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1 Executive Summary
Solution Framework will provide the ability to fast track a software development project with primary focus on corporate web sites and shrink-wrap software products.  The tool would, however, suite the needs of any smaller projects, eliminating much of the plumbing work common to most software development efforts.  In fact, earlier developed aspects of the Solution Framework application will be used to create the remaining functional features of the product.  

The system will support proven SDLC methodologies and best practices and patterns.  The system will primarily target as its primary user a technically perceptive business analyst that can take goals and objects, requirements, use cases, and process flows and turn that into functional screens and reports.  

2 Project Background

Mind Chemistry Inc. is in need of a web application and product software.  The requirements and design of these applications have been developed and documented.  The web site itself involves over 120 pages and a back end database of about 287 tables.  The web site integrates with SharePoint, Commerce Server, BizTalk, and Microsoft Dynamics.  The product software is estimated to take around seven work years to complete.  Several venture capitalist organizations and private investors have keen interest in the outcomes of these projects.  Due to time and budget constraints, the solution decided upon is not to create the software from scratch but to create another project as “open-source” referred to by the code name “Solution Framework”.  Solution Framework will be used to develop the other fore-mentioned products as well as related subsidiary products, including as a specialized social networking site and development tools for an IT consulting firm developing custom software for third party clients.

3 Project Definition

The project involves creating a rich client application builder.  The application will reside on the hosting site but can be developed via the rich client.  Wizards and designers will be available to the end-user to create the following:
· Application Structure

· Database (via Domain Model)

· Queries (via LINQ) and Validation designers

· Site Map and User Interface

· A Visual Studio Solution that is accessible and maintainable via TFS

· Continuous Integration

· A Compile-able, Runnable web application on the hosting site.

· Other features such as unit and integration tests, content management, and deployment workflow (develop, test, production)

3.1 Goals/Objectives

1. Reduce the time required to develop a web-based application.
2. Provide a web-based interface in which no Visual Studio is required locally to create a basic web application.
3. For advanced applications, provide a boiler-plate project which can be further customized by an end user or developer

4. Allow a developer to open solutions, make modifications, and check back into the core via TFS.

5. Prevent developer modifications from being overwritten by further customizations done via the rich client.

6. Provide the basic wiring of a web application that is typically repetitive such as the following:

· Creation of solutions, projects, IIS configurations, directory structures, common layers and tiers, standard design patterns and practices, common files, assemblies, etc.

· Automatic creation of site maps, menus, submenus, tabs, quick links, etc. via user specified navigation

· Wiring together of forms and pages based on user specified navigation.

· Wiring of forms to domain model sources.

· Automatic creation of view models

· Wiring of UI elements to domain model objects and sources via bindings to a view-model.
7. Allow an end-user (non-developer) to create and customize basic pages, navigation, and content items.

8. Avoid overlap as much as possible with already existing Microsoft technologies.

Future goals:

1. Content management and approval workflow

2. Multi-environment deployment

3. In-place code modifications

4. Support of SDM documents

5. Full product life-cycle support

6. Screen prototyping and wire framing

7. User documentation and help authoring and support

3.2 Cost/Benefit Assessment

The cost benefit is the reduced time and cost required to develop and maintain a web application.  Estimated cost reduction of 75% of overall cost.  Also, being a cloud-based application, reduces cost of required hardware, software licensing, installation and maintenance costs, cost of development tools, etc.
3.3 Scope

Scope of this project referenced by this document is features that serve the following roles from the Business Model document:
· Software Developer

· Content Writer

· Web Master

· Graphic Artist

· User

3.4 Scope Exclusions

Scope of follow up project will serve:

· Business Owner/CEO

· Business Analyst

· Project Manager

· Software Architect

· Tester

Later projects will serve:

· Content Manager
· Marketing Manager

· Product Owner

· Business Expert

· Database Administrator

3.5 Deliverables (TBD)
[This section outlines the deliverables or outcomes to expect from the project.]

	Project Deliverable
	Estimated
Start Date
	Estimated
End Date

	Business Requirement Statement (BRS)
	Mm/dd/yyyy
	Mm/dd/yyyy

	Functional Specification
	
	

	Technical Specification
	
	

	Development & Unit Tests
	
	

	QA Tests & Problems Fixed
	
	

	Implementation
	
	

	Post-Implementation Review (PIR)
	
	


3.6 Constraints (TBD)
[The constraints section outlines anything that could prevent the project from meeting its goals and objectives.]

3.7 Dependencies/Interfaces (TBD)
[This section outlines the projects dependency on other projects, events, and/or efforts.]

This project is dependent upon the following projects, events, and/or efforts: [Insert projects this project is dependent upon.]

The following projects, events, and/or efforts are dependent upon this project:

[Insert projects that are dependent upon this project.]

3.8 Assumptions (TBD)
[This section documents any assumptions made while defining the scope of the project.  Assumptions are items the project is dependent on for success and assumes they will be available to take the project to completion.  Modify the following example assumptions.]
· The Statement of Work and Business Requirement Statement must be signed off on by [mm/dd/yyyy] to provide enough programming time to meet the [mm/dd/yyyy] deadline. 

