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How Are You Tracking? 
 by: Sheila Julien, Senior Associate 

 
Most people will readily agree that tracking is a necessary component of managing and improving any process. 
But what should you track? How should you use the data? 
 
Below we answer these questions with an excellent list: eight possible data elements at the start of the project, 
four to update during the project, and five more at the conclusion. 
 
But you do not need all of them! 
 
Choose from this list and keep it short and simple so that the project leaders are not overwhelmed with requests. 
It is not the quantity of data elements you gather that matters, but rather how effectively you study and act on the 
data. 
 
 

Information to Gather at Project Launch 
Some information is important to capture at the outset. You can collect this information from the team charter and 
enter it into a data collection sheet. 
 
Customize and use the Project Tracker from the Conway Charting Solutions Plus, or develop your own. You may 
want to maintain a high level spreadsheet with key data with hyperlinks to supporting documents such as the 
team’s full charter. 
 
 

WHAT TO GATHER HOW TO USE IT 

 
 

GATHER EXPECTED 

BENEFITS DATA 

HOW TO USE IT 
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Information to Gather at Planned Intervals  
Periodically (no more often than monthly even though quick projects may have only one update), update your 
spreadsheet or database with the following data: 
 
 

WHAT TO GATHER HOW TO USE IT 
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Information to Gather at Project Completion  
When an improvement effort is completed, you have an opportunity to gather the results data. Some projects will 
be big hitters and provide big returns, while many others will have modest gains. Some may not contribute any 
results to the bottom line, but can yield individual and collective learning that leads to better results in the future.  
 
The following information can be gathered at the end of the project: 
 
 

WHAT TO GATHER HOW TO USE IT 

 
 
Individual project teams are focused on improving the work, and one project will differ significantly from another 
depending on: the problem or opportunity addressed, the functions or departments engaged, and the skill and 
availability of the leader and participants. By identifying and tracking key elements of the entire portfolio of 
improvements, you can identify your organization’s strengths and weaknesses in the improvement processes. 
From this information, you will know what you should do next to increase the organizational capability to improve 
further faster. 


