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Project Summary

Sumary of Project Objectives

The objectives of the Common Cause/PA Web Site project’s main objective is the development of a customized web site for the Pennsylvania Common Cause organization.  The reasons behind this objective are multi-faceted.  Currently, the Common Cause web site is run by the national chapter.  CC/PA would like to retain control of their own web site.  

Therefore, they are looking for the site to be maintained in-house, controlled by their volunteer team.  They feel that this new web site will help support CC/PA’s goals by helping to increase their visiability.  Overall, the web site will help to support communication between members and Pennsylvania’s voting constituents.  Furthermore, the increased visibility and communication will also help to draw new members to the organization.

Summary of Project Results

The CC/PA Web Site project was very successful.  We adhered to the triple constraint and delivered the desired deliverables (i.e. of appropriate scope) on time and under budget.  In doing so, we met the clients’ standards for content and quality.  In addition, this was achieved while meeting federal standards and guidelines for accessibility and usability.  As such, our sponsor and stakeholders were very pleased with the end result.  

Original and Actual Start and End Dates

The actual start/end dates differed slightly from the estimated start/end dates:

Original/Estimated Start: September 20, 2005

Original/Estimated End: March 31, 2005

Actual Start: October 17, 2005

Actual End: April 4, 2006

However, though the end date was slightly past the estimated end date, the project was started nearly a month late.  The end result is that the project was completed quite close to the estimated duration.

Original and Actual Budget

As with the start/end dates, the actual (i.e. spent) budget differed from the estimated budget.  However, in the case of the budget, we were most decidedly under budget – well over $30,000 under budget.

Original/Estimated Budget: $144,000

Actual Budget: $111,038

The reasons for these discrepancies are detailed below.

Common Cause/PA Website Project

Kickoff Meeting

Date: Friday, September 30, 2005
Meeting Objective: To begin correspondence with our Raytheon SME, Suzanne Cummings and to outline and explain our goals and current status of the project.

Agenda:

· Introduce all team members 
· Confirm regular meeting times
· Discuss Suzanne Cummings role in our project
· Explain our overarching project 
· Explain our current status of the project and what we have completed.  
· Discuss and receive feedback on any completed deliverables 
· Review plans for completing project-related documents
· Overview of information received from Dr. James Eisenstein – key stakeholder of the project
· List of action items from meeting

	Action Item
	Assigned To
	Due Date

	Inquire about our Financial Analysis
	Catriona Cornett
	10/4/05

	Separate team roles
	Robert Shedd
	10/4/05

	Define and write scope
	Catriona Cornett, Ryan Gemmell, Steve Perry, Robert Shedd, Andrew Wampler
	10/6/05

	Begin breakdown of WBS
	Catriona Cornett, Ryan Gemmell, Steve Perry, Robert Shedd, Andrew Wampler
	10/6/05

	Set up next meeting with Suzanne
	Catriona Cornett
	10/7/05


Date and time of next meeting: Friday, October 7 at 3:00pm 

Business Case for Common Cause/PA Website Project

Date: October 12, 2005

Prepared by: Team 8

	1.0 Introduction/ Background

Team 8’s business goal is to provide high level project management consulting services to Common Cause of Pennsylvania (CC/PA).  The project sponsor, James Eisenstein, believes this organization can increase visibility and inform Pennsylvania residents of Common Cause’s goals by creating a specialized website that can easily be maintained by CC/PA.       


	2.0 Business Objective
Common Cause of Pennsylvania’s goals include continuing growth and spreading their message across the state.  The CC/PA website project will support these goals by increasing the visibility of CC/PA with the creation of a customized site.  The site will provide documentation of local legislation and legislators as well as recruitment information to help the growth of the organization.  For existing members, the site will provide updates, alerts, and information of their local legislator.  


	3.0 Current Situation and Problem/Opportunity Statement

Common Cause is a national organization with state levels of the organization.  CC/PA previously had a website customized to the state until it became ruined after the resignation of the web manager at the national level.  Since then the website has been run through the national level and CC/PA has very little control over their site.  CC/PA is run solely on volunteers since CC is a nonpartisan nonprofit advocacy organization.  The primary use of a new CC/PA website will be to inform Pennsylvania residents of the organizations mission.  CC/PA wants an opportunity to display their own relevant information on a reliable website and have this done by their volunteer staff easily. 



	4.0 Critical Assumption and Constraints
The proposed website must be a valuable asset to CC/PA.  It must be supported by current staff members, users, and the national organization.  It must be assumed that the project manager will lead the project effort and the project team must be actively involved.  Since the team will consist of volunteers, for the purpose of our financial analysis we will assume appropriate costs for labor and hardware.  It is assumed that the new site will be able to run on the hardware of the national organization’s provider, Kintera. The site must contain all information requested by CC/PA in a safe, secure setting and able to be supported by existing staff.   



	5.0 Analysis of Options and Recommendation

There are three options for addressing this opportunity:

1. Do nothing.  The existing website is sufficient and the organization can still operate with the new project.

2. Have the national organization handle the new project.  

3. Design and implement the new website in house with assistance of national organization with existing volunteers.

Based on discussions with stakeholders, we believe that option 3 is the best option.



	6.0 Preliminary Project Requirements

The main features of the new Common Cause/PA website include the following:

1. The site will allow access to several links and tools to display the Common Cause message.  These will include the following:

· The CC/PA mission statement

· CC/PA Issues Agenda

· An “Action Needed Now” feature.  This will explain a situation, request specific actions to be taken and timelines for success
· User interactive features such as “email your legislator” and “email your local newspaper” sections

· Email alert system and organization newsletters

· “How Do You Rate Pennsylvania” This is a catalogue of how PA ranks among states in good government standards

· An agenda of government reform issues

· An interactive map of PA that links to organization information

· A voter registration link

· “Getting Involved” feature.  A page where membership is available electronically, applications for internships, and applications for project teams and committees

· “Keeping Common Cause Strong” feature.  This should be a section that displays opportunities to donate money to CC/PA

· Comprehensive list of links by subject area

· “Get PA Out of the Bog” blog

· “What’s Hot” feature with upcoming events and announcements

· A function that will keep track of how many people visit the site
Volunteer webmasters must be able to update and maintain these components easily with little or no experience.

2. A user guide must be written to provide a step by step sequence of how to maintain, update, and troubleshoot website and server.  It must be written in a way so a volunteer with little or no experience can easily update the site.

3. The site must be able to be under the control of the Pennsylvania section of Common Cause.  CC/PA does not want to have to go through their parent of the Washington section to update or post material on the site.

4. A secure server must be in place to keep the site protected.  A user guide must also be written to keep security high on the site.  The site must be accessible anywhere at anytime.  A successful site must not be down for more that 22 hours and have two hours allotted time for maintenance per day.

5. The site must be approved by the national section of Common Cause so servers and hardware can be provided.  The site must be able to be created and run on a volunteer basis since there is no budget unless it is agreed upon to hire an outside company to develop the site.

	7.0 Budget Estimate and Financial Analysis

The budget estimate and financial analysis was done based on assumptions.  The project sponsor expressed the scenario CC/PA is actively involved in.  It was reported CC/PA has no funding for the project given that CC/PA is a volunteer based nonpartisan nonprofit advocacy organization.  For the purpose of this project a theoretical estimated budget and financial analysis has been created.


