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Project Planning


Project Planning
Introduction

The Production Cycle showed us where Planning fits in to the overall process. Here, we look more closely at Planning. If you are the project leader, you need to:

1. Have budgets, resources and schedules approved

2. Bring the production team together

3. Draw up contracts or similar arrangements with the people involved in the production

4. Understand the scope of the project and what is required

5. Make some initial designs

The Information Architecture process will show an easy way to come up with most of the outputs for planning in a Design Document. If you are the project leader, however, you have additional administrative and reporting tasks. Most of these issues can be structured through a Requirements Document. Some of the topics covered in the Requirements are also addressed in the Information Architecture process. The Design Document is usually sufficient for small projects. For large or complex projects, you should base your planning around Requirements Document. 

Different projects need different teams to achieve them. Team roles will be defined from the definition of the major components of the project. Sometimes people will take on two or more roles - so long as the team skills match with the project requirements.

Leading a production team is no easy task. You’ve got to fulfill your tasks, as well as keep track of what everyone else in the team is doing. As project leader, you also have to report to project stakeholders and funders. 

Contracts

A contract is the agreement between two parties, with responsibilities on each side. Working arrangements will vary in each country. They will also vary according to the type of project and how complex it is. 

Agreement between the funder/client and production team

There will be a contractual agreement between the party funding the project, and the party doing the work. What will be done, when, and how much it will cost? This would have been outlined to the funder in a project proposal or similar document. Once the project is approved, you may need to provide more specific information, including an itemized breakdown of all project components and when certain components are available for review. 

Outsourcing?

The following information is useful when you are “outsourcing” or “sub-contracting” some of the work to an individual who is external to your organization. 

The contract is a formal document. Its purpose is to document an agreement between two parties, and provide outcomes for any breach of these agreed terms. Include the following:

· Fee 

· Position 

· What happens if there are additional fees and costs

· Tasks

· Performance indicators 

· Reporting

· Schedule (timeline)

· Signatures
· Responsibilities

· Maintenance

· Source code document

· Ownership
Make sure both parties sign the contracts! You might like to take a photocopy of the signed contract, or both sign two copies of the contract, so each party has a signed copy. 

Requirements Document

This covers most of the issues you need to think about when planning a web-based information service. If you don’t know the answers to these questions, identify who will you need to ask. This document might be used only amongst the production team, or it may be used to support the agreement between the production team and the client/funder. Make a section at the end of the Requirements for signatures and endorsement by relevant people.  

General requirements

Overview and scope of work

One or two paragraphs that describe the project…

Goals

· What are the primary and secondary goals of the project?

· What are the primary and secondary goals of the stakeholder/s?

· Rethink the goals. Are they true goals or merely obvious ones?

· How will you determine whether the project is successful? 

Audience

· Who are the primary and secondary audiences?

· What are their interests, needs, skills, capabilities, and assumptions?

· What are the platforms, browsers, and connection speeds most appropriate for these audiences?

· What do these audiences already think about the organization?  

Messages

· What are the top three external messages that the product needs to communicate to the audience?

Media Content

· Does this project use existing content? 

· If yes, how will this be made appropriate to the interactive medium? 

· If no, how will new content be captured and created?

· What types of content will be used?

· How much content will there be? 

· Will content be contributed by users? If yes, how much and in what format? What will be done with this content once contributed? 

Team

· Who are the primary members of the production team? What are their roles and responsibilities? What is their experience? 

· Are there technical, programming, marketing, and media professionals represented on the team? 

· If producing the site for another organization, who are the representatives of that organization that you will be working with? What are their roles and responsibilities?

· What are the holiday/other schedules of the team members and how will this affect the project?

Business requirements 

Business goals and objectives 

· What are the business goals and objectives?

Positioning and competition

· Who is the competition?

· How are you positioning yourself against this competition?

Target market

· What is the target market from a business perspective?

Development path and schedule

· What are the business needs for the schedule and development path?

Revenue

· Are there any income streams for the project? 

· Current incomes

· Potential future incomes

Other issues

· Are there any other business issues? (e.g. other developers, content providers, other agencies involved, etc.)

User experience requirements

Target experiences

· What types of experiences/activities do you want to support?

· Create a list of adjectives that describes the experience you would like the user to have.

Identity and branding

· What are the identity/branding requirements?

· How prominent should they be?

· How often should they be seen? 

Page size / download time

· Since this is such a significant consideration in designing the graphics and user experience, it must be decided from the beginning. 

Usability testing

· What are the usability testing requirements?

Technical requirements

Server software

· Will third-party or custom-developed components be integrated? For example, web servers, databases, web server - database connectivity, guestbook or forum components, e-commerce, etc.

· Are there specific technical requirements for these components? For example, should a database meet certain performance or support criteria?

· What computer languages will need to be supported? Examples include Perl, Java, and MySQL

Server hardware

· What are the hardware requirements? These can include machine type, operating system and version, processor speed, amount of RAM, and networking capabilities.

System architecture

· What type of processes will be running, besides a web server?

· Will the site require multiple machines?

· Will there be multiple sites or sections that will require updating of content?

· Are there specific network or security needs that will require more elaborate designs?

· Are there special backup or data recovery requirements?

Client software

· Are there specific browser requirements for any portions of the site? For example, will browsers need certain plug-ins to view or interact with specific sections?

· Will there be different browser requirements for different user groups? 

· Are there internationalization requirements for browsers?

· Will clients have the ability to save materials to their machines, and if so, are there any implications? 

Administration

· What type of resources will be needed to administer the site?

· Is a web-based interface needed for the site or can system administrators use a command line or other type of interface?

· Will people need to remotely administer the machine?

· Are there long-term maintenance requirements so that backups and updates happen smoothly and securely?

· Will there need to be automated notification mechanisms in place, in case the machine goes down or the web server locks up?
· Are there contingency plans for this web site?

Security

· What type of resources will be needed to administer the site?

· Is a web-based interface needed for the site or can administrators use a command line or other interface?
· Has the  users’ access been controlled, based on the security level ?

Testing

· Is there any specific testing requirement? 

Documentation

· What type of documentation will be needed to administer the site?

· Will a maintenance guide be enough, or are there additional resources that will need to be generated? (e.g., templates)

Training

· Will a one-shot training of a few people be sufficient or is there a requirement to provide ongoing training?

Open Issues

Anything you haven’t worked out yet goes here. This section should disappear as you move into production and open issues are resolved. 
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