· The customer/users have the appropriate hardware equipment and software required to use the application.
· The customer will use the application in the manor intended. 

· Hardware (servers and workstations) will be available as needed for implementation of this system.
· Additional Server storage will be available as required.
· An Internet Browser will be available on each workstation.
· Key project documents will be reviewed by appropriate management personnel and approved or disapproved within five (5) workdays of receipt. 

· Key S&P and Director’s office personnel will be available for brief meetings, to speed up the process of demonstrating prototype screens and reports. 

· The application will have Web Based User Interface Screens. 

· The system will be continuously available with the exception of scheduled maintenance time.
· All information will be housed in a centralized database with daily system back ups and capacity monitoring.

4 Project Organization (TBD)
[This section provides the project’s organizational structure and explains who will be on the project management team including job descriptions]
4.1 Project Organization Chart
[This section must provide an organizational chart depicting the project team.]
4.2 Estimated Work Effort
The total estimated effort hours to complete this project are [insert hours] based on the following:

· Project Hours

· Contingency – Unidentified Tasks

· Contingency – Budget

· Estimated Total Effort Hours

The milestone and effort hours for the project are a preliminary estimate.  In keeping with the DSS/MIS team’s commitment to work closely with the Division Partner’s to continually identify opportunities to lower cost and improve time to market, these estimates will be updated as the project progresses through the life cycle.

4.3 Resource Requirements

The following types of resources are needed to complete this project effort:

	Resource Type
	No. of Resources

	Project Sponsor
	

	Customer Manager
	

	Project Manager
	

	QA Analysts (Documentation, Testing & Training)
	

	Developers/Programmers
	

	DBA
	


4.4 Roles & Responsibilities

The following resources have been specifically identified as being included as a member the project team:

	Name
	Department
	Title/Role
	Responsibilities

	
	
	Project Sponsor(s)
	Champion of the project providing the project team with leadership and direction, provides funding for the project, and participates in the review and approval process and performs deliverable sign-off.

	
	
	
Project Manager/ Project Leader
	Responsible for the activities of the project team, technical team, along with coordination, communication, issue tracking/resolution, scope management, change management, status reporting, quality assurance and auditing deliverables and is ultimately responsible for leading the project to a successful conclusion.

	
	
	Customer Manager
	Responsible for the activities of the business team, along with coordination, communication, issue tracking/ resolution, scope management, change management, status reporting, quality assurance and auditing deliverables and also, responsible for training, assisting the end-user community with modifications to policies, procedures, legislation, tracking customer expenditures and facilitating UAT. Acts as a backup for Project Manager/Leader.

	
	
	QA Analyst(s)
	Responsible for assisting in the documenting of the Project Objectives Document (when assigned), Detailed Business Requirements Statement, “As Is” and ‘To Be’ process diagrams, user acceptance testing. Also, provides business expertise and facilitates focus groups, meetings, and JAR and JAD sessions.

	
	
	Technical Architect
	Assess, document and develops the technical architecture / platform to be utilized by the project.

	
	
	Developer(s)/ Programmer(s)
	Responsible as the technical expert to design and construct the business solution.

	
	
	Customer(s)/ 
End-User(s)
	Provides critical detailed subject matter and assists in requirement gathering / definition.

	
	
	QA Analyst(s)
	Ensures solution meets business requirements and specifications along with testing activities.

	
	
	Database Administrator (DBA)
	Designs, creates, and implements the databases to be used, imports data and ensures the software and databases function as specified.  Performs performance testing of the databases.

	
	
	QA Analyst(s)
	Develops training and reference materials and conducts training session for end users..


5 Project Controls (TBD)
[Project controls, depict how control is to be exercised within the project and the reporting and monitoring mechanisms that will support this, they will include the exception process.]
5.1 Project Success

The project recipients have identified the following items as the most important measures of project success:

· [Insert project success measurements]

In terms of relative importance to the project, rank the following three items from most important to least important:

1. Cost

2. Schedule/Time

3. Performance/Scope

5.2 Risk Management Plan
The purpose of the following risk management plan is to identify acceptable risk thresholds; document how risks will be identified, qualified, quantified, and prioritized; describe how risk responses will be developed; and how risks will be monitored and controlled.

Risk Management Roles and Responsibilities
	Role
	Responsibilities

	Project manager
	Developing risk management plan

Identifying, qualifying, quantifying, and prioritizing risks

Monitoring risks

Escalating risk events

	Project team
	Developing risk management plan

Identifying, qualifying, quantifying, and prioritizing risks

Monitoring risks

Escalating risk events

	Sponsors
	Approving risk thresholds

Approving risk management plan


Risk Identification

The project team will continually assess risk throughout the life of the project by continually evaluating the health of the project.

Risk Qualification

Risks will be qualified through reviews and consultation with the project team and subject matter experts.  They will be evaluated based on impact, negative or positive, to the project.  

Risk Quantification

Risks will be quantified using the scoring mechanism outlined in the following table.

