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Introduction

This document is a charter for the Project Title project. It describes the deliverables, delivery dates, responsibilities, general procedures, as well as the overall processes involved in running the project. This document is consistent with the overall project plan.

This is very much a living document, for the duration of the project it will be updated with any changes in schedule or addition to deliverables. Upon completion of the project this document will serve as the final ‘sign-off’ for the project. Signifying the products readiness for delivery.

Project Plan

Client Name - Project Title This phase of the project will be completion of the new website. Completion will be defined as delivery of a product that is considered by Client Name as acceptable to go live. Please see below the list of tasks and deliverables that will be covered during this phase:

· Website Frontend Graphic Design (utilizing provided brand standards)

· Mobile first responsive design integration (new website will be fully responsive)

· IA and UxD – Strategic (Client supplied basic architecture)
· CSS design / Templating
· Selection and implementation of open source content management platform (Wordpress – selected by Client Name)

· Full set-up of administration and defined granular user permissions

· Implementation of Sage form integration. (Modules and page level integration complete)

· Implementation and configuration of full events management listing and booking system (This has been done through categorized “posts” and the ability to add specific Sage registration forms to each post)

· Set-up and integration of any required subdomains into new CMS. (Rebuilding lives capital campaign and friends-indeed.com – were redesigned free of charge and integrated into new WP install - domain address will be added will be directed to the appropriate areas on launch)

· Set up and integration of Google analytics. Along with SEO module/tools installation and configuration. (Crawling will be allowed for Google tracking on launch)

· Site wide search 

· Selection, installation and configuration of either external donation platform (sage forms integrated (single column form is recommended for scaling).

· SSL integration for secure transactions. (SSL is ready and will be activated on launch)

· Slide banner/dynamic header fully configurable by admin

· Full administrative control over pages and content

· Full WYSIWYG page level admin interface

· Creation of initial workflow / User accounts
· Quality Assurance testing 
· Accessibility compliance implementation and testing 

· Training for CMS editors / administrators ( 24hrs allocated in workplan – of that, 9hrs have already been utilized – this leaves you with 15 hrs of available training time to use any way you wish post approval – After launch you will be asked to supply a list of desired training features and issues that may have been missing from the Complementary training manual. Once that list is received the training manual will be updated 1 time free of charge. Future updates to the manual will be billable requests. )

· Ongoing support and general service SLA and RSA to be defined and established towards the end of the project. 
· Set-up of and testing of web hosting environment as chosen by Client Name
· Transfer of approved site and content to live server (testing in live environment / DNS switch schedule set on approval)

· Launch of site ( Go Live – schedule set for 3pm Friday February 15, pending receipt of approval and final outstanding payment as discussed )
· All source files (post approval)

Not in Scope

Client Name will be responsible for additional content development and population into the new website.
The final user acceptance testing will be done by Client Name subject matter experts. Wise & Hammer will engage in as much as possible in helping out Client Name validate the functionality and content of the website.

Non-Functional Requirements and Technology Specifications

1. Design will be based upon a 1024x768 screen resolution (desktop) with responsive breakpoints (adjustments) for tablet and phone devices in both landscape and portrait modes.

2. Browser support

· Firefox 5 and greater

· IE 7 and greater

· Safari 5 and greater

· Chrome 8 and greater

· Mobile Devices as identified

3. The website will be built utilizing the Drupal 7 CMS platform or the Wordpress 3 Platform (tbd).

4. MySQL Database

5. Secure SSL for sensitive content (forms and ecommerce)

6. Ecommerce (Sage)

7. Site will meet accessibility requirements. 

Project Schedule  
Work relating to this project proposal will commence on Month 11, 2014.

Estimated delivery Phase 1 of the project is Month 15, 2015.

These dates may be revised at the mutual agreement of both Client Name and Wise & Hammer.