A preliminary estimate of costs for the entire project is $144,000. This estimate is based on one project manager, four interns, and two entry level employees working 40 hours per week for the duration of the six month timeline.  The customer representatives would not be paid for their assistance.  The project manager would earn $40 per hour, interns $20 an hour and entry level $15 per hour.  It is assumed hardware costs will be covered by the customer.  Hardware is assumed to be provided by the customer’s national level provider, Kintera.  After the completion of the project, maintenance costs of $10,560 are included for each year, primarily to update site applications and information.  


Project benefits are based on an assumed number of donation increases due to an increase of web presence of the organization.  The website is going to streamline communication methods for CC/PA.  It will allow full time employees to more easily communicate information to their constituents in the state of Pennsylvania.  By the creation of the site, it will result in an increase of organization membership.  We estimate approximately 10 percent growth in sign-ups.  All of these benefits will result a much stronger and more effective Pennsylvania division of Common Cause.  


Exhibit A summarizes the projected costs and benefits and shows the estimated net present value (NPV), return on investment (ROI) and year in which payback occurs.  It also lists assumptions made in performing the preliminary financial analysis.  For theoretical assumptions, the financial estimates should not be taken as actual costs.  Exhibit A shows a payback within two years, a NPV of $13,282 and a ROI of 8 percent.      



	8.0 Schedule Estimate

The sponsor would like to see the principal functions of project designed within six months of the start date.  We will assume this schedule is flexible since we do not know what resources will be creating the website.  



	9.0 Potential Risks

There are several risks involved with this project.  The foremost risk is lack of interest or resources in creating and maintaining the new website.  CC/PA is strictly a volunteer organization.  Our group will not take on the task of developing the functions of the website.  It is unknown who will take on this role.  There are also technical risks in getting the proper hardware provided by Kintera.  There must be the acceptance of the national level of Common Cause to take on the website project for CC/PA. 



	10.0 Exhibits

Exhibit A: Financial Analysis displayed on next page.




Exhibit A
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Financial Analysis

We met with our project sponsor, James Eisenstein, before beginning the project to try and determine the financial cost goal of the project.  After the meeting we were not given a very specific financial evaluation as this project is supposed to be done by volunteer workers.  However, after speaking with Jan Mahar, we were given the instructions to provide a financial analysis as if we were paying employees to do the work; they were not volunteers.  From this point, we determined that the project would take 6 months, and would include a project manager, four interns and 2 entry level workers to complete the website.  The following is what we determined to be the financial analysis of the project, if it were to be a project not done by volunteers.


Our project will have a total cost of $144,000 to complete the project.  This figure was determined through the addition of the labor costs required to complete the project.  The team used www.payscale.com to try and determine the hourly wage of our project manager. The site said that the average project manager would make about $40/hr.  Assuming each employee will work full time for 8 hours a day, using this figure we calculated the number of hours that a person would work in six months (960 hours).  We then multiplied the hourly wage by the predicted number of hours that the project manager would work to arrive at their cost over the six months; $38,400.  The interns and the entry level workers costs were derived in the same manner.  The difference is that the interns will make $20/hr and the entry level workers will make $15/hr.  These salaries were based on the team’s experiences as interns.  The number of hours for the interns (3840) was determined by the number of hours worked in six months, multiplied by the four interns (960 hrs x 4 interns) to arrive at the 3840 hours worked for interns.  This number was then multiplied by their salary of $20 per hour, to arrive at the cost of $76,800.  This same formula was applied to the entry level workers to arrive at the cost of $28,800 (2 Entry level workers at 1920 hrs).  

After this initial cost, the company will have to spend about $10,560 on annual operating costs.  We arrived at this figure by cutting the hours worked by both the interns and the entry level workers by 90%.  This is because after the website is developed, launched and running, the costs will only be to maintain and update the site as needed.  

The payback from the development of the site will directly influence the ROI and the discounted benefits.  The discount rate is 6.5%, as determined by our Subject Matter Expert, Suzanne Cummings.  Using this figure, we used the formula 1(1+DR) ^Y.  DR is discount rate and Y is the year that the discount factor is being calculated for.  Using this formula we then plugged in the numbers to determine the discount factor for each of the first 3 years.  For example, in year 1, we calculated the discount factor to be 0.94.  Our calculation to determine this was; 1(1+.065) ^1.  Using the discount factors, we were able to determine the discounted cost for each of the three years.  The formula that we used to determine the discounted costs is the cost of the project during that year, multiplied by the discount factor.  For example using the 0.94 discount factor from year 1, we were able to determine the discounted costs to be $9,915 in year 1; (0.94 * $10,560).  

The ROI and NPV are then calculated using the discounted benefits.  The ROI for is determined using the formula (total discounted benefits – total discounted costs)/ total discounted costs.  The total discounted benefits were $176,508 with a total discounted cost of $163,226.  Therefore the ROI would be (176,508-163,226)/163,226.  This is how we arrived at the 8% ROI.  The NPV is simply the total discounted benefits minus the total discounted costs.  In our case, the NPV is $13,282; ($176,508 – $163,226).  

Weighted Scoring Model for Common Cause/PA Website Project
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Weighted Scoring Model

Weighted Score Process
A weighted scoring model is a tool used in project management that provides a systematic process for selecting a project based on many criteria.  In this paper, we will thoroughly summarize what steps were taken in completing our weighted scoring matrix.  Attached is a print out of our spreadsheet and bar chart that will also be described in this document.    

In choosing the Common Cause/PA website project, our team first listed criteria we thought were important for the selection of a project.  Our team held meetings to brainstorm ideas and to select the criteria in which we used.  The brainstorming meetings resulted in a set of seven criteria our team felt were essential in selecting a project.  Once criteria were established weights were assigned. 

Weights were then assigned to the criteria based on our team’s consensus of importance. Weighted scores were then formulated to see what project would be best for selection.  The Common Cause/PA website project resulted in having the highest weighted score.  

Results
The criteria included:

1. Use of realistic level of technology

2. Can be implemented in 6 months or less

3. Profit potential for firm

4. Low risk in meeting goals

5. Strong publicity for the firm

6. Positive client NPV

7. Strong customer interest

As the consensus of the team, we felt these seven items are essential to a successful project selection process for our scenario. For any project, a positive NPV, a potential for profits, low risks, and a strong customer interest is a vital aspect for success.  In addition to these our group was looking for a specific time frame.  We chose six months to help guide a timeline for a project.  We also wanted a project to show strong publicity for an organization.  This is another way to help judge the success of a project.  Lastly, we wanted a project to utilize a realistic level of technology since we are looking to manage an information technology project.  


A team driven effort was delivered to disperse weights to our seven criteria.  Then an appropriate score was specified to prioritize the criteria.  The highest scores for the Common Cause website project resulted in criterion one, three, and seven.  Number two was also a high priority with four, five, and six being a lower priority but still an important aspect to the project.  With a tabulated score from a formulated spreadsheet, the Common Cause/PA website project resulted in having the highest weighted score.  


At the beginning of the project selection process our team listed, in order of interest, projects of interest.  After completing a weighted scoring model, our bar graph corresponded with our prioritized list of projects.  The weighted scoring model was a helpful assistant in choosing a project of interest and feasibility.

Project Charter

Project Title: 
Common Cause/PA Website Project

Project Start Date: September 20, 2005

Projected Finish Date: March 31, 2005

Budget Information: The organization is volunteered base and their hopes are to complete this project with volunteers.  We have assumed a budget with actual numbers figured to labor and hardware.  A cost of $111,038 would have to be allocated for this project using our assumed budget.  The majority of this cost is for the internal labor needed for completion.  We have also assumed hardware will be supplied by the organizations national level provider, Kintera.  The assumed budget estimate is based on a total of 40 hours per week.