	Score
	Probability
	Impact

	4
	Highly likely/probable 

(76%-100%)
	Critical: Threatens the viability of the business or represents failure of the project

	3
	Likely 
(51%-75%)
	Severe: Threatens the achievement of business vision or severely reduces project benefits

	2
	Somewhat likely 
(26%-50%)
	Moderate: May delay achievement of the vision or reduce project benefits

	1
	Unlikely/improbable 
(0%-25%)
	Minimal/minor: No impact on business vision, but may increase project costs and timescales


Risk Prioritization

Risks will be prioritized based on impact to the following project components in the following order.

4. Scope

5. Quality

6. Deliverables

7. Time

Risk Monitoring and Control

Risks will be tracked in a risk log to be saved with all other project documentation on the Shared drive.  This log will be reviewed at regular project team meetings and status of mitigation strategies discussed.

Additional risk management strategies and contingency plans have been established to address risks throughout the project:

· Identification of the project recipients and internal partners.

· Gain the commitment of technical and subject matter experts (SME).

· Ensure full understanding and buy in of the project scope and direction from all project partners.

· Receive the commitment for support and funding from the Project Sponsor, Management and Senior Leaders.

· Follow a rigorous change control process to control project scope.

· Closely track the project schedule to eliminate critical path slippage.

· Conduct regular status meetings and distribute meeting minutes.

· Establish an effective contingency plan for the project.
Project Risks
The top high-level risk items have been identified as potential impact to the success of the project:

· [Insert risk items]

The following detailed risk table provides clear and distinct influences these and other risks have on the project.  The list below is merely and excerpt of the complete and working risk log managed separately from this document.  Please refer to the risk log itself for complete risk information.  
[Items contained in table are examples, please replace with risks associated to this project]
	Risk #
	Risk Name
	Risk Description
	Assumptions
	Probability Score

	1
	Hardware
	For integrated systems/data, the network must be responsive to calls for large amounts of data.  
	No matter how 
	3-Likely

	2
	Planning
	Insufficient time allocated/allowed for planning, requirements gathering, 
	Project failure can almost always be traced to lack of a concrete, well thought-out plan and design.  For a large organization proper planning can take 6 months to a year.
	4-Highly Likely

	3
	Team Skills
	Unskilled, untrained technicians, data modelers, and team leads can lead to an inefficient application.
	Without proper training and the time to correctly take the knowledge and apply it, we may be creating an unworkable and/or inefficient GIS application.  Data modeling can make a substantial difference in responsiveness.
	4-Highly Likely

	4
	Project Funding
	Without needed funding critical tools, services and project resources cannot be acquired.
	Project cannot complete the Planning / Design phase or proceed to subsequent phases.
	4-Highly Likely


5.3 Issue Management

Project related issues would be tracked, prioritized, assigned, resolved, and communicated as follows:

· A problem/Issue Log will be established and maintained.  All problems will be assigned a severity level, and owner and a resolution date.

· Critical issues will be included in a weekly status report.  Any problems/issues that have the potential to influence the project scope, budget, and/or schedule will forward to the Project Manager and/or Project Sponsor for resolution.

5.4 Change Control

All changes to the project scope, budget, or schedule will be documented and then approved or disapproved by the Project Manager and the Project Sponsor.

5.5 Communication Plan

This section must outline the strategies to promote effective communication throughout the project.
· Contents of the Project Status Report will include milestones, process made to date, next steps, issues/concerns, and overall project schedule.

· All project team members will provide weekly status reports to the Project Manager.

· Project team meetings will be held on a weekly basis.  Minutes of the meetings will be documented and published to all of the project team.

· The project team will review the project scope, budget, and schedule at the end of each project phase.  At the end of each project phase, the project team will have the opportunity to re-estimate these areas based on any updated project information.

· At the end of the project, a post-implementation review meeting will be conducted.  The results of the meeting will be documented and distributed to the project team.

	Communication Item
	Description
	Owner
	Frequency
	Format/Media
	Audience

	Project Progress/Performance Information

	Status Report
	Status of the project, issues, deliverables
	PM
	Bi-Weekly
	Written
	Sponsors

	Project Plan
	Progress updates
	PM
	Bi-Weekly
	Written
	Sponsors

	Team Member Status Report
	Status of each assigned deliverable, issues, etc.
	Team Members
	Weekly
	Verbal/Written
	Team

	Team Meetings
	Brief team meetings will be held to review status of the project.
	QA
	Weekly
	In Person
	Team

	Post Implementation Review Meeting
	At the end of the project a review of the implementation is performed
	PM
	Once
	Written PIR
	Sponsors / Team

	Project Administrative Information

	Action Log
	List of actions assigned to team members to be reviewed at each team meeting to obtain status
	QA
	As-needed
	Written
	Sponsors / Team

	Issues Log
	List of project issues
	QA
	As-needed
	Written
	Sponsors / Team

	Change Log
	List of pending and approved changes
	QA
	As-needed 
	Written
	Sponsors / Team

	Meeting Notes
	Action items and notes from meetings
	QA
	After Each Meeting
	Written
	Meeting Participants & Action Item Owners


Last Modified:  9/1/2011
16 of 16


