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1.0 Project Tracking & Oversight Principle
1.1 Introduction

A. The purpose of Project Tracking and Oversight is to provide adequate visibility into actual progress so that management can take effective actions when the project’s performance deviates significantly from the program plans. 

B. Project Tracking and Oversight involves tracking and reviewing the program accomplishments and results against documented estimates, commitments, and plans, and adjusting these plans based on the actual accomplishments and results.

C. A documented plan for the project, the Project Management Plan (PMP) is used as the basis for tracking the project activities, communicating status, and revising plans.  Management needs clear visibility into project activities and project performance.  Progress is primarily determined by comparing the actual project estimates, effort, cost, and schedule to the plan, at selected milestones.  When it is determined that the project’s plans are not being met, corrective actions are taken.  These actions may include: 1) Revising the PMP to reflect the actual accomplishments, which will create the need to replan and rebaseline the remaining work; or 2) taking actions to improve the performance.

1.2 Goals

A. Actual results and performance are tracked against the plans.

B. Corrective actions are taken and managed to closure when actual results and performance deviate significantly from the plans.

C. Changes to project commitments are agreed to by the affected groups and individuals.

1.3 Commitment to Perform

A. A Project Manager is designated to be responsible for the project’s activities and results.

B. The project follows a written organizational policy for managing the project.

1.4 Ability to Perform

A. All tasks, deliverables, resources, costs and schedule for the program are documented in the Project Management Plan and approved.

B. The Project Manager explicitly assigns responsibility for work products and activities.

C. Adequate resources and funding are provided for tracking the project.

D. The managers are trained in managing the business, technical and personnel aspects of the project.

E. First-line managers and team leads receive orientation in the business, technical and project management aspects of the project.

1.5 Activities Performed

A. A documented Project Management Plan is used for tracking the project activities and communicating status.

B. The project’s PMP is revised according to a documented procedure.

C. Project commitments and changes to commitments made to individuals and groups external to the organization are reviewed with senior management and the Portfolio Oversight Group (POG).

D. Approved changes to commitments that affect the project are communicated to the members of the Portfolio Oversight Group and other groups associated with the project.

E. The size of the work products, or size of the changes to the work products, is tracked and corrective actions taken as necessary.

F. The project’s effort and costs are tracked and corrective actions taken as necessary.

G. The project’s schedule is tracked, and correction actions taken as necessary.

H. The project risks associated with cost, resource, schedule, business and technical aspects of the project are tracked.

I. Actual measurement data and replanning data for the project are recorded.

J. The Portfolio Oversight Group conducts periodic reviews to track project progress, plans, performance, and issues against the baselined Project Management Plan.

K. Formal reviews to address the accomplishments and results of the project are conducted at selected project milestones according to a documented procedure.
1.6 Measurement and Analysis

Measurements are made and used to determine the status of the project tracking and oversight activities.

1.7 Verification

A. The activities for project tracking and oversight are reviewed with senior management and/or the Portfolio Oversight Group on a periodic basis.

B. The activities for project tracking and oversight are reviewed with the Project Manager on both a periodic and event-driven basis.

C. The Program Management Office (PMO) reviews activities and work products for project tracking and oversight and reports the results, on a consultative or by request basis.

1.8 Purpose  

To define the roles and responsibilities of the management team assigned to facilitate the implementation of the activities necessary to execute a documented PMP.

1.9 Principle
A. This principle will be followed on all projects.

B. A Project Manager will be designated to be responsible for all project activities and results.

C. The Project Manager will explicitly assign responsibility for work products and activities to include:

1. Work products (deliverable)

2. Services to be performed

3. Effort for work products

4. Effort for services

5. Schedule of activities

6. Budget for activities

D. A Project Management Plan is prepared and approved for every project.

E. Project Managers are trained in project methods, procedures, business, technical, and personnel aspects of project management.  First line managers and team leads will receive orientation in the business and technical aspects of the project as warranted, to include:

1. Methodologies, standards, and guidelines
2. The project’s business domain

F. The Project Manager will prepare a risk assessment on a monthly basis indicating the current project status and corrective actions as required.

G. Responsibility for performance of tasks indicated in the plan and schedule will be explicitly assigned by the Project Manager.

