	
	

	Example Tracking Document for Small Project
	



Template:   Example Tracking Document for Small Project
What:    Example “light” approach to tracking a small project. 

This example is derived from the tracking file created by a company that needed to unify their product development/project management lifecycle (PLC) process across 3 divisions.  Each division had its own slightly different PLC; the project’s goal was to combine the best of each site’s approach to define a common process that all 3 sites would use.   This “common process creation” was the project.  The team consisted of 5 core members from the 3 divisions, plus another 10 “extended” members who were needed for reviews and communication to functional groups who would be affected by the project.   

Why:   The team needed to track the project to completion, keeping each team member on target with their work on the project, in the face of many distractions. Each team member’s full-time job was to work on the various development projects underway; this PLC update project was an important but “side” project for most of them.

Another goal of the tracking file was to not go overboard with detail or micro-management – the but instead to simply keep the team’s eyes on the milestones, action items, and critical reviews; and to document the results of reviews for history and for communication.  

The temptation may be to run without any tracking at all—just “get it done”.  However, any project no matter how small can benefit from some project tracking fundamentals, such as pushing to well-defined milestones, recording specific action items, and holding key reviews as the project’s deliverables develop.    

How:

· Identify the project(s) you believe could benefit from a  light approach to tracking.

· Review the items this team included in their project tracking file.

· Ask yourself whether the items in this file, at this level of detail, will accomplish everything you need in terms of keeping progress on track and communicating the results of reviews. .

· If you see areas where your project will need more detail, add that detail to the template.

· Use the template to track the project with your team members.

Refer to both your original plan file, and this tracking file, as the project progresses. (See our related template  Planning Document for a Small Project for ideas on how to create a “light” project plan for a small project.)

As of 12-11-03

This file contains the following deliverables 

for the Common PLC Project:

Action Item List

Last Updated 11-13-03 and 12-11-03
Key Decisions List

Last Updated 11-13-03 and 12-11-03
Milestone Tracking Table
Last Updated 11-13-03

Preliminary Design Review (PDR) Meeting Minutes  

Created 8-14-03
Detailed Design Review (DDR) Meeting Minutes  

Created 8-23-03
Final Design Review (FDR) Meeting Minutes

Created 9-7-03
Final Project Team Meeting Minutes

Created 12-11-03 

based on Team Meeting held 11-13-03 and subsequent final activities 

NOTE:  The PDR,  DDR, and FDR nomenclature here is from the QRPD 
              (Quality Rapid Product Development)   methodology
               www.qrpd.com 

Action Items:  Common PLC Project

Version 6.0  12-11-03
	Item #
	Description
	Who
	Date Assigned
	Date Due
	Status
	Date Closed

	1. 
	Send Division1 process docs to Person1
	(responsible person name here)
	8-2
	8-3
	Done
	8-3

	2. 
	Send email list for each location to Person1
	
	8-2
	8-3
	Done
	8-3

	3. 
	Send time/cost quote to Person3
	
	8-2
	8-6
	Done
	8-3

	4. 
	Set up email team distribution list
	
	8-2
	8-15
	Done
	10-28

	5. 
	Distribute materials for PDR
	
	8-2
	8-6
	Done
	8-6

	6. 
	Investigate electronic setup for PDR
	
	8-2
	8-7
	Done
	8-7

	7. 
	Schedule conference room for PDR
	
	8-2
	8-7
	Done
	8-7

	8. 
	Investigate cost of 11x17 PLC poster printing, and big conference room poster creation
	
	8-2
	8-17
	$2 each in color for 11x17; $200+ for 4x3 foam-board
	8-17

	9. 
	Revisit DDR dates - make sure not too aggressive for proper Division2 review
	
	8-2
	8-8
	DONE.  See updated project plan- now 8-20
	8-8

	10. 
	Talk to Pubs about needs, staff availability, recommend how to handle binder creation
	
	8-2
	Now

 9-12
	Done- Person1 doing updates
	10-5

	11. 
	Decide offline how want to deploy PLC in Division3 as relates to cross functional groups. 
	
	8-2
	9-15
	Person3: has Div3 conceptual buy-in, wants them to review QuickRef
	11-08