Project Manager: Catriona Cornett, 978-621-7475, crc196@psu.edu
Liaison: James Eisenstein, 814-863-0577, j3e@psu.edu
Subject Matter Expert: Suzanne Cummings, 814-278-2073, Suzanne.Cummings@raytheon.com 

Project Objectives: 
To provide CC/PA with a top caliber web page that will be the “go-to” site for Pennsylvanians interested in government reform.  In doing so, assistance will be rendered with redesigning and upgrading the existing site.

The website will include general Common Cause information, newsletters, contacts to legislators and newspapers via email, registration pages, donation forms, and a blog.  This website will be accessible to the majority of users who access the site.  The website will serve as a way to promote the Common Cause organization.  The site will be developed and documented in such a way that it will be easy to update and maintain by Common Cause volunteers.

 Approach:

· Meet with stakeholders to clarify desired feature set for site.

· Develop project management documentation.

· Research software components required for site features.  Special attention provided to open source solutions.

· Develop the site using an iterative user-centered design approach, requesting regular stakeholder feedback.

· Develop success metrics to determine areas of continued improvement.

· Prepare maintenance plan for ongoing site development.

Roles and Responsibilities

	Role
	Name
	Organization/

Position
	Contact Information

	Project Manager 


	Catriona Cornett
	Penn State / Student Lead
	978-621-7475, crc196@psu.edu 

	Sponsor

	James Eisenstein
	Penn State / Professor
	814-863-0577, j3e@psu.edu 

	Subject Matter Expert
	Suzanne Cummings
	Raytheon / Manager
	814-278-2073, Suzanne.Cummings@raytheon.com 

	Web developer
	Ryan Gemmell
	Penn State / Student
	203-482-2849, rwg133@psu.edu

	Graphic designer
	Steven Perry
	Penn State / Student
	240-481-6180, sjp221@psu.edu

	Head web content editor
	Robert Shedd
	Penn State / Student
	215-499-5543, rds930@psu.edu

	User manual editor
	Andrew Wampler
	Penn State / Student
	717-253-2175, arw179@psu.edu

	Stakeholder
	Jan Mahar
	Penn State / Professor
	814-863-9088, jmahar@ist.psu.edu

	Stakeholder
	Andrey Soares
	Penn State / Teaching Assistant
	aus197@psu.edu

	Stakeholder
	Barry Kauffman
	CC/PA Executive Director
	ccpa@dejazzd.com

	Stakeholder
	Kintera
	Common Cause Hardware Supplier
	

	Stakeholder
	Ruth Frits
	Web Volunteer
	rafrits@comcast.net

	Stakeholder
	Users
	Registered members of CC/PA
	

	Stakeholder
	Volunteers
	Will take over management of system
	


Sign-off:
	Project Manager 


	Catriona Cornett
	Catriona Cornett



	Sponsor

	James Eisenstein
	James Eisenstein



	Subject Matter Expert
	Suzanne Cummings
	Suzanne Cummings



	Web developer
	Ryan Gemmell
	Ryan Gemmell



	Graphic Designer
	Steven Perry
	Steven Perry



	Head web content editor
	Robert Shedd
	Robert Shedd



	User manual editor
	Andrew Wampler
	Andrew Wampler



	Stakeholder
	Jan Mahar
	Jan Mahar



	Stakeholder
	Andrey Soares
	Andrey Soares



	Stakeholder
	Barry Kauffman
	Barry Kauffman



	Stakeholder
	Kintera
	Barry Kauffman



	Stakeholder
	Ruth Frits
	Ruth Frits




Comments:
None.

Team Contract

Project Name:  Common Cause/PA Website Project

Project Team Members Names and Sign-off:

	Name
	Sign-off on Team Contract

	Catriona Cornett
	Catriona Cornett

	Ryan Gemmell
	Ryan Gemmell

	Steven Perry
	Steven Perry

	Robert Shedd
	Robert Shedd

	Andrew Wampler
	Andrew Wampler


Code of Conduct:  As a project team, we will:
· Work cohesively, thinking ahead about potential risks and taking the necessary means to prevent them.

· Keep in contact with all team members at all times with any information related to the project

· Work together, and individually with certain strengths to best fulfill the project requirements

Participation: We will:
· Be honest with team members during all activities.

· Distribute work equally.

· Openly discuss team member’s ideas.

· Discuss one deliverable at a time.

· Inform project leader and the team well in advance if team member will be absent from meeting or can not meet a deadline for a given task.

Communication: We will:

· Determine best form of communication.  Use e-mail, AIM, phone or any other way to assist in communicating, since few members can not always meet regularly.

· Have project leader organize and schedule all meetings with the team and/or stakeholders, and arrange a conference or teleconference as needed.

· Present ideas clearly and concisely.

· Discuss one topic at a time and keep topic discussion on track.

Problem Solving: We will:

· Allow all team members to share input in solving problems.

· Listen to ideas before providing constructive criticism if need be.

· Work with team members to build upon other’s ideas.

· Contact higher management (instructor) if help is needed for solving the problem, or certain situation.

Meeting Guidelines: We will:

· Scheduled face to face meetings among team members every Friday at 3 p.m.

· Meet with project sponsor as needed for more information and guidance.

· Meet with Subject Matter Expert (SME) as needed for guidance.

· Hold other meetings that pertain to the project as needed.

· Record meeting minutes and distribute to team via e-mail within 24 hrs of the meeting.

· Develop an agenda before all meetings with SME and project sponsor.

· Document major issues and decisions regarding the project.

Stakeholder Analysis for Common Cause/PA Website Project

Prepared by:
Team 8


Date: October 11, 2005
	
	Catriona
	James
	Ryan
	Steven
	Robert
	Andrew

	Organization
	Project team project manager
	CC/PA
	Project team
	Project team
	Project team
	Project team

	Role on project
	Project manager: keep project on task
	Project sponsor and liaison for CC 
	Web Developer
	Graphic Designer
	Head web content editor
	User manual editor

	Unique facts about stakeholder
	Organized, wants tasks done on time
	Wife is co-founder of organization
	Very creative in web design
	Has great artistic ability to gain user attention
	Has had experience in area before
	Knowledgeable in area, good writing skills

	Level of interest
	Very high
	Very high
	Very high
	Very high
	Very high
	Very high

	Level of influence
	Very high; organizes what needs to be done
	Liaison to CC.  Reports what CC is looking for
	Very high; website deliverable will not be complete without him
	Very high; needed for completion of website and documentation
	Very high; hard to replace
	Very high; needed for documentation

	Suggestions on managing relationships
	Keep happy with on time deliverables
	Keep informed with updates on project progress
	Make sure he knows what is needed for website
	Give enough time to complete graphics
	Keep contact with CC to have all information needed to deliver in site
	Give enough lead time and keep informed of functions of site



	
	Suzanne
	Jan
	Andrey
	Barry Kauffman
	Ruth Frits

	Organization
	SME / Raytheon
	Professor
	T.A.
	CC
	CC/PA volunteer

	Role on project
	Subject matter expert from consulting firm Raytheon.  Gives guidance for project deliverables
	Instructor, mentor, guidance
	Grader, guidance
	Executive Director
	Volunteer web developer/webmaster

	Unique facts about stakeholder
	Full time job and full time mother.  Wants team to succeed. Great to work with
	Wants team to succeed and understand project management processes
	Has a busy schedule but will make time for assistance or questions
	Wants organization to grow
	Nice woman. Wants project to be easy to implement

	Level of interest
	High
	High 
	High
	Low to medium
	Low to medium

	Level of influence
	High; gives expertise on how to display documents
	High; helps with contacting organization
	High; Controls guidelines for deliverables
	Low
	Low

	Suggestions on managing relationships
	Keep informed of progress of deliverables. Arrange meeting times to her schedule
	Let her know the success of project
	Arrange meetings to his schedule to discuss issues
	Keep in contact via email
	Keep informed of new design of site


Scope Statement

	Project Title: Common Cause/PA Website Project
Date: September 1, 2005
Prepared by:  Catriona Cornett, Project Manager,     (978) 612-7475, crc196@psu.edu


	Project Justification: According to James Eisenstein, key stakeholder of the project, the Common Cause organization would like a website to post information regarding their cause and organization events without having to be a part of the bureaucracy of the National Common Cause parent organization.  The project will provide a communication resource for Pennsylvania residents to view state-specific common cause initiatives.  Volunteers will be able to easily update this information as needed.  The budget for the project is $111,038.  An additional amount of $10,560 will be required for annual operating costs.  There will also be an estimate of $195,000 after the second year of contributions.  The project is to be completed six months of start date.