H. The Project Manager will report project status on a weekly basis.  Project status is briefed on a recurring basis with the Program Manager, Senior Management, the Portfolio Oversight Group, and other impacted groups and key stakeholders.

I. Funding for Project Administration (PA) and PA tools is to be included in the funding estimates for tracking the project as part of the project plan.

J. The PMP will be used and maintained as the basis for tracking the project and communication of the status.

K. The PMP will be revised and reviewed in accordance with the Project Management Plan Guideline.

L. Changes to the PMP and schedule are coordinated with affected groups.

M. Changes to project scope, costs, and/or effort will be tracked and reported to the Program Manager, Senior Management, and/or the Portfolio Oversight Group, along with recommended actions to be taken

N. Corrective actions are taken when the plan is not being achieved, either by adjusting the performance or by adjusting the plan.

O. Senior management and the Portfolio Oversight Group will review all changes to the baseline schedule and plan.

P. Specific Executive, business, and technical reviews will be presented as major deliverables.

Q. Life cycle deliverables will be reviewed at each formal review.

R. As work progresses, the project schedules will be updated on a weekly basis to reflect actuals and milestones completed:

1. If schedule or cost variance is greater than 10%, a recovery plan must be prepared;

2. If a recovery plan is approved, the PMP will be updated to reflect the approved plan changes.

3. The PMP will be updated when:

a. Requirements change

b. Commitments change (time, cost, personnel, procedures)

4. Changes to the PMP are reviewed and approved at each revision.

5. The PMP is version controlled and managed via configuration management.

6. Project commitments and changes to these commitments made to individuals and groups external to the organization will be reviewed with Senior Management at Program Reviews and at the Portfolio Oversight Group meetings.

7. Approved changes that affect the project will be officially communicated to the software engineering group and other affected groups.

S. The project schedule is to be readily available to stakeholders, the Portfolio Oversight Group, and personnel on the project.

T. The Project Manager and Executive Sponsor define the project metrics that will be used to control the project.  Each project will need to have an established metrics program.  Metrics are collected for measuring the progress of a project against its planned budget, schedule, resource usage, and error rates.  Metrics are also used to establish a historical database, which will aid in planning and forecasting future projects.  At a minimum, metrics must be established for time (schedule), cost (budget) and quality.  Reference Project Management Metrics Guidebook, GTA-PMO-GUI-002 for an explanation of each metric.

U. Changes to size estimates of the deliverables that affect project commitments will be negotiated with affected groups and incorporated in the Project Management Plan.

V. The project’s work effort and costs will be tracked and received weekly by the Project Manager to include:

1. Resource utilization

2. Project cost tracking

3. Late task tracking

4. Issues

5. Action Items

6. Change Request

7. Requirements tracking, where applicable

8. Specification tracking, where applicable

9. Problem Report tracking, where applicable.

W. Changes in estimates of critical resources that affect project commitments will be documented in the PMP, negotiated with affected groups, and presented at program reviews.

X. Effects of late and early completion of activities and commitments are evaluated weekly via Critical Path Method (CPM) analysis and reported at program reviews.

Y. Individual members of the project team report their technical status to their first line manager as needed and where applicable.

Z. Problems identified in any work product will be reported and documented.

AA. All problem reports will be tracked to closure.

AB. Project risks associated with cost, schedule, resource, business, and technical items will be tracked in the formal Risk Assessment Report deliverable.  Priorities of the risks and contingencies will be adjusted over time.

AC. High-risk items are reported at weekly status meetings.

AD. Formal Risk Assessment deliverable will be delivered monthly for each project in accordance with the Risk Assessment guidelines and briefed at Program Reviews monthly and to the Portfolio Oversight Group.

AE. Project basis of estimates will be documented and controlled under configuration management.

AF. All estimation data will be archived in the PMO Process Asset Library for use by ongoing and future projects (as applicable).

AG. Formal reviews will be conducted at the end of the designated project milestones to address accomplishments and results of the project.  

AH. Minutes (including action items) will be published and approved by management participants for all formal reviews per the formal review documentation guideline.