	Deliverable/Milestone Description
	Estimated dates

	Discovery and Analysis

	Approval of Proposal
	December 10, 2014

	Official Project Launch / Kickoff
	December 11, 2014

	Status meetings
	Wednesdays / Weekly – Time TBD

	Requirements Gathering (Begins during estimation Phase)
	Begins December 11, 2014

	Strategic Analysis 
	Begins December 11, 2014

	IA and Functional Assessment
	Begins December 11, 2014

	User Experience (UXD) Architecture Design
	Begins December 11, 2014

	Documentation 
	Begins December 17, 2014

	Delivery of Draft A&DD
	December 20, 2014

	Review by Client/ Revisions
	Begins December 20, 2014

	A&DD (IA - UXD) Sign-off
	December January 7, 2015

	Design

	Interface Design
	Begins January 3, 2015

	Design presentation/s
	First presentation will be January 9, 2015

	Client Review/ Revisions
	Begin January 9, 2015

	Creative Sign-off
	January 23, 2015

	Development

	Copy Deck Delivered for edits and additions
	January 10, 2015

	Content Entry begins
	February 1, 2015

	CSS Design, coding
	Begins January 23, 2015

	Advanced Programming
	Begins January 7, 2015

	Peapod QA Testing
	Ongoing throughout development cycle

	Soft Launch / Staging
	February 6, 2015

	Review by Client
	Begins on February 6, 2015

	Phase 1 Approval Sign-off
	February 13, 2015

	Release

	All release activities
	Release activities begin upon final approval

	Phase 1 Delivery 
	February 15, 2015


Roles and Responsibilities

Project Director – Nicolle Morton 

The project director will be establishing the client relationship, building the web strategy, business analysis and overseeing management of the project. The project director clarifies the project scope and prepares the project proposal during the discovery stage. The project director determines which resources are required and works with the development team to establish project estimates during the discovery stage. 

Project Manager – Name
The project manager is responsible for managing the project on a day-to-day basis during all project stages. During the analysis, design, production and release stage, the project manager coordinates with the internal team to ensure that the project is executed according the agreed milestones, deliverables and budget. The project manager will also ensure the Peapod management team and client are fully informed at all times and kept up to date on major project issues and milestones through weekly status updates and regular communication.

Lead Designer – Name
The lead designer will work closely with the client project authority, project manager, and information architect and is responsible for creative design, art direction and brand strategy. The art director will create and present the design brief, creative concepts (mock-ups) and perform requested revisions to creative concepts. The Lead designer will be responsible for obtaining final client approval on design. 

Technical Developer – Name
The technical developer is responsible for developing the website deliverable according to the project proposal, functional requirements document and final creative concepts. The developer is a part of the development team and reports to both the technical architect and project manager during the production and release stage.

Client Project Authority – Name
The client project authority serves as a single point of contact between Wise & Hammer and the client’s organization. The client project authority works cooperatively with Wise & Hammer’s management team to ensure the project is executed as described in the project proposal. The client project manager also reviews project milestones and deliverables to ensure they meet the client’s expectations. The client project authority responds in a timely manner to any questions or requests from Wise & Hammer. This includes forwarding required assets, sharing key deliverables and getting approvals from project sponsors. 

Communications Plan

The project teams will rely on and propose updates to the Client Name communication plan to facilitate proactive, frequent communication between the core project team, other participants and leadership. The communication plan will include:

· An official project launch/kick-off Meeting with the stakeholders of the project 

· Weekly Status Meetings

· Frequent verbal communication of project status to the Client Name project leadership

· Periodic checkpoint meetings between the Peapod Project Director and the Casey House Project Manager.
· Formal review meetings with the core project teams and project leaders at the end of the major phases of the project.
· Wise & Hammer will maintain a collaborative project web-based portal for the Client Name Project. This website will be available throughout the life cycle of the project to inform and engage stakeholders, as well as provide an centralized repository of project related documentation.

Progress Reporting / Meetings

An update meeting will be held each Tuesday either in person or via conference call. This meeting will address the project progress/status (activities completed, planned activities for the next period, resource issues) and the issues on the issues management list.  