	Product Characteristics and Requirements:

1. Templates and tools: The Common Cause website will allow organization volunteers to easily create and update files to the website via an open source content management system, allowing them to organize, categorize, and structure information resources so that they can be stored, published, and edited with ease and flexibility.  This will be utilized using a MAMBO CMS. These files will be in Microsoft Word, Excel, Access, HTML, PDF, etc.

2. Site sections: Since CC/PA would like to start with a fresh site they can call their own the new website will encompass the following components:

· The CC/PA mission statement

· CC/PA Issues Agenda

· An “Action Needed Now” feature.  This will explain a situation, request specific actions to be taken and timelines for success
· User interactive features such as “email your legislator” and “email your local newspaper” sections

· Email alert system and organization newsletters

· “How Do You Rate Pennsylvania” This is a catalogue of how PA ranks among states in good government standards

· An agenda of government reform issues

· An interactive map of PA that links to organization information

· A voter registration link

· “Getting Involved” feature.  A page where membership is available electronically, applications for internships, and applications for project teams and committees

· “Keeping Common Cause Strong” feature.  This should be a section that displays opportunities to donate money to CC/PA

· Comprehensive list of links by subject area

· “Get PA Out of the Bog” blog

· “What’s Hot” feature with upcoming events and announcements

· A function that will keep track of how many people visit the site
3. Links: The site should contain a clear link back to the National Common Cause website as well as links to each feature of the website.  These links will be tested on a weekly basis.  Broken links will be fixed or removed within two working days of discovery.

4. Statistics: A system should be implemented that allows the organization to determine the number of hits on the website as well as how many people send emails to lawmakers and newspapers via the site.

5. Security: System to implement sufficiently complex passwords to ensure registration membership information is secure.  SSL will be used to secure appropriate sections of the website.

6. Search feature: The website should include a search function to allow users to locate information easily throughout the site.  The search will return results of a keyword within 2 seconds or phrase within 5 seconds.

7. Accessibility:  The website should follow W3C XTML standards.  Additionally, the site will adhere to all federal accessibility legislation.  The initial website should minimally function properly in the following web browsers: Internet Explorer, Mozilla Firefox, Netscape Navigator, and Safari. Within a year the site will function in all major web browsers.

8. User Friendly Design: The Common Cause/PA website should allow users to enter features and options without any delays.  The simplistic website should not have complexity features, which will create ease for users to spot and select different options without having to use the search feature numerous of times.  Between 2 and 4 clicks will be needed to reach required information to support the ease of navigation.

9. The website must be available 22 hours a day, 7 days a week, with two hours per day for system maintenance and updates.



	Summary of Project Deliverables

Project management-related deliverables: business case, charter, team contract, scope statement, WBS, schedule, cost baseline, status reports, final project presentation, final project report, lessons-learned report.  The customer may come back at a later date and request any other related document at no additional cost.

 Product-related deliverables: research reports, design documents, software code, hardware.

1. Survey: Survey current CC/PA personnel on their opinions about design and implementation of the new website and document survey results.

2. Template files: Templates will be designed that will allow volunteers to standardize the information that is put on the site.

3. CMS Documentation: This document will describe the structure and functions of the content management system.

4. Technical Documentation: This document will allow future volunteer webmasters to extend and build upon the website.  The purpose of Technical Documentation is to be used as a maintenance manual for future volunteers. 

5. Site Design: An initial design of the new website that will include a site map, suggested formats, appropriate graphics, etc.  The final design will incorporate comments from users on the initial design.

6. Site Content: The CC/PA website will include content for all of the relevant features of the organization.

7. Test plan: The test plan will document how the website will be tested, who will do the testing, and how bugs will be reported and resolved.

8. Promotion: A plan for promoting the website will describe various approaches for soliciting inputs during design.  The promotion plan will also announce the availability of the new site.

9. Hardware: Hosting services and hardware needs will be provided by Kintera.  This will be handled by the customer.  A request will need to be made to gain formal acceptance of required hardware supplies with its national level provider.

10. Project Benefit Measurement Plan:  A plan that will measure the financial value of the new website to make sure that the budget does not exceed the planned expectations.



	Project Success Criteria: 
Our goal is to complete this project within six months of the start date and for no more than $111,038.  The project will be successful if it will draw new users to the website and increase donations to the organization by 25%.  To meet these goals, the website must be professionally designed and it must stay consistently dependable and secure. The site must not be down for more than 2 hours a day for maintenance repairs. It must also be easily managed by the organization and its users.  Precise facts and information are to be presented without any flaws or misrepresentations.




Work Breakdown Structure
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Gantt Chart

[image: image6.png]0
1
2
3
4
5
6
7

8
12
1
1
B
7
£
£
El
El
2
E
@
2
s
a
5
0
6
&
&

188

7

172

178

177

178

184

183

184

ED

218

20

28

28

20

El

E

Task Name:

- Common Cause/PA Web Revitalization
- 1iniiating

- 2Pt

1.1 Summarize cunent webste festure.
1.2 dentity contert ceficiencies

1.3 dentity vision and gosls

1.4 Review past lessons learned

1.5 Develop business case

1.6 Develop project charter

1.7 Determine project scope

1.8 Determine mejor mistones.

1.9 ldentity stakeholders+sponsor
10 Assemble Project Teams

141 Completed ntiting stage

9
21 Creste Team Cartract

22 Finaize Scops Statement
23 Creste BS

24 Create Budget and Financial Analys
25 Survey CCPA Users

2.6 Prepare Schedule

27 dentity harcware needs

28 dentity Project Risks

29 Document expectations

2110 Completed planring stage

- 3Executing

3 Content Management System
32 Templates and tools.

3.3 Site Design

3.45ite Construction

35 Implement statistics

36 Measure project benefts

3.7 Develop security

38 Completed executing stage

4Deployment

41 Coordinate with Kintera
42 Deployment

5 Rollout

54 Pilot
5.2 Review Pilot with stakeholders.
5.3 Deploy Production System

5.4 5ite promotion

5.5 Compisted rollut

5.6 Completed deployment stage

& Controlling

+ 7 Closing
& Project concluded

Duration

12077 days
1145 days.
ahrs
ans
ans

e

1 day
Ths

125 days
s6hrs
2days.
4days
0days,
783 days
s6hs
ans

08 days.

1 day
067 days
3days.
267hs,
ans
267hs,
0days,

49 days
10days
1day
7days.
22 days
4days
4days,
10days
0days.
10days
4days

6 days.
13.03 days.
739 days
076 days
4days
089 days
0days,
0days,
5.4 days
438 days
days

5,705 [Oct8, 05 [0ct25,05 [Nov, 05 |Nov20,05 |Decd, 05 [Decis, 05 [Jand, 06 [Janis,06 |Jan 2,06 [Febi2, 06 [Feb25, 06 [Mar 12,06 [Mar 25,06 |Ay
STWIS [T IMIF [T[S[W[S [T [M[F [T [SW[S[TIMIFT[SIWIS[T [MF[T[S[WI[S[T[M[F[T[SW[S[T[MIF[T[S[W[S[TIMF
$111,038.00
$4,886.00
$32000 1 Proje @ anager ntern 3tern 4
$220.00 Brojeft Manager,Entry Level 1
$160.00 T;Profect Manager
$4000 [Project Manager
$440.00. fPrbiect Manager Entry Level 1
$770.00. {;Pfoject Manager,Entry Level 1Entry Level 2/ntern 3ntern 4
$400.00
$616.00 Project Manager Entry Level 1Entry Level 2/ntern 3ntern 4
o
1,28000 .;—mn
$3,906.6
$616.00 ,Proifct Manager Entry Level 1,Entry Level 2ntern 3ntern 4
416000 “Project Manager
70400 fPrefiect Manager Entry Level 1Entry Level 2,ntern 3ntern 4
$320.00 fPrpiect Manager
$426.67 - fntern 1 intern 2,Project Manager
$960.00
$213.3] pThtern Lintern 2 Project Manager
$160.00 TProject Manager
$346. Profct Manager Etry Love 1.Enty Leve 2itern tern dtern 4
& nm
$51,520,0
$7,20000 epm—
$080.00
36,1600
$2,40000 Project Manager,Entry Level 1,Entry Level 2intern 1intern 2ntern 3,ntern 4
De 119
7,400
$4,800.00
2,600
11,4675
46,4994
$24167.03
47,6500
4





Additional Activities for WBS

Beyond the activities in our original WBS for planning resources and durations, we propose the following four tasks to assist with this effort.  These tasks have been added to our enclosed WBS.  All relate to using past experiences and communicating current status to those who can contribute their past experiences.  We feel that adding tasks of this nature will help to avoid problems and address issues through tried and proven techniques.

First, because we will be effectively functioning as a consulting firm, we assume that we would have the resources which a consulting firm would possess.  As such, we would refer to past lessons learned, gathered from similar projects that our firm had completed in the past.  By referring to these past lessons learned, this would allow us to identify potential issues that a cursory overview might not highlight.

Another addition to the WBS which would assist with resource and duration optimization would be the addition of regular team meetings.  These meetings, not be scheduled daily at the frequency inherent in the scrum methodology, would help the project manager to identify deficiencies in the project and rebalance resources as needed.  Therefore, by catching changes and new developments as they happen rather than several phases later, the project manager would be able to respond much more effectively.  We expect that this would help to eliminate delays from improper resource allocation and the like.

Similarly, regular status reports to project stakeholders will allow the project team to communicate current state to the stakeholders.  These reports, sent on a roughly weekly basis, should provide a good feel for the current standing of all tasks and the issues that the team is facing.  Because the stakeholders have unique perspectives on the project, they will be able to lend their past experiences to the team, providing an input otherwise unreachable.  Ideally, this would help to quickly resolve issues the team is experiencing and avoid potential concerns.  Furthermore, keeping stakeholders up to date on the project will help to insure that they remain “bought into” the project and do not develop an opposition to the team’s work by keeping them as a part of the active team.


Following along a very similar path, we would recommend that bi-weekly status reports be sent to the client, as well.  Serving a similar purpose as the reports sent to the stakeholders, these reports are generally expected from clients.  They would also keep the client informed of resource expectations that the project team is making on their end and keep the client apprised of current duration estimates.  Because the client’s needs are closely aligned with project task durations, keeping the client informed of duration status will help to manage client expectations.

Milestones for WBS

In compliance with the deliverable requirements, we will describe the following eight milestones using the SMART criteria because they are the most important.


The milestones in our project are located at the initiating complete, planning complete, website construction complete, executing complete, deployment completed (Rollout), testing complete, controlling complete and project completed.   The reason why we chose these as our milestones is because they follow the SMART criteria.  Each milestone is specific, measurable and assignable, along with being realistic and having a time-frame in which the objective should be completed.  


The first important milestone of our project is the initiating complete.  We felt that this was an important milestone because it includes the development of the business case and project charter, stakeholder analysis and the assigning and defining of the project team.  These pieces of the project are all specific, measurable and assignable tasks.  Each employee knows what they need to do, and who the deliverables should be delivered to.  These tasks are realistic as they are the basic outlines for the project and they have a time-frame in which they need to be completed.

The next milestone is to have the planning complete.  This includes creating the team contract, scope statements, budget estimates, schedule, and the identifying the project risks.  All of these steps are specific, measurable and assignable.  The employees know what needs to be included in the plans, how they should be distributed and who each deliverable needs to be delivered to.  Also, these are realistic tasks that can be completed within an allotted time.

The following milestone is the website construction complete.  This is important because the website is the main focus of the project.  This task is specific, measurable and assignable because all of the employees involved in this task know what their role is and what they must complete.  The task is also realistic as it is an obtainable goal, and can be done within a certain time-frame.

Executing complete is the next important milestone of the project.  This milestone is important because it contains specific, measurable and assignable tasks.  The employees involved in this task know their role, what they must complete and who they should deliver their completed task to.  This task is also a realistic task that has a time-frame and should show progress and various task completions from the employees along the way.  

The next milestone is deployment complete (Rollout).  This task is important because it includes tasks such as getting the system online, conducting the test pilot, a review with stakeholders, launching the site, and site promotion.  All of these tasks are specific, measurable and assignable because the employees involved in the said tasks, such as launching the site, know what their role is in completing the task in the appropriate time-frame.  Also, this task is a realistic task as all of the parts are able to be completed by the employees and with the resources provided. 

The following milestone is the testing complete.  This task includes deliverables such as developing a test plan and having an external user evaluation.  These tasks are specific, measurable and assignable.  The employees who are assigned to these various tasks understand their role in the completion of the task and know who their deliverables go to.  Also, the task is realistic and can be completed within the given time-frame.

Another important milestone is the controlling complete.  This milestone is specific, measurable and assignable.  The employees involved with the completion of this task know their role.  For example, those who are involved with template, CMS, technical, deployment, help and user level documentation know who the deliverables must be delivered to.  This milestone is also realistic and has a time-frame in which the tasks must be completed.

The final milestone is the project completed milestone.  This is a very important task as it marks the completion of the project.  This task is specific, measurable and assignable because the project will be completed, and all assigned and measurable tasks will be done and delivered to the proper person by the employees.  Finally, this task is realistic and can be done within a specified time-frame. 

