


Project Management Controls
Decision-Making and Issue Escalation Process

The Operating Agreement section above contains detailed suggestions for making and documenting decisions during the project.   However, in the context of escalation the following additional guidelines:

· The Project Team Leads should be empowered to make decisions on how to utilize the delivered vendor applications to meet the organization business needs. 

· The Project Management team will address issues that affect the project work-plan, resource requirements, deliverables or internal project schedule.

· The Executive Steering Committee will address organization policy issues, and changes of scope, cost, calendar or quality.

· The appropriate Project Advisory Group(s) and Project Liaisons will be involved as necessary to provide guidance, and to advocate both for their respective constituencies, and for the project when a decision is reached.

Decision delays, especially on critical issues, can adversely impact the project timeline and budget. As the project progresses, project team members will become more involved with analysis and testing of system processes and how these processes will support the organization’s business needs.  During these activities, issues may arise that could impede the progress of the project.  If an issue cannot be resolved by the team leads within one business day, it will be brought to the attention of the Project Director.

If the issue cannot be resolved within a second working day, the Project Director will introduce the issue to the Executive Steering Committee for deliberation, and a final resolution will be made.

Issues Management 

Issues are events requiring a decision to avoid negative impact on the project.  These events exclude changes in system functionality, system problems or scope changes.  Most issues result when a project’s needs require a change in a organization’s culture, business practice or procedures.  Effective risk management should anticipate many such events but it is not possible to avoid all issues.  Issues arise throughout the project and must be addressed expeditiously.  Some issues require research or additional information; others can be dispatched immediately. All project issues must be assigned and tracked until resolved. 

Success Factors:

It is important to quickly identify and define potential issues to ensure project activities are not delayed.  Project Team members should work together with Project Liaisons and “owners” of the affected business area to achieve a well thought-out solution. Careful consideration should be given to the following:

· Communicate the issue-handling process to entire Project Team.

· Create a central issue repository with access for all Project Team members.

· Conduct team discussions to properly identify and document the issue.

· Report the issue status to all affected.

· Assign a specific resource to lead the resolution process.

· Prioritize issues according to urgency and impact on the project.

· Follow a defined escalation process for high-level issues.

The Issue Management process contains the following five steps:
1. Track

2. Assign responsibility

3. Determine resolution

4. Escalate un-resolved issues

a. Assign responsibility to resolve issue

5. Publish issues report

Each team will maintain a local copy of their own issues log, which will also be communicated to project management.  The Project Manager will maintain a summary Issues Log.  This iterative process, which is the responsibility of the entire team, is further described below: 

1. Track project issue

At a minimum, the following information is required for the reported issue:

· Name of the person reporting the issue.

· Date the issue was identified.

· Nature of the issue.

· Issue identifying number.

· Consequences and timeframe of consequences if issue is not resolved.

2. Assign responsibility for each issue

The Project Manager will identify and publish an owner for each issue (i.e., someone given the responsibility to ensure the issue is closed in an appropriate manner).  The Project Manager will set target dates for closure and interim status reporting and add the following to the Issues Log:

· Name of the issue owner.

· Target Date for issue closure.

· Interim Date(s) for reporting status.

3. Determine Issue Resolution

The Project Manager will document the recommended resolution to the issue and any alternatives to be considered and add the following to the issue report:

· Resolution required to solve the issue.

· Impact of implementing resolution.

4. Escalate Unresolved Issues

The Project Manager will raise awareness of unresolved issues to the correct stakeholders as soon as possible to minimize negative project impacts.  

· Suggest resolution strategies and identify where lead or Executive support is needed.  

· Follow through on the direction given by the stakeholders and Advisory Groups.

The Project Manager will approve the resolution actions recommended.  If the recommended action impacts the scope, schedule, cost, or quality of the project, the change control process will be triggered.

The Project Manager will add the following to the Issues Log:

· Final disposition of issue.

· Who is responsible for carrying out the resolution.

· Executive approval, if required.

· Close out date.

5. Publish Issues Log

The Project Manager will maintain a log of all issues. The Issues Log will be visible to all team members.  They will ensure accuracy of the log and the status of each issue.  At a minimum, the Issues Log will have the following information:

· Issue identifying number.

· Date issue identified.

· Brief description.

· Who was assigned the research.

· Final disposition.

· Close out date.

The Project Manager will ensure that a complete history of all issues is retained.  The Project Manager will notify key stakeholders in writing within five business days about new issues that may cause a significant change in project scope, schedule, cost, or quality.

Project Operating Agreement

The project principles and governance model stated above provide a framework in which project activities can be more clearly defined, understood and assigned to the appropriate groups and individuals.  Beginning with this section of the charter, the document will provide more detailed suggestions for daily operating, management and control tactics leading to smooth project execution.

The project operating agreement suggests a detailed approach to daily project team operations, specifically addressing decision making, confidentiality, team operations and team accountability.

Decision Making Agreement

Any large project will require hundreds or thousands of decisions over the course of its lifetime.  Decisions can be broadly grouped into three categories as noted below.  Some decisions will require escalation through the issue, change, policy or scope management processes, and others simply need to be made, documented and acted on.  But the process of decision-making should be transparent to those involved, and documented so that everyone understands it.

Types of Decisions

Strategic Decisions

· Affect, or are affected by, project vision, direction or objectives

· Affect, or are affected by, project culture

· May have an impact on the institution

· Must be escalated through issue, policy, scope and/or change management

· Affect, or are affected by, external engagement and alliances

Tactical Decisions

· Determine how to resource appropriately to accomplish a work task

· Determine how a strategy will be fulfilled

Operational Decisions

· Determine the detailed steps to accomplish tasks or new processes

· Affect team operations (rather than project deliverables specifically)

· Affect content

Approach to Decision Making

Majority Rule

In a minority/majority voting decision, the majority will be defined as containing over 50% of the total vote.

Every decision will be treated equally and documented consistently, whether the decision is a recommendation to other members of the team, or one affecting one individual’s work output.  

Being Decisive

An implementation project of the scope and complexity of the organization’s project’s must follow a tightly managed schedule in order to succeed.  Because of this, once a decision is made, it can’t be revisited without potentially affecting the project schedule.  Therefore, the project will generally follow the rule “Once a decision is made, it is made.”  Where subsequent events make it clear that the wrong decision was reached, the issue will be escalated through the Issue Management process as appropriate.

As noted in the Project Governance Structure above, decisions that impact quality, cost, scope or resources will be made by the Executive Sponsor.

Consensus  

Ideally, the team will achieve not only agreement, but consensus (or 100% agreement) on all decisions.

Documenting Decisions

All project decisions should be appropriately and consistently documented, according to their type and scope.  For example, basic system configuration decisions should all be documented during the implementation project’s configuration phase, and all subsequent changes in configuration should update the same documents.    This can be done in a variety of formats (Word, Excel, within the system’s help or meta-data tool if appropriate), but it should be done consistently.  The tool and format used to document these decisions must support easy search and retrieval for both the appropriate team members and end users, and should remain available after the system is in production.   It is frequently important for end-users to be able to understand why a configuration choice was made, even years later, as the configuration adapts to changing institutional needs.

Tactical decisions should be documented in the project workbook.  This contains the detailed project plan and management materials for the project, and should be accessible to the entire project team. 

Strategic decisions should also be documented in the project workbook, and many of them should be briefly summarized in public forums such as the project website.

The documentation for each decision should include at least the following:

· Background discussion, if appropriate.

· Options considered, and their costs, benefits, and risks.  This may not apply for some configuration choices, but all Strategic decisions should include complete documentation of these points.

· Which choice was made.

· Who (individual or team) made the decision and when.

· If appropriate, how the decision was communicated, and when.

Communicating Decisions

Operational decisions should be communicated within a project team, and to those directly affected by the decision.    Operational decisions that will “live with the system” over its lifetime must be documented in a way that allows them to be accessible even after the system is in production.  In this case, the communication might occur through custom help text.

Tactical decisions must be communicated across all project teams, and as appropriate, to external projects or operational units that may be affected by the decision.  Tactical decisions that may impact scope, cost, quality or schedule must be escalated through the appropriate process.

Strategic decisions must be communicated both vertically through the entire project governance structure, and horizontally across all project teams.  Almost all strategic decisions should be communicated to the project stakeholders, and some should be communicated to external constituencies such as the legislature.

Decisions for the Executive Sponsor

All decisions requiring a “Major Change” in direction will be made by the Executive Sponsor. These include (but may not be limited to) decisions affecting:

· Cost

· Scope

· Quality of the product

· Schedule

· Business Case

· Project Goals

All decisions will use the Trust Factor.  Trust the experts: the Project Teams and Organization’s Advisory Groups.

It is important to communicate Strategic Issues to the entire team, since these may have an effect beyond one module or area.

Decisions for the Project Manager

The following types of decisions will be made by the Project Manager:

· Chartering of task teams.

· Operational issues.

· Changes in Work Plan.

· Internal and external resource allocation issues.

· Budget issues.

· Information to share with Steering Committee and other constituencies.

· Cross-team tactical decisions.

· Change management.

· Issues to be brought to the Steering Committee.

· Information to be shared from Steering Committee meetings.

· Recruitment matters.

· Performance Appraisal issues.

· External Communication Strategy.

Decisions for the Project Teams

The following decisions will be made by project teams, which include functional leads, process analysts, consultants and others as needed.

· Operational Decisions – Details of work steps for new processes.

· Identifying tactical and strategic issues to bring to the full team.

· Identifying gaps to be filled by product modification or business process change, and suggesting solutions or resolutions.

· Escalating all business process and policy/procedure changes through the appropriate project hierarchy.

Achieving Team Decisions

· Get the information needed to address issues.

· Come prepared to explain, ask questions, discuss and understand.  Don’t abdicate responsibility for team decisions to others.

· Exercise collaboration rather than cooperation – don’t just “go along with” a decision.

· When decision is reached, members “own” the decision.

·  “Complete” agreement is a commitment to how a decision was made; understanding it and committing to the result.

When disagreements occur, team members should:

· Seek to understand.

· Look at the facts.

· Listen and be flexible.

· Present and seek alternatives.

· Call on external sources for information or help.

· Not personalize the discussion, but focus on results.

· NOT stop until issues are resolved.