	12. 
	Add someone from Mfg to team list and distribution 
	
	8-2
	8-24
	Done
	8-24

	13. 
	Consider a special mtg to walk cross-functional reps through PLC framework
	
	8-2
	8-14
	Decision: groups will handle as part of deployment
	8-20
upd 9-5

	14.
	Distribute draft of "cheat sheets" for different types of projects
	
	8-8-01
	8-15-01
	Done
	8-17-01


(continued next page)
Action Items:  Common PLC Project

Version 6.0  12-11-03

	Item #
	Description
	Who
	Date Assigned
	Date Due
	Status
	Date Closed

	15.
	Make sure cheat sheets and minimum deliverables lists etc.  incorporate "best practices" as called for in our Vision.  Reference lessons learned meeting
	

	8-22
	8-29
	Done
	8-29

	16.
	Decide how many conference room wall boards we'll create 
	
	8-20
	9-5
	Done-  send them the file, they will make their own 
	9-5

	17
	Email approval of final Quick Ref (received 9-12), or send email ASAP if another review meeting is needed
	
	9-5
	9-14-01
	Done
	9-28

	18
	As part of deployment for Div3-- get binders made up for software and hardware groups 


	
	11-13
	In time for courses in Div3, to be scheduled
	First run made by 11-20 for software PLC class.  Second run completed 12-12 for hardware PLC course. To be distributed by 12-14
	12-12

	19
	Send Div2 the electronic PLC Files or let them know where to get it online.
	
	11-13
	12-17
	
	


Key Decisions List

	Date recorded
	Description

	8-8-03
	Div1 will change their definitions of Alpha and Beta to match Div2 and Div3 usage:  Alpha = internal tests; Beta = external tests with customers

	8-8-03
	We will not try to create new deliverables for things such as "usability testing" in the overall process "binder".    

Details:  Where those are details of how different groups do testing, they will be encompassed as line items in the typical contents of a test plan deliverable, and can be tailored by each groups' test planning as appropriate.   I.e., this is a detail not a meta-process isPerson1- what exact testing is done where.

	8-8-03
Revised 8-20
	PLC will not mandate use of Div1’s specific consolidated project plan; but it will mention that some teams may combine particular PLC deliverables into such a document.  PLC phase 2 will also call out a new deliverable as a requirement, whereby teams identify what project type they are executing and therefore which phase layout and deliverables they'll be using.

Details:  A big discussion in PDR centered about whether to require the consolidated planning document or not.   Div1 prefers not to use it and does not want it reflected as a requirement in the PLC document-- they think it's better to have separate deliverables rather than combining into one doc.  Div2, on the other hand, says it works well for them and they intend to keep using it and combining several PLC deliverables into an overall plan.  Div3 sees value to a required deliverable during Phase 2 that requires the team to indicate what type of project this is and what deliverables they'll use during the project.  We will call out a deliverable item for that.

	8-8-03
	We will add Person13 to the distribution list to make sure we take advantage of any related process work or documentation already available in the company, e.g. iterative development or RUP-related info.

	8-20-03
	The Quick Reference document will NOT be Software-only.  It will be across PLC for all project types, and include a number of cheat sheets.  The deliverables list will included all PLC deliverables, and indicate via icons software-specific deliverables, hard-ware specific ones, and those that are minimum required for any project.  

	8-20-03
	The approach of having an online version of Quick Reference with cheat sheets, all linked to online copies of the deliverables templates, is one everyone liked.  We agree this should be done later. (not part of the scope of this project).

	9-5-03
	Agreed that since an online browsable/printable version of the big binder and the Quick Ref can be done at the push of a button after the file is ready, we should make that online version a deliverable.  NOTE: this is not the individual file downloads for editable templates.

	9-5-03
	Cheat sheets will be left as part of the Quick Reference

	9-5-03
	Remove the "any" designation in the deliverables list. Categories will be HW, SW, FW, RQD, or left blank.  HW, FW, SW mean "HW only" etc.   Decided that text label is fine, no need for graphical icon.

