround is not possible, thus requiring a Level 3 requirements change

· Mission Success – An item that jeopardizes the Program or Project’s ability to achieve one or more Agency Business Drivers or functional drivers and/or is deemed critical by the Project Manager or the or Program Director

· An issue is more than ten working days overdue from the established due date

· As part of resolving the issue, a change or modification is required that must be approved by a higher authority.

If an issue owner does not believe the issue can be resolved satisfactorily at his/her level, the issue owner should contact the Issue Manager to coordinate a new action plan.  At the project level, this could include getting the Project Manager to assign additional resources to resolve the issue.  At the Program level, this could include getting the Program Director to assign additional resources to resolve the issue.  If a Project Manager does not believe that the project can resolve the issue, he/she may request assistance from the Program Director, who may decide to either provide assistance or escalate the issue to a Program issue.  The Program Director may also recommend that the Project Manager escalate the issue to the cognizant Steering Committee for resolution.

If an issue is more than ten working days overdue it must be escalated.  If the issue deals with functional or transition issues, the Program Director or Project Manager is required to escalate the issue to the cognizant governing body for assistance.  Other issues that are 10 or more days overdue will be escalated to the Program with the approval of the Program Director, at which time the issue will become a Program issue and a new due date and issue owner will be appointed. 

In situations in which an issue causes a change or modification requiring approval by a higher authority, the Program Director or Project Manager will contact the appropriate body Chairperson and request a meeting to resolve the issue.  The meeting may be held by teleconference or an email may be sent detailing the issue and the recommended action required to resolve the issue.  The Chairperson will determine how the meeting should be conducted and will ensure that a decision is made in a timely manner. 

The Program plan and Project plans establish clear criteria for approving certain changes within the Program.  These plans also assign clear responsibilities for resolving certain issues and provide decision-making authority to various individuals and groups within the governance structure.  To comply with the requirements established in these documents, procedures have been established to ensure that the authorized authorities are included in resolving issues.  

Issues that meet the following criteria must be escalated to the proper level to receive formal approval:    

· Cross-functional requirements conflicts 

· Changes in Program or Project scope

· Changes to baseline schedule

· Policy or Business Process Changes

· Bolt-on Additions or Extensions

· Cross-Center issues with no clear consensus

· Issues requiring a COTS modification 

· Agency vs. Pilot configuration issues.

4.4 Approval Authority

Issues that include resolution actions listed above must be escalated to the authority consistent with the standard IFM Program approval authorities identified in the Requirements Management Framework as amended in specific Project Plans.   The authority levels in the Requirements Management Framework are:  
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4.4
Escalation Time Frame

Many of these issues are time sensitive and have the potential to delay project or Program progress.  Therefore, issues that require escalation must be completed expeditiously.  Issues will be escalated on an agreed to schedule by the Program Director and Project Manager or by using the following schedule:

	Escalation To
	Time Frame

	Program Director
	Within 3 working day

	Project Steering Committee
	Within 3 working days

	IFM Steering Council
	Within 5 working days


Once escalated, the Steering Committee, Steering Council or Program Director must act to resolve the issue as soon as possible.  It is the responsibility of the project manager or Program Director to monitor the escalated issue to ensure that action is being taken as quickly as possible.
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