The online management portal will be updated throughout the lifecycle of the project, project related documents, tasks milestones and tasks will be available there, and will provide open access to project assets by the Client Name stakeholders at anytime.
Risk Management

Project checkpoint meetings will be conducted at the request of Client Name. These meetings will serve to determine whether overall project objectives are being met.  Participants will be Wise & Hammer Project Director and Client Name project leaders. Areas discussed will include, but are not limited to, progress against planned milestones, budget status and performance of project team members.

Issue Management

To better track and coordinate issues arising within the project, an issue management-tracking log will be used.  The issue tracking application will contain a description of the issue, the author of the issue, the person assigned to resolve the issue and a target date as to when the issue should be closed.  

The issue management tracking application may be a simple issue tracking spreadsheet to be used primarily by the core project team. The application may be enhanced with future phases to provide additional functionality.
Change Management

Proposed scope changes will be quantified in terms of impact to project schedule, cost and resource usage.  Multiple scenarios will be explored to understand the consequences of accepting or rejecting changes in scope.  Any significant changes in scope will be detailed in the release of a change request document. Wise & Hammer project manager will work to prepare/deliver this information to the project sponsor and Project Board who will ultimately own the decision.

Version tracking will also be implemented with all documents covering this project.  Versioning will allow for all changes to a particular document and web page to be tracked.
Project tracking

This management procedure, which comes under the Project Directors’ mandate, consists of two general tasks:

· tracking activities on a regular basis 

· reporting to the project authority supplying information on the following:

· the progress of the work being done (project status reports)

· the status of deliverables-in-progress, in relation to the detailed plan that was established

· the status of deliverables that have been approved

· problems that have arisen

Validating and approving deliverables
4.5
Validating and approving deliverables"

A request for review and approval will accompany each project deliverable when it is delivered. The Project Authority will provide comments within 5 working days to the Project Leader. These comments will be discussed with the Project Authority to agree on modifications, and the modified deliverable will be re-submitted to the project authority for approval. Further comments and modifications will deal only with the modifications related to the comments from the previous cycle.

PRIVATE 
Outstanding itemstc "
4.4
Tracking outstanding items"
Outstanding items include any items, which, if not resolved, could have an adverse effect on the project. Outstanding items will be forwarded to the Project Authority and then noted in the project status report. The following information is supplied for each outstanding item:

· description

· the deadline for resolving the item, after which date the item would have a negative impact on the project

· the impact of waiting to resolve the item, including any increased time and costs associated with it

· description of the action needed to resolve the item, and the name of the person assigned to deal with it

Change Requests

In the course of the project, written change requests will be produced for any changes that:

· require the addition of a deliverable

· are made to an unfinished deliverable, or a deliverable that has already been accepted

· cause a significant increase in the number or complexity of tasks

The Project Manager will initiate any requests for changes. The Project Director will meet with the Project Authority to evaluate the impact of the changes on time and costs and to obtain approval. The Project Authority will determine priority based on the original budget, and will either approve or defer the change. All change requests will also be tracked by the Project Director.

PRIVATE 
Quality assurance procedurestc "
4.6
Quality assurance procedures"

The organization and procedures outlined in the previous sections will assure the quality of each deliverable. In particular, the Project Director will ensure that:

· the minutes of information gathering sessions are drafted and reviewed by the participants

· the content outline of deliverables are drafted, agreed with the participants and approved by the Project Authority

· the deliverables follow the agreed content outline

· the deliverables are drafted for review by the participants and the Project Authority 

· draft deliverables are modified to take into account the comments received

Project Review Sign-off 

The following signatures certify that the deliverables represented herein have been reviewed and accepted. (To be reviewed at project completion)

	By:
	
	By:
	

	Name:
	
	Name:
	

	Title:
	Director of Strategic Development
	Title:
	Project Authority

	Date:
	
	Date:
	

	
	
	
	