	9-5-03
	Glossary should include any acronyms used in the Quick Reference

	10-15-03
	Final change based on Mfg input in Div1 classes- Add Component Sensitivity Report Version 1 early in Phase3.  Beyond that, Div1 Mfg confirms no other changes needed at this time.

	11-13-03
	Team agrees that we should target a first PLC update in 3 months from release, which would be around early February,  to take advantage near term of important comments, suggested enhancements, etc. that come out of early deployment efforts.


Milestone Tracking Table
	1. Design  PLC updates and Create Quick Reference Document
	Due Date
	Done
	Status/Notes 

	Hold Kickoff/Vision Meeting including identifying team, risk list; review plan.
	8-1


	8-1
	

	Hold Preliminary Design Review (PDR); review content, make decisions, review plan for rest of project.
Driving tasks: 

Create draft changes to PLC reviews/phases; 
Identify impacts on 5-phase deliverables list
Identify possible RUP deliverables impacts

	8-8
	8-8
	

	Approve Project Plan
Driving tasks:

Update project plan from above design investigation
Hold PDR
	8-8
	8-8 *
	Minor outstanding issue on who tech pub resource will be, but commitment to resolve/provide one.

	Hold DDR 
Driving tasks:

Division1 and 2 return all PDR feedback

Update deliverables content and full list 
Iterative receipt of comments, publishing of updated content, informal  reviews
Send final changes out to everyone 
	8-20
	8-25
	Had issue getting Div1 feedback due to concurrent product release.   But milestones past this one not impacted, proceeded with detailed editing of other solid sections while waiting for final material for DDR.

	Hold FDR
Driving tasks:
Update Quick Ref from review results 
Update PLC Big Chart to match
	8-30
	8-31
	

	Approve Release 
of Quick Reference Version 1.0

Driving tasks:

Hold FDR

Make final Quick Ref updates
	8-31
	9-1
	


	2. Create SW & HW-specific project sheets for Quick Ref 
	Due Date
	Done 
	Status/Notes

	Review quick ref in PDR in Vision meeting,
Driving tasks:

In Vision meeting,  identify which types of projects need a “cheat sheet” in the Quick Reference) 
Create draft example of a Quick Reference cheat sheet for a specific type of project
	8-1


	8-1
	

	Review quick ref elements in DDR

Driving tasks:

Create the entire quick reference format
Suggest subset of deliverables all projects will be required to do
	8-20
	8-20
	

	Review highest priority quick ref contents in FDR

Driving tasks:

Create additional quick-ref cheat sheets for other types of projects -  First set
	8-30
	8-31
	

	Finish quick ref for final binder:

Driving tasks:

Second set of quick-ref cheat sheets.
	9-12
	9-12
	

	3.  Update full PLC binder
	Due Date
	Done
	Status/Notes

	Review full binder design changes in DDR

Driving tasks:

Identify changes to SW deliverables -RUP harmonization.
	8-20
	8-20
	

	Interim review – pubs work

Driving tasks: 

Pubs reordering phase 1- 2 deliverables
Pubs draft sheets for new deliverables


	9-15
	9-20
	Pubs resource was delayed but is clear to make final milestone.

	Approve final updated binder 

Driving tasks:

Review markups, make corrections
Final pubs updates then 1 week of review time allowed for team
	10-15
	10-17
	


PDR Meeting Minutes  -    Held 8-8-01

Attendees:

Div1:  Person3, Person5, Person6.            Sent Input:  Person4
Div2:  Person7, Person8, Person9, Person10
Div3:  Person11, Person12, Person13
Corporate: Person14

Outside Company:  Person1, Person 2
Agenda:

1.  Reviewed PDR materials.

Reference document:  Summary of Preliminary Design Recommendations


Agreed on next steps: 

· Person3 and Person10 to provide Person1 with mark-ups to the Deliverables lists for Div1 and Div3 inputs to what the lists should be for PLC.  Person1 will deliver comments on each phase as Div1 performs their review sessions.

· Person1 to work out common deliverables lists accordingly; and publish some updates iteratively during week of 8-13 and get feedback on key issues

· Person1 to publish draft forms of the Quick Reference/Cheat Sheets during week of 8-13 for further comment on the approach.

