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Appendix E: PRSM Issue Management Plan

Overview

PRSM Project manager will minimize conflicts and resolve issues through constant communication with the project sponsor(s), project team members, and other project stakeholders.  The project manager will negotiate and/or mediate conflict resolution, will encourage project stakeholders to seek win-win solutions to their problems when possible, and will document in the project record any decisions that utilize the change management process.   Each issue identified and a change request for the PRSM project will be documented, prioritized and resolved within an appropriate timescale.  The Issue Management Process will be updated at the beginning of each month if needed.  
Definitions

Issue:  

A point or matter in question or in dispute or a point or matter that is not settled and is under discussion or over which there are opposing views or disagreements.

Risk: 

An uncertain event or condition that, if it occurs, has a positive or negative effect on a project’s objectives.

Issue Process

Any PRSM stakeholder can initiate an issue by completing an Issue Form and submitting it to the PRSM Issue Coordinator. 

The PRSM Issue Coordinator will log each submitted issue in to the PRSM Issue Log and determine if it is outside of PRSM scope, risk, or a PRSM Issue. 

Out of PRSM Scope:  

If the issue is outside the scope of PRSM, the Issue Coordinator will inform the originator and close the issue in the Issue Log. The PRSM Scope is described in the project charter.  The originator may appeal the Coordinator’s determination.  If the determination is appealed, the Issue Coordinator will assign it a level of “5” with the Project Manager as investigator.

Risk: 

If the “issue” is an uncertain event or condition that, if it occurs, has a positive or negative effect on the project’s objectives, the Issue Coordinator will assign it to the PRSM Risk Manager for possible inclusion in the PRSM Risk Management Plan.  Risks will not be addressed in the Issue Management Process.

PRSM Issue:  

The Issue Coordinator will set a level of 1, 2, 3, 4 or 5 based on the table below.  The Issue Coordinator may consult with subject matter experts in setting the level.

	 Level
	Impact Description

	1
	Critical Business Impact:  PRSM or the PRSM project do not and cannot function without a solution to the problem.  No workaround is available.

	2
	Serious Business Impact:  PRSM or the PRSM project do not and cannot function without a solution to the problem, but a workaround is available.

	3
	Functional: PRSM is functioning with a work-around.  Proposed changes to the project plans are level 3 issues.

	4
	Business Process Definition: An issue relating to how the Department will use PRSM or how a stakeholder believes the Department should or might use PRSM.

	5
	Information Request: Assistance with performing functions within PRSM or clarifying or explaining an item related to PRSM.


The PRSM Issue Coordinator will assign the issue to the appropriate project team member as investigator.

Level 5 Issues:

All level 5 issues will be resolved by the investigator, who will take any necessary action and inform the Issue Coordinator that the issue is resolved.  The Issue Coordinator will close the issue in the Issue Log and inform the originator that the issue is closed.

Level 4 Issues:

The investigator will investigate and analyze options for resolving the issue along with expected outcomes.  The investigator will submit the analysis and a “best option” recommendation to the Issue Coordinator. The Issue Coordinator will update the Issue Log and submit the issue with the Project Manager.

The Project Manager will submit each level 4 issue to the Standard Business Process Committee of the Project Management Board.  The Standard Business Process Committee will approve or amend the proposed definition and submit it to the PRSM Steering Committee. Business process definitions require concurrence from both the Standard Business Process Committee and the PRSM Steering Committee before they can be adopted. If the two committees cannot agree, the definition will be escalated to the Project Management Board. The Board may escalate it to the Project Director and then to the Executive Sponsor.

Once the issue is resolved, the Issue Coordinator will close the issue in the Issue Log and inform the originator of the outcome.

Levels 2 and 3 Issues:

The investigator will ensure that the workaround is operating. The investigator will investigate and analyze options for resolving the issue along with expected outcomes.  The investigator will submit the analysis and a “best option” recommendation to the Issue Coordinator. The Issue Coordinator will update the Issue Log and discuss the issue with the Project Manager.