Project Human Resource Management

	Responsibility Assignment Matrix for Common Cause/PA Website Project

	
	
	
	
	
	
	
	
	
	
	

	Prepared by: Team 8
	Date: 11/29/05
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	WBS Activities
	
	1.2.1
	1.2.2
	1.2.3
	1.2.4
	1.2.5
	1.2.6
	1.2.7
	1.2.8
	1.2.9

	OBS Units
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	

	Project Manager
	R
	R
	R
	R
	P
	R
	P
	R
	R

	
	Interns
	P
	 
	P
	 
	R
	 
	R
	 
	P

	
	Entry Level
	P
	 
	P
	 
	 
	 
	 
	 
	P

	
	
	
	
	
	
	
	
	
	
	

	
	Key: R = Responsible Unit   P = Performing Unit


RACI Chart: Planning Stage

	R - Responsibility
	A - Accountability
	C - Consultation
	I - Informed roles for project stakeholders

	
	
	
	

	
	Project Manager
	Interns
	Entry Level

	Create Team Contract
	R
	A
	A

	Finalize Scope Statement
	R
	A
	A

	Create WBS
	R
	A
	A

	Create Budget Estimate and Financial Analysis
	R
	I
	A

	Survey CC/PA Users
	C
	R
	A

	Prepare Schedule
	R
	I
	I

	Identify Hardware Needs
	C
	R
	A

	Identify Project Risks
	R
	A
	I

	Document Expectations
	R
	A
	A


Assumptions:

When preparing the RACI chart, we used our resource assignments in our WBS as guidelines for responsibility.  We prepared this RACI for the planning phase of our project.  We assumed much of the responsibility for the first few tasks in the planning phase would fall on the project manager.  It is the project managers job to make sure the project starts off on the right track.  Therefore, creating the team contract, finalizing the scope statement, creating the WBS and creating the budget and financial analysis is the responsibility of the project manager all the other employees are accountable for the success of these tasks.  Furthermore, we assumed the interns and entry level employees will have responsibility for tasks more at their level and those are shown in the chart above.  
Constraints and Assumptions: Scope

Constraints:

· Manpower

· Only 1 PM, 4 Interns and 2 Entry Level Workers available for project

· Resources

· Computers/Tools provided

· Hardware is dependent on Kintera’s technology

· Budget

· Limited amount of money

· Time

· 6 month project

· Testing

· Amount of time spent on testing is dependent on the user response to the prototype

Assumptions:

· 8 hr work days/40 hr work weeks

· Interns have enough experience to complete tasks

· Organization has enough money to pay the PM, interns and entry level workers

· Project Manager will handle all marketing and HR tasks

· Organization has the business resources available to support the PM, 4 interns and 2 entry level workers

· Building space, hardware, etc.

Questions for management:

Is it beneficial to have a pilot site before launching the real thing or is it a waste of time and money?

· The reason for the pilot site is to gain user feedback and to test all areas of the site before final launch.  It also allows adjustments to the style and layout to meet the management’s specifications.  

Since there is a limited amount of resources, is the deadline set in stone or can it be more tentative?  How much of a problem will it be if the project goes past the deadline?

When will we know what type of hardware will be provided since the scope assumes and depends much on the partnership of Kintera?

Is there any way to acquire outside funds to help maximize the potential of the project?  

Project Cost Management

Cost Estimate

	WBS ITEMS
	HOURS
	COST/UNIT/
HR.
	SUBTOTALS
	WBS LEVEL 1 TOTALS
	% OF TOTAL

	Initiating
	
	
	
	$4,886.00 
	4.40%

	Summarize current website features
	12.00
	$26.67
	$320.00
	
	

	Identify current deficiencies of online content
	8.00
	$27.50
	$220.00
	
	

	Identify vision and goals for online presence
	4.00
	$40.00
	$160.00
	
	

	Review past lessons learned
	1.00
	$40.00
	$40.00
	
	

	Develop business case
	16.00
	$27.50
	$440.00
	
	

	Develop project charter
	35.00
	$22.00
	$770.00
	
	

	Determine project scope
	10.00
	$40.00
	$400.00
	
	

	Determine major milestones
	28.00
	$22.00
	$616.00
	
	

	Identify stakeholders and sponsors
	16.00
	$40.00
	$640.00
	
	

	Assemble Project Teams, Define Roles
	32.00
	$40.00
	$1,280.00
	
	

	Completed initiating stage
	0.00
	$0.00
	$0.00
	
	

	Planning
	
	
	
	$3,906.67 
	3.52%

	Create Team Contract
	28.00
	$22.00
	$616.00
	
	

	Finalize Scope Statement
	4.00
	$40.00
	$160.00
	
	

	Create WBS
	32.00
	$22.00
	$704.00
	
	

	Create Budget Estimate and Financial Analysis
	8.00
	$40.00
	$320.00
	
	

	Survey CC/PA Users
	16.00
	$26.67
	$426.67
	
	

	Prepare Schedule
	24.00
	$40.00
	$960.00
	
	

	Identify hardware needs
	8.00
	$26.67
	$213.33
	
	

	Identify Project Risks
	4.00
	$40.00
	$160.00
	
	

	Document expectations
	16.00
	$21.67
	$346.67
	
	

	Completed planning stage
	0.00
	$0.00
	$0.00
	
	

	Executing
	
	
	
	$51,520.00 
	46.40%

	Content Management System
	320.00
	$22.50
	$7,200.00
	
	

	Templates and tools
	40.00
	$22.00
	$880.00
	
	

	Site Design
	280.00
	$22.00
	$6,160.00
	
	

	Site Construction
	880.00
	$22.00
	$19,360.00
	
	

	Implement statistics
	160.00
	$22.00
	$3,520.00
	
	

	Measure project benefits
	112.00
	$21.43
	$2,400.00
	
	

	Develop security
	480.00
	$25.00
	$12,000.00
	
	

	Completed executing stage
	0.00
	$0.00
	$0.00
	
	

	Deployment
	
	
	
	$7,440.00 
	6.70%

	Coordinate information with Kintera
	224.00
	$21.43
	$4,800.00
	
	

	Deployment
	96.00
	$27.50
	$2,640.00
	
	

	Rollout
	
	
	
	$11,467.50 
	10.33%

	Pilot
	295.42
	$22.00
	$6,499.17
	
	

	Review Pilot with stakeholders
	30.42
	$22.00
	$669.17
	
	

	Deploy Production System
	160.00
	$22.00
	$3,520.00
	
	

	Site promotion
	35.42
	$22.00
	$779.17
	
	

	Completed rollout
	0.00
	$0.00
	$0.00
	
	

	Completed deployment stage
	0.00
	$0.00
	$0.00
	
	

	Controlling
	
	
	
	$24,167.83 
	21.77%

	Staff status meetings
	0.00
	$0.00
	$0.00
	
	

	Stakeholder status reports
	2.00
	$20.00
	$40.00
	
	

	Status reports to client
	0.02
	$16.67
	$0.33
	
	

	Implement integrated change control
	56.00
	$21.43
	$1,200.00
	
	

	Execute specific change control plans
	70.00
	$21.43
	$1,500.00
	
	

	Measure and report performance
	28.00
	$21.43
	$600.00
	
	

	Monitor project variance
	168.00
	$21.43
	$3,600.00
	
	

	Testing
	265.50
	$18.33
	$4,867.50
	
	

	Fix Defects Found in Testing Stage
	56.00
	$21.43
	$1,200.00
	
	

	Training
	160.00
	$18.75
	$3,000.00
	
	

	Documentation
	408.00
	$20.00
	$8,160.00
	
	

	Completed controlling stage
	0.00
	$0.00
	$0.00
	
	

	Closing
	
	
	
	$7,650.00 
	6.89%

	Review and accept project results / customer acceptance
	112.00
	$21.43
	$2,400.00
	
	

	Evaluate results
	91.00
	$21.43
	$1,950.00
	
	

	Create software maintenance team
	112.00
	$21.43
	$2,400.00
	
	

	Update and archive all project records
	14.00
	$21.43
	$300.00
	
	

	Reassign resources/release team
	28.00
	$21.43
	$600.00
	
	


Key Assumptions

The above costs were factored on the basis of the following personnel rates:

Project Manager: $40/hr

Interns (2): $20/hr

Entry Level Developers (2): $15/hr

One assumes that the above defined timeline estimates have sufficiently allowed for the adequate completion of the work to specification (and client satisfaction).  This, therefore, implies that the cost estimates are as accurate as possible at the present time. 