· Full DDR package, with Deliverables lists and Quick Reference format, will go out morning of 8-17 (Friday).  

· DDR will be held Monday 8-20, 1-3 PDT.

2. Made updates to the Project plan and this Tracking Document
Reference docs:    Project Plan- Vision (Version 1.5)
Published after meeting with changes:  
Tracking Document:  Action Items, Key Decisions – Version 1.0 (this file) 
Key project plan update items:

· DDR date was adjusted to allow more iterative review time between PDR and DDR. Will be held 8-20. Goal is to still hold the end-of-August availability of updated PLC process (PDF/Word files, not through Pubs yet).

· Updated action item list (earlier in this file).

· Added Key Decisions list to this file  -  Key design and scope decisions are documented.
· Added these PDR meeting minutes to this file.

DDR Meeting Minutes   -    Held 8-20-01

Attendees:

Div1:  Person3, Person4, Person5, Person6.            

Div2:  Person7, Person8, Person9, Person10

Div3:  Person11, Person12, Person13

Corporate: Person14

Outside Company:  Person1
Agenda:

1.  Reviewed DDR materials.

Reference documents:  Quick Reference draft;  DDR Deliverables List;  Project Plan Version 1.0

Agreed on the following decisions and next steps

· The Quick Reference document will NOT be Software-only.  It will be across PLC for all project types, and include a number of cheat sheets.  The deliverables list will included all PLC deliverables, and indicate via icons software-specific deliverables, hard-ware specific ones, and those that are minimum required for any project.

· Remaining decisions on deliverables list will be worked offline by Person1 and appropriate people. Big items such as issues with phase boundaries were mostly reviewed and resolved during the DDR.  Any remaining major items were given explicit action items.

· Person4 and Person7 to provide Person1 with details of deliverables that are being combined into existing PLC ones, or added as new deliverables.  Person1 to get them a list of exactly what she needs.  

· Person1 to finish updates to the deliverables list based on review feedback and working out of a few remaining issues.  She'll send out initial FDR materials on 8-29 in advance of the 9-5 review meeting.

· FDR will be held September 5, 1-3 PDT.

3. Made updates to the Project plan and Tracking Docs
Published after meeting with changes: 
Project Plan -  Version 2.0 

Tracking Document:  Action Items, Key Decisions – Version 2.0 (this file).  

NOTE:  These are considered the official released project documents-- Approved Phase 2 plan documents for the project.
Key project plan update items:

· FDR date was moved to Sept 5 given that software team members are out for a conference during the week of Aug 27. They'll receive the review package while there via email and attend the meeting on Sept 5. 

· Tech pubs resource availability is still open; therefore end milestones for a fully-updated binder are still soft.  But a hard milestone of 9-7 is set for the Quick Reference to be approved and Released.

· Updated action item list (earlier in this file).

· Updated Key Decisions list.

· Added these DDR meeting minutes to this file.

FDR Meeting Minutes - Held 9-5-01

Attendees:

Div1:  Person3, Person4, Person5, Person6.            

Div2:  Person7, Person8, Person9, Person10

Div3:  Person11, Person12, Person13

Corporate: Person14

Outside Company:  Person1, Person2
Agenda:

1.  Reviewed FDR materials.

Reference documents:  Quick Reference version 0.99 ; Project Plan Version 2.0 


Agreed on the following decisions and next steps

· Each group returned some comments, from detailed edits to requests to re-order some sections to the need to make the phase sections more clearly software-applicable.  Final requested edits will be delivered to Person1 by 9-10 close of business.
· After some discussion, agreed to leave the cheat sheets in the quick reference since they are so critical to software groups using PLC.

· Given that Manufacturing organizations and processes are being worked right now- e.g., when does phase 5 end, will ramp to volume be considered part of the project--  we will make notes in Phase 5 of the PLC that additional process and deliverables work. 

· Person6 and Div1 to provide Person1 with final edits to Quick Reference by end of day 9-10.  She will finish updating the Quick Ref and get it out for release approval on 9-12.  The big PLC chart will be published at the same time.

· Div3 tech pubs will be able to give some help. Person10 and Person1 to finish resolving who will do what.