AI. Formal reviews will be conducted with the customer, and user, and affected groups. At a minimum, each will address:

1. Plans and Status;

2. Identification and documentation of significant issues; and

3. Refinements to the PMP as necessary.

AJ. Action items will be assigned, reviewed, and tracked to closure for all formal reviews.

AK. A summary status report will be issued to all project members and affected groups.

AL. Quality Assurance (QA) will review project activities and work products for project tracking and oversight and report results at Program Reviews and to the Portfolio Oversight Group (where applicable).

AM. Status monitoring and reporting will provide for the collection, reduction, and presentation of project performance data in a timely manner.  Project performance data includes:

1. Milestone completion

2. Software size (function points), where applicable

3. Cost

4. Effort

5. Staffing profile

6. Resource utilization

7. Contracts deliverables

8. Target performance estimates

9. Issues volume, identification and status

10. Change statistics

11. Status of identified issues and risk items

AN. Project control consists of tracking actual accomplishments to plans and taking corrective action when cost, size, or schedule progress deviate significantly from the plan.  Corrective action typically consists of either resolving technical issues, increasing development resources, staffing profile, reducing the product scope, or re-planning the schedule.

AO. Risk management will be utilized to assist in project control.  Focus will be maintained on potential problem areas, providing time to propose alternative solutions when the initial approach proves to be impractical.

AP. Metrics will be utilized to provide measurements of the quality, cost, and time parameters of the project.  The metrics will provide a means for monitoring the status of an ongoing project while also providing indications of where process improvements should be made in future projects.

1.10 Responsibilities

1.10.1  Program Manager

A. Reports to the Portfolio Oversight Group as required

B. Conducts monthly program reviews internal to the division

C. Conducts quarterly executive-level program reviews, as required

1.10.2 Project Manager

A. Organizes, builds, and leads a project team

B. Controls activities of the project

C. Reviews updates to the Project Management Plan

D. Reviews and approves all proposed commitments

E. Monitors and reports on the technical and schedule status at the monthly program reviews

F. Provides project updates and necessary data to support Portfolio Management activities

G. Reports out to the Portfolio Oversight Group as needed

H. Reports on and manages risks in the project activities

I. Directs project planning activities for project

J. Leads risk planning activities and rebaselining

K. Performs tasks of Project Administrator if one is not assigned

L. Assures tasks of Quality Assurance functions are performed

M. Assures task of Configuration Management is performed

1.10.3 Project Administrator

A. Ensures plans for status collection are incorporated into project PMP

B. Collects and reports metrics related to project performance

C. Facilitates strategic planning and/or strategic alignment activities

D. Performs associated analytic activities and reporting

1.10.4 Quality Assurance (QA)

A. Reviews products as they are created

B. Audits the project’s process compliance in accordance with the Quality Assurance Plan

C. Reports the results at formal project reviews

D. Reports results at Program Reviews

1.10.5 Configuration Management (CM)

A. Ensures that when changes are needed, each change is:

1) Identified

2) Evaluated

3) Assessed for risk

4) Documented

5) Planned

6) Communicated

7) Tracked to completion

B. Creates appropriate versioning of tracking and oversight work products and activities in accordance with the Configuration Management Plan.

1.10.6 Program Management Office (PMO) 

A. Assigns a Program Management Consultant (PMC) to the project as the PMO liaison

B. Maintains the project tracking and oversight process

C. Reviews project plans on a consultative basis

D. Provides for the evaluation, support, and acquisition of tools and training for project planning, such as enterprise standard project management tools

E. Provides mentoring for Project Managers and coordinates training in project methods, guidelines, and principles related to project management and control

1.10.7 Program Management Consultant (As Appropriate)

A. Provides support and consultation to projects

B. Supplies principles, guidelines, guidebooks, templates, and checklists to support project planning activities

C. Provides orientations to project managers and project teams of project planning

D. Reviews output from project planning activities and makes recommendations

E. Incorporates planning outputs in the portfolio analysis in support of the Portfolio Oversight Group
















� This document is a reference from the Georgia Technology Authority (GTA) Project Management Office (PMO) created as part of the strategic continuous process improvement initiative.  Questions or recommendations for improvement to this document may be forwarded to any GTA PMO member.
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