The estimates are provided under the assumption that the personnel allocations are adequate and not excessive.

Cost Baseline

See Appendix A (attached .pdf file).
Cost Calculations
Planned Value = 60% of the budget at completion (BAC)

= 0.6 * $111,038.00 = $66,622.80
Earned Value = 56% of the budget at completion (BAC)

= 0.56 * $111,038.00 = $62,181.28

Actual Cost = 50% of the budget at completion (BAC)

= 0.5 * $111,038.00 = $55,519.00
Cost variance = Earned Value – Actual Cost
= $62,181.28 - $55,519.00 = $6662.28

Schedule Variance = Earned Value – Planned Value
= $62,181.28 - $66,622.80 = -$4441.52

Cost performance Index = Earned Value / Actual Cost
= $62,181.28 / $55,519.00 = 1.12

Schedule Performance Index = Earned Value / Planned Value
= $62,181.28 / $66,622.80 = 0.933
Estimate at Completion = Budget at Completion / Cost Performance Index


= $111,038.00 / 1.12 = 99141.07
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This chart tracks project performance for the first half of the project.  The planned value (PV), or the cumulative planned amounts for all activities by month, reveals the portion of the approved total cost estimate planed to be spent on the project.  The actual cost (AC), or the cumulative actual amounts for all activities by month, is slightly less than the planned value for the project.  Furthermore, the earned value (EV) shows the cumulative earned value amounts for all activities by month.  The graph shows that estimates of the value of work actually completed are a little higher than the planned value for the project.

Cost Explanation

The calculations for cost and schedule variance as well as performance index reveal that the project has a few problems.  Our calculations reveal the project is behind schedule and is taking longer than planned to perform the work.  Since the schedule variance value is negative (-$4441.52), it took longer than expected to perform the work.  Our schedule performance index value being less than one (0.933) reveals that the project is behind schedule.  Since the cost variance value is positive ($6662.28), performing the work cost less than planned.  The greater than one cost performance index value (1.12) reveals that the project is under budget.  
One explanation for these values is that they are due to a missed milestone early during the course of our project.  Our team did not get some important staff members assigned on time, despite having verbal agreements with their prior engagement managers.  Therefore, due to lack of staff, we were not able to complete all of the planned tasks by their milestone dates until the staffing issue was corrected.  Consequently, we did not spend as much of our budget as expected.  Also, as a result, the project took longer than expected.  However, once the required resources were obtained, the staff was able to work overtime to complete all milestones ahead of schedule.  This resulted in the budget reapproaching our estimated values, but overall continuing to remain under the curve.
Since our project is slightly behind schedule (based on the schedule performance index of 0.933), an informal meeting with the management team should be scheduled to alert them about the situation.  However, a formal meeting with senior management is not required unless the schedule deviates at least 10% from the expected schedule.  The proposed informal meeting should inform management that we are working to obtain the resources needed to get back on schedule while staying under budget.  This is in keeping with our agreed upon standards with CC/PA’s management team. 
Project Quality Management

Quality Standards and Requirements

Standards:

· Website works on all browsers

· Accessible to all users: website can be used by the disabled

· All work developed is to be in accordance with ISO 9000 Standards

· Website must meet W3C accessibility standards

Requirements:

· Address downtime within one hour

· Completed project meets all specifications and satisfies all needs: the website must accomplish the desired goal and meet all expectations

· System available 24/7:  the website is available at all times, except during updates or reconstruction

· System available to all users: anybody can use and view the website

· System is easy to find/navigate: website is linked to the main Common Cause website; website is easy to find through web searches and easy to navigate

· Users should be able to access important data within three clicks
Quality Assurance Plan
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1.0 Draft Quality Assurance Plan


1.1 Introduction

Quality assurance includes all of the activities related to satisfying the relevant quality standards for a project.  In the case of the Common Cause project our group had three main activities related to satisfying the quality standards for the project.  The first activity was to talk with our stakeholders and our sponsor, James Eisenstein.  This activity allowed us to further understand the goal of the project and the level of quality desired for the website.  The second activity was we made sure that the people working on the project were qualified and skilled enough to complete the tasks assigned to them.  The final activity that the team did to satisfy the relevant quality standards for the project was to test the website.  This included presenting and testing the website with our stakeholders and sponsors, along with chosen members of Common Cause.  This allowed us to receive feedback regarding the website and to make changes if needed.


1.2 Purpose

The Purpose of this project was to create a website for Common Cause PA so that they could get information out to their customers regarding politics.


1.3 Policy Statement

Team 8 is dedicated to working with Common Cause PA to develop and deploy a website that satisfies all needs and requirement as agreed upon by the team, the stakeholders and the sponsors for the project.


1.4 Scope

Common Cause of Pennsylvania’s goals include continuing growth and spreading their message across the state.  The CC/PA website project will support these goals by increasing the visibility of CC/PA with the creation of a customized site.  The site will provide documentation of local legislation and legislators as well as recruitment information to help the growth of the organization.  For existing members, the site will provide updates, alerts, and information of their local legislator.  
2.0 Management


2.1 Organizational Structure


The organizational structure of Common Cause is centralized and mechanistic.


2.2 Roles and Responsibilities



2.2.1 Technical Monitor/Senior Management

The technical monitoring is done by the Project Manager, along with the web specialist and network specialist (the two entry level workers).  Senior management is the project manager along with the sponsors for the project and the leader of Common Cause PA.



2.2.2 Task Leader


- Catriona Cornett



2.2.3 Quality Assurance Team


- Team 8


- James Eisenstein, Project Sponsor


- Project Manager


- Other employees (Interns, Entry level workers)



2.2.3 Technical Staff

- Project Manager

- 2 Entry Level Workers

- 4 Interns

3.0 Required Documentation

The documentation that was required for the project is the same for most projects.  To start the team created a team contract, and business case which includes a financial analysis and potential risks to list a few.   Also, there is a document that set the roles and responsibilities for each employee.

4.0 Quality Assurance Procedures


4.1 Review Process



4.1.1 Review Procedures

An important part of the project is to make sure that the website is as complete as the stakeholders and sponsors desired.  This required some form of review.  Our team decided to launch the website in a beta form so that the sponsors, stakeholders and other users could test the site.  This gave them an opportunity to not only see and use the site, but to review it.  After the first session any problems that arose or changes that needed to be made were done.  The team then tested the website again until there were no problems or desired changes, thus reviewing the website until the goals of the project were met.


4.2 Audit Process



4.2.1 Audit Procedures

The quality audit is a review that is designed to identify lessons learned throughout the project.  To do this each employee was to keep a personal log of issues that arose and what they felt should be done about the issue, or how it could have been prevented.  From there the employees would have a meeting with the project manager so that he would be able to prevent similar problems from happening in the future.  This ultimately provided a log of lessons and way for the team and for Common Cause to learn from them.


4.3 Evaluation Process

The evaluation process of the managers began with the review of the website in the testing phase of the project.  However, the this process continued after the project was completed as the real evaluation would be whether or not the website was able to accomplish the goal of the project; to provide information to the citizens of Pennsylvania about government issues and other issues regarding politics.