· No further meetings are currently scheduled. From here on we will have them on an as-needed basis.  The approval and release of the quick ref document will be done via email unless someone sees an issue requiring a meeting to be held.

4. Made updates to the Project plan

Project Plan  (Version 3.0) 

Tracking Document:  Action Items, Key Decisions (Version 2.0)  

Key project plan update items:

· Release date for Quick Reference was moved to Sept 12 to allow adequate time for final edits to be returned to Person1. 

· Updated action item list (earlier in this file).

· Updated Key Decisions list.

· Added these FDR meeting minutes to this file.

Minutes from Final Team Meeting 

11-13-01

Attendees:

Div1:  Person3, Person5          

Div2:  Person7, Person8
Div3:  Person11, Person12
Corporate: Person14

Outside Company:  Person1
The final team meeting covered the following subjects:

· Distribution of PLC materials: Hardcopy Binders, Online materials

· Change control of PLC going forward

· Plan for updates

· Miscellaneous items

· Deployment activities and plans

PLC Distribution:

Div1 Online Availability:   Person6 is taking the Word source files and putting them into Div1 document management system.  They will be signed off and officially release; anyone can go in and pull up the material and print as needed. 

Div2:  Software group online templates – SW group wants these available as well as the entire document. Person1 and John B.  to look into how to best do this in Div2.   See action item table.  Also look into what searching capabilities are there.
Binder creation:  Person1 is getting binders made up.

San Carlos Binder Requirements:  Person4 to give binders to software project managers, functional managers, tech leads.  Plus keep several extra for reference by team members.    Person5 believes the hardware project managers s all keep their binders handy and pull pages to copy and use on their projects.   Per person10 on 12-10, he wants the 18  passed out in the Hardware PLC class, plus another 10. 

Div1 Binder Requirements:  Person6 will have a few full binders around, otherwise people will print out the phase as they need it. Person1 will send him 2 full binders and any electronic files needed for making cover pages, tabs etc.

Div3 Binder Requirements:  Person11 would like 2 binders to be sent to him.   Plus send him electronic files or point online as to where to get it. 

Person4 question:  Is there a benefit to putting PLC materials on the central server?   Person12 to talk to Person13 about this- does it make sense, is it possible?
Continued next page

Change control:

In Div1, Person6 is controlling the documents in their document control system. Person6 and Person10 are only ones allowed to change docs.

Levels of changes over time could include tweaks to existing content;  addition of new deliverables; or moves of deliverables between phases.  Person4 thinks over time they will want more cross-references to other materials, such as  RUP process documentation.

Issue discussed- given differences in details of projects at the 3 sites, if one site sees changes to PLC they'd like to make for their teams, how do we stay syncd up?  Where does change control on PLC reside?

Ideas discussed:

· Each site keep a change list, or desired changes.  Tweaks OK to do with no contact with other sites, but keep a list.  For more major changes, contact the PLC owners at the other sites.

· Decide where the master version resides, who owns the master files.

· Hold a meeting quarterly to review suggested changes, agree on them and make changes to master document and then deploy at each site.

· Probably hold meetings more frequently in first quarter after release.  

· Decide whether to have Person6 own the master for the first quarter.   

Person1 has action to set up a meeting on change control.  Discuss possible common location for master PLC; and near term and longer term change control and update processes.   

KEY DECISION:  We should plan to make an update in 3 months to include lessons learned and ideas from early use of PLC by all sites.
----------------------

Deployment Notes:

Div1:  has already trained around 75 people.  Projects have switched in mid-stream  at phase boundaries, and it is going  fine.  Some projects have had kickoff meetings.  Some projects only went back and did a Vision if they were nearing the end.

Div2 HW:    They are not switching mid-stream. Many projects are winding down, and all have Visions already from using PLC.  All new projects starting from now will use PLC.   This is an official commitment -- everything starting in 2004.   Some projects are going ahead with PLC even before they receive the training.

Div2 SW-- not switching mid-stream in projects.  They intend to select helpful elements of PLC and incorporate them into their projects 
Div3:  18 project leaders have been trained on PLC update.  Most are planning to switch to PLC at the next phase boundary of their projects.
.