The Project Manger will review the issue.  He may resolve the issue by adopting an option, requesting revisions, or escalating the issue to the PRSM Steering Committee.

If the recommendation requires a contract amendment or task order, the issue will be processed through the change process described in the contract.  If it requires a budget change, it will be processed through the budget change process required by the Department of Finance.

Once the issue is resolved, the Issue Coordinator will close the issue in the Issue Log and inform the originator of the outcome.

Level 1 Issues:

The Project Manager or Acting Project Manager will be the investigator for all level 1 Issues.  All necessary resources will be dedicated to the issue 24/7/365 until a workaround or fix is in place to resolve the issue or reduce it to level 2 or 3. The Issue Coordinator will close the issue in the Issue Log and inform the originator of the outcome.

If the best option requires a contract amendment or task order, the issue will be processed through the change process described in the contract.  If it requires a budget change, it will be processed through the budget change process required by the Department of Finance.

Escalation or Appeal of an Issue at levels 1, 2 or 3:

The originator may appeal the outcome of a level 1, 2 or 3 issue.

If the Project Manager cannot resolve the issue or change request, or the Project Manager’s decision is appealed, the issue will be submitted to the Steering Committee. The submittal will take the form of a single written report, on the standard issue form, showing both the project manager’s decision and the recommendation of the appealer.

The Steering Committee may decide on issues that it receives, request additional information, or refer the issues, other than business process definitions, to the Project Director, Executive Sponsor, Chief Information Officer or Department of Finance.

Re-open an existing issue:

Any PRSM stakeholder may re-open a closed issue, and will follow the issue process described above.  For all re-opened issues letter R will be added to the original number.  For example, if an issue number 20 is re-opened, it will be tracked by 20R.

Change Management

There are three possible types of change on the PRSM project:

1. Changes that do not require contract amendments, contract task orders, or budget changes.  These are processed and documented as level 1, 2 or 3 issues.

2. Changes that require contract amendments or task orders.  These are processed initially as level 1, 2 or 3 issues and then taken through the amendment or task order process that is described in the contract.

3. Changes that require budget changes.  Budget changes require approval from the Legislature, which may delegate some of its authority to the Department of Finance (Finance).  Some authority might be further delegated to and within the Department.  Finance publishes Budget Letters that describe the levels of delegation and the budget change processes.  Any PRSM changes that require budget changes will be processed initially as level 1, 2 or 3 issues and then taken through the processes required by Finance.

PRSM Issue Form

	PRSM Issue Form

	Issue No:
	Issue Title:

	Date Raised:
	Investigator:

	Originator:
	Priority Level:

	Issue Description:
Provide a brief description of the project issue. 

	Options for Resolving Issue:
Provide options to resolve the issue.



	Initial Recommendation by Investigator:
Indicate which option is recommended



	Potential Impact (if not resolved):
Present potential impacts, if any



	DO NOT FILL BELOW THIS SECTION

	Final Recommendation and Comments by Issue Coordinator/Project Manager:
Indicate which option is recommended, if different than the one chosen by the Investigator


	Issue Approved By
	Signature 
	Date

	Issue Coordinator/PM
	
	

	Steering Committee Decision: (check one)

	Decision:
	Refer to:
	Need Additional Information:


Issue Management Flow Chart 
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Amend or Approve  the Solution


Escalate


Decision


Request 
Revisions
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Resolve Issue


Issue Coordinator


Decision


Request 
Revisions


Inform Initiator


Resolve Issue


Escalate


Decision
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Level 4: Business Process



Level 1, Level 2 or Level 3 Appeal or Escalation


Step III. Resolution Plan Adoption and Implementation


Issue Coordinator


Update Issue Log


Level 1 Critical  Business Impact
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Update Issue Log


Level 4 Business Process?


Yes


Request 
Revisions


Decision
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Update Issue Log


No


Implement Solution


Escalate



Update Issue Log


Inform Initiator


End
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Assigned team members


Initiator


Adopt 
Recommendation


Appeal?


No


Yes


Update Issue Log
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Level 2, 3 or 4
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Project Manager


Review Recommendation


From Page 5