4.4 Process Improvement

The project could have been improved in some areas.  To start the project did not have all the employees needed to stay on schedule.  To improve this better communication between project mangers is desired as one did not tell the other that a project was behind schedule, thus holding employees back from working on the new schedule.  Another area that could be improved is the process of planning. 

5.0 Problem Reporting Procedures
5.1 Noncompliance Reporting Procedures

To report any form on noncompliance simply works through the chain of command.  In the case of this project the employee would first go to the project manager, and then work their way up to the head of Common Cause.  Once this is established a meeting with a team member is set and any problems are then worked out as needed.

Benchmarking and Checkpoints

Benchmarking “generates ideas for quality improvements by comparing specific project practices or product characteristics to those of other projects or products within or outside of the performing organization.”
  Most of this project did not have too many checkpoints or benchmarks to use to compare to other companies as a standard.  The two main benchmarks that we were able to compare to other websites were the downtime and the usability.  In the case of the Common Cause website, only 2 hours per week is used as downtime for maintenance and updates needed for the website.  The second benchmark is the requirement that the website works with all browsers.  


Project practices that we should compare for a project process would be to compare the testing phase of our website to the testing phases of major corporations when they develop and deploy a new website.  This procedure has most likely been done many times by the corporations and is extremely efficient.  By understanding and examining their process the team would be able to generate a quality improvement for the next time that the website is overhauled.


Another checkpoint in the project is the deployment phase.  In this case we should compare the launching of the website to the launching of a product.  This would not only include the technical aspects of the launch, but also the advertising and marketing needed to expose the new product.  This should be compared to how a company promotes any new product.  At the same time Common Cause should examine how in-depth the company goes to prevent any errors in the product or how to know when the best time is to launch the product.  By evaluating the process in which a company deploys their product, from in-house to marketing, would improve the process by which Common Cause would launch their “product” or website.


Since Common Cause is a volunteer based company, the cost of the project could have a major impact on the organization.  This, of course, would require a cost recovery.  In this instance the organization should examine other volunteer companies in all aspects to determine how they gain donations or recover from their expenses.
Pareto Diagram for Common Cause/PA Website Project
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Project Risk Management

Probability/Impact Matrix
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Probability and impact scores for each risk:
	Risk
	Probability Score
	Impact Score

	R1
	0.4 = 40%
	10

	R2
	0.4 = 40%
	8

	R3
	0.4 = 40%
	8

	R4
	0.8 = 80%
	9

	R5
	0.8 = 80%
	3

	R6
	0.4 = 40%
	5


Rationale for negative risk: For risk R1, we determined that the risk of hardware has a medium probability of occurrence and a high impact on meeting the project objectives.  We allocated a 40% probability for this risk because it is a middle range percentage.  It is difficult to judge so this probability could interchange with 50%.  We did not see this risk as a high probability of occurrence because it was relayed to our team that Kintera is the supplier for all of Common Cause.  For the impact on the project, we determined that an impact score of 10 out of a scale from 1-10 is necessary.  We claimed this to be the highest impact score because without hardware, the project is not feasible.  There is not a great probability of this risk occurring however if it does, it dramatically impacts the outcome of the project. 

Rationale for positive risk: For risk R5, we determined the risk of improved efficiency has a high probability of occurrence and a low impact on meeting the project objectives.  We allocated 80% probability for this risk because it is a high range percentage.  We saw this as a high probability because we the success of the project, improved efficiency will be a very likely result.  For the impact on the project, we determined that an impact score of 3 out of a scale from 1-10 is necessary.  We deemed this impact a three because this risk does not effect meeting the project objectives.  Improved efficiency would be a luxury for Common Cause/ PA with the success of the project but it does not impact the meeting of the project objectives. 

	Risk Register

	No.
	Rank
	Risk
	Description
	Category
	Root cause
	Triggers

	R1
	1
	Hardware
	A major portion of this project involves the right hardware to hold the organizations website. A national level sponsor, Kintera, is supposedly the provider for all hardware needs.  There will be a major roadblock in the project if they do not sign off on the proper hardware.
	Technology Risk
	We did not get confirmation from the project sponsor to see if the hardware was approved.
	Communication relationship is unknown between sponsor and Kintera.

	R4
	2
	Resources
	This project is volunteered based.  There is no certainty that there will be enough volunteer resources to accomplish project.  If not, there may not be enough money or any money at all to outsource for a solution. 
	Financial Risk
	There is no money coming into the organization.  It is also not certain how many volunteers have experience or that are willing to take on such a project.
	No budget could make the project unfeasible or the unwillingness of volunteers.  

	R3
	3
	New Customer
	Our team has never worked with this organization before. We do not know much about them.  We may have trouble working with this organization since they are new to us and a good relationship has not been built yet.
	People Risk
	We obtained a contract with the organization to work on their project without getting to know the client well.
	The project manager and team realize we could misunderstand the customers expectations and needs since we do not know much about them.

	R2
	4
	Acceptance
	The goal of the project is to develop a more visible site customized to the constituents of Pennsylvania.  By doing this CC/PA hopes to be more marketable in attracting new members to the organization.
	Market Risk
	The organization is displeased with their visibility and control over their space on the Internet. 
	The development of a new website draws more users and potential members to the organization.

	R5
	5
	Improved Efficiency
	Implementing a new website has the opportunity to efficiently display news, legislation, etc. to a customized site for the purpose solely for CC/PA.
	Structure / Process Risk
	National level of organization took over CC/PA website.
	CC/PA wants to have its own identity and this can happen through their customized website.

	R6
	6
	Testing
	A testing software can be used to test the website in which it would reduce the projected timeline allotted for testing.
	Technology Risk
	The project team that will be implementing the website may not have the experience or ability to provide optimal testing.
	The client would like to see the project completed as soon as possible but has allotted the six month time frame.

	No.
	Potential Responses
	Risk Owner
	Probability
	Impact
	Risk Factor
	Status

	R1
	Make sure a sign off is collected from project sponsor confirming hardware will be provided from Kintera.  Have project manager set up a meeting with project sponsor.
	Project Manager 
	Medium
	High
	4
	Project manager will set up meeting with project sponsor within the week of 10.14.05.

	R4
	Make stakeholders and project manager sensitive to the fact that there could be not enough volunteers to accomplish project unless some money is spent to build the website.
	Project Client
	High 
	High
	7.2
	Client will advertise and promote volunteer positions inside the organization to gain resources for project.

	R3
	Have the project manager understand that it takes time to get to know the customer well. Have project manager set up a meeting with the client along with the team to clarify the wants and needs of the client.
	Project Manager 
	Medium
	High
	3.2
	Meeting was already set up and attended by project manager, team members, and customer stakeholder.

	R2
	Features can be added to the site to track the visibility of the site such as tickers.  Organizational members can take a survey to give feedback on the new design of the site.
	Project Manager
	Medium
	High
	3.2
	User acceptance can be tracked after implementation.  Project manager will deploy survey to members and site 2 weeks after new site is in use.

	R5
	Have the volunteers of the organization document the ease of use or any problems with the new website once the project is implemented.
	Project Manager
	High
	Low
	2.4
	Improved efficiency can be monitored and documented after completion.

	R6
	A testing software can be purchased or possibly provided by Kintera to help cut time.  Since this would the first time a software is used, problems could cause testing to go longer.  This has to be communicated to the client to be confirmed.


	Project Manager
	Medium
	Medium
	2
	Project manager will set up meeting with project sponsor within the week of 10.21.05.


List of Prioritized Risks for 

Common Cause/PA Website Project
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	Ranking
	Potential Risk

	1
	Technology Risk – