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1 Introduction

1.1 Document Purpose

Describe the purpose of the document.  For instance, it may be an outline plan for a multi-phased project, it may be an early draft for discussion, it may be the final formal first version, etc.

1.2 Associated Documents

Describe associated planning documents.  For example, details of the projects processes and standards may be captured in an associated Quality Plan, details of acceptance by the customer may be in an Acceptance Test Plan, etc.  Refer to documents by name, version number, & issues date.  Some documents may not be written at the time of producing this plan, they are still referenced here as related documents.  Any documents in this section, together with this Project Plan document, form the complete planning set of documents for the project.

1.3 Project Plan Maintenance

Describe how the Project Plan will be updated.  What is the process for this, who approves changes, etc.  It may be that minor updates will be recorded in status reports, major changes will require a reissue and full re-approval of the Project Plan document itself.  There may be planned for updates if this is a multi-phase project and this is just the initial version of the plan.

2 Project Scope

This section provides an overview of the project’s objectives, both from the customer’s perspective and from <organization’s> perspective.  The key success criteria and major risks are highlighted.

2.1 Outline of Customer’s Objectives

2.1.1 Objectives

Explain what this project means to the customer –

· what is the project about?

· why are they undertaking it?

· how does it fit into their larger work / business activities?

Often an IT project is part of a larger project – for example, the customer may be doing process and organization changes in their department(s).  It needs to be clear who is responsible for the overall project, and what the scope of responsibility for the IT project is.  If the IT project is part of a larger project, then make this clear.  Be careful not to take on responsibilities that really belong to your customer.  For instance, you may be providing the customer with a capability to do something, but the customer’s objective is to make use of that capability to achieve some stated business objective.  Your project is then to provide that capability, not to achieve the customer’s business objective.  To give an example, the customer may want to reduce hold time in a call center by 50% over 6 months, and your project may be to provide the capability to enable them to do that, which only gives them their benefit PROVIDED that they then use your capability appropriately.

2.1.2 Success Criteria

State how the success of the project will be measured.

2.1.3 Risks

Very brief statement of the major risks of your project and how they are being minimized.  This is expanded on later in this document, so just give an overview of the key risks here.
2.2 Definitive scope statement

What is the definitive statement of what your project is responsible for?  This is normally by reference to some other document, such as a Requirements Document, a gap analysis on an existing system, etc. 

3 Deliverables

3.1 To customer

List all the formal deliverables to the customer, and when they are due.  This can include things other than a tangible material item, such as X people for Y weeks for support of a deliverable.

3.2 From customer

In most projects the customer has certain formal obligations, such as review of documents within a certain timeframe, provision of test data, provision of some equipment, etc.  Make sure these are highly visible in the plan so it is clear what your expectations of the customer are.  Listing them in a separate section helps highlight this to the customer.  You want to give them support and encouragement to make their deliverables.  Also include other customer responsibilities, such as the provision of a single point of contact for project management issues like change control.

4 Project Approach

4.1 Project Lifecycle Processes

This is where the overall approach to the project is described, explaining how the work gets done.  What is the overall approach to undertaking the project work?  Is the project split into major phases?  How are requirements being captured?  Is there a prototyping activity before solidifying the requirements?  What sorts of integration and testing activities are there?

4.2 Project Management Processes

This is a description of those processes used to manage and control the project.  It is critical that this section at a minimum describes the formal process to control project changes.  It could also include such things as the risk management process, and how performance information is captured and reported (which may be expanded on in the Communications Plan section later in this document).

4.3 Project Support Processes

This is a description of those processes that typically happen throughout the project lifecycle and support the various other activities.  Often includes such processes as configuration management, release control, how the support infrastructure will be used, etc.

4.4 Organization

This section will benefit from the use of diagrams to explain the organizations and mapping.

4.4.1 Project Team

How is the project organized to accomplish work?  Is there a formal project organization structure, if so, explain it.

4.4.2 Mapping Between <Your IT Organization> and Customer

Show how your organization maps onto the customer, and what occurs at each level of the mapping.  For instance, in addition to a mapping between your project manager and the customer’s main business management contact, there may be a project steering group with joint membership, etc.

5 Communications Plan

This describes who needs what information, when they will need it, and how they will get it. Bear in mind that for project success the project team must not only be doing a good job but be seen to be doing a good job by the other project stakeholders.  So this section may include a matrix such as the following, which shows what 2 stakeholders may receive.

[image: image1.wmf]Who - stakeholder

What info do they 

need

Why do they need it

When will they get it

How will they get it

Customer sponsor

High level 

understanding of 

functionality

To understand what they are 

sponsoring

Already have initial version, will get an 

update when Project Functional 

Specification with User Interface 

Prototype is completed.

Initial version via "Project Scope 

section" of standard "IT / User Project 

Agreement".  Update via extract of 

executive summary from Functional 

Specification when it is produced, 

and a demo in person of the 

prototype.

Progress & financial 

status

To understand the progress the 

project is making, to monitor the 

ROI

Monthly

Copied on monthly status report.

Customer Project 

Manager

Detailed functionality 

description

To approve specifications with the 

users

Draft during specification phase, final 

version when specification is 

completed.  Similar with prototype.

Review and approval of draft & final 

Functional Specification and 

prototype.

Detailed project plan 

with finances

To agree on business involvement 

for project, key milestones, overall 

budget.

When first draft of planning process is 

completed.

Project Plan document for revierw 

and approval.

Details of acceptance 

test process and test 

cases

To agree with the project how the 

work will be deemed "complete"

During test preparation phase as 

defined in Project Plan

Acceptance Test Plan and 

Acceptance Test Cases for review 

and approval.

Detailed progress & 

financial reports

To understand how the work is 

progressing, changes to the 

business involvement.

Monthly

Copied on monthly status report.

Details of requested 

changes

To authorize additional 

expenditures, changes in 

functionality, changes in working 

practices.

As they are raised, either by business 

side or project side.

Formal project change request form 

for review and approval.

Project team

general status update

To see how their work fits in

Weekly for informal updates, twice 

monthly for formal'

Weekly in person, other via team 

meeting


This section may also describe a process by which constant monitoring of the effectiveness of the project communications is undertaken.

6 Work Plan

In this section we identify the tasks to undertake the project, and how resources are mapped to these tasks, together with other non-people resources that are needed.

6.1 Work Breakdown Structure

This may be done by listing the tasks directly here, or may be accomplished by a high level summary of tasks with the details captured in an Appendix using a tool such as Microsoft Project.  The purpose of this section is to break down the work to the lowest level at which it is to be delegated, to help define what level the work needs to be monitored and controlled at. When the Project Plan is first produced some tasks towards the latter stages of the project may only be in outline here, and scheduled for being detailed at a later date.

6.2 Resources

Show how the project team is used to undertake the identified tasks.  This may be in the form of a Gantt chart from a project scheduling tool such as Microsoft Project, Artemis, etc.

Include non-people resources, such as equipment, other materials, travel expenses, etc.  Map these onto a timeline.  For some types of projects this may be a significant listing, and require breaking this section down into sub-sections.
7 Milestones

Identify the key project milestones, and any project phasing.  These milestones are typically events that demonstrate significant project progress, events that have a major impact to the client, and payment milestones with vendors.  You do not want to have so many milestones identified here that it makes it difficult for project tracking to show the big picture of the project’s progress.

Sometimes this list can seem to be a duplicate of the “deliverables” list in the earlier section.  You want to try and make this milestones list only the key events / deliverables.  You may chose not to put dates against the deliverables in the earlier section if in fact all the deliverables are also project milestones identified here.  Just use your common sense as to what seems most appropriate.

You may want to list milestones on the customer’s side as a separate list, in much the same way that customer deliverables were separately identified.

A typical type of milestone table that can be used if this is the manner in which you want to show this information is as follows:

	Milestone number
	Title
	Forecast date

	1*
	<milestone description>
	21-Sep-99

	2
	<milestone description>
	22-Oct-99

	…
	…
	…

	N
	<milestone description>
	15-Jan-00


Note:  * against milestone indicates a payment milestone.

8 Performance and Metrics

What performance requirements are there on the project, if any, and why.  What metrics is the project going to collect, how will they be collected, and what will they be used for.

9 Risks, Constraints, Assumptions

9.1 Risks

Identify the main project risks, their potential impact, and how they have been planned for.  This may be by reference to a separate project risk register, or such a risk register could be included here, such as the following.  Explain how this risk register will be maintained during the project.  This might already have been covered in the Project Approach section earlier.

	Risk Id.
	Risk Description
	Mitigation Plan (what to do to avoid the risk occurring)
	Contingency Plan (what to do if the risk occurs)
	Impact (what the impact will be to the project if the risk occurs)
	Likelihood of occurrence (e.g., %, or high / medium / low)

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


9.2 Constraints

Explain any constraints that the project is operating under.  These may be functional, technical, or managerial.  For instance, the customer or <your organization> may mandate environmental conditions such as a specific database. There may be a regulatory date by which a cutover has to be completed.  You will need to be careful in considering what is a constraint since it is easy to fall into the trap of starting to describe the project scope, which is covered in a previous section.

9.3 Assumptions

List any assumptions you have made in the construction of this plan.

10 Financial Plan

Describe the project finances as appropriate.  This may take various forms depending upon the type of project, the audience for the plan, and the way in which projects in general are managed in your organization.

If you are using outside vendors this section may include the payment plan, and the payment process.

How the budget is being monitored / controlled / reported on are described in this section as appropriate.  This may not be included in the version of the plan presented to the customer.  This depends upon the circumstances.

11 Other

This section is for any miscellaneous information that you feel is necessary to record in the plan document.  Remember that we want this document to be as concise as possible.

11.1 Open issues

If there are a number of issues that need to be resolved before the plan can be finalized they can be captured here.  This might include validating some of the assumptions that were recorded earlier in the document.

11.2 Other

A. Appendix

This is optional, and is included to encourage the document author to use an Appendix for detailed information, so that the plan document can remain as compact as possible for easy reading.  Appendices may contain more detailed financial information, more detailed scheduling information, etc.
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Comms matrix

				Example for a project in an IT organization of a company (a selection, consider what is missing)

				Who - stakeholder		What info do they need		Why do they need it		When will they get it		How will they get it

				Customer sponsor		High level understanding of functionality		To understand what they are sponsoring		Already have initial version, will get an update when Project Functional Specification with User Interface Prototype is completed.		Initial version via "Project Scope section" of standard "IT / User Project Agreement".  Update via extract of executive summary from Functional Specification when it is produced, and a demo in person of the prototype.

						Progress & financial status		To understand the progress the project is making, to monitor the ROI		Monthly		Copied on monthly status report.

				Customer Project Manager		Detailed functionality description		To approve specifications with the users		Draft during specification phase, final version when specification is completed.  Similar with prototype.		Review and approval of draft & final Functional Specification and prototype.

						Detailed project plan with finances		To agree on business involvement for project, key milestones, overall budget.		When first draft of planning process is completed.		Project Plan document for revierw and approval.

						Details of acceptance test process and test cases		To agree with the project how the work will be deemed "complete"		During test preparation phase as defined in Project Plan		Acceptance Test Plan and Acceptance Test Cases for review and approval.

						Detailed progress & financial reports		To understand how the work is progressing, changes to the business involvement.		Monthly		Copied on monthly status report.

						Details of requested changes		To authorize additional expenditures, changes in functionality, changes in working practices.		As they are raised, either by business side or project side.		Formal project change request form for review and approval.

				Project team		general status update		To see how their work fits in		Weekly for informal updates, twice monthly for formal'		Weekly in person, other via team meeting

						work packages		To know what is expected of them		On joining project		By having access to project plan, and being informed in person by team leader

				IT first line manager		Project plan - involvement in its development		To plan staffing resources, agree budget & spend profile, help in risk planning		During first 3 weeks of project		Review and approval of Project Plan

						progress & financial updates, risks, sponsor status		To adjust staffing resources across dept., help agree actions to minimize risks, not be caught off guard with changes		Immediately on occurrence for major problems.Weekly for update on issues, monthly for overall status.		In person contact for major issues, formal weekly emails, formal in person review of monthly report

				IT finance exec		Financial plan		To approve budget and capital expenditure		During first 3 weeks of project		Review and approval of Project Plan

						Financial progress and forecast		To monitor validity of ROI with sponsor, to review and agree variances on capital expenditures		Monthly		Copied on monthly status report.

						Details of capital expenditures		To authorize individual expenditures		When the request forms are generated by the project, which will be identified in the Project Plan based on the timing of the need for each item and the lead time to order.		Capital expenditure form

						Timesheets & expense sheets		To undertake effective project accounting		Following standard timesheet and expense sheet process, twice a month		Standard Intranet entry of data to the time and expense system.

				Users		Detailed functionality description		To agree what the system will do.		Draft during specification phase, final version when specification is completed.  Similar with prototype.		Review and approval of draft & final Functional Specification and prototype.

						Training materials		To learn how to use the system.		During training phase as identified in Project Plan		2 day training class, plus on the job mentoring for first 2 months of use after acceptance.

						Operating materials		For operating the system.		During documentation rollout phase as identified in Project Plan		Operating manuals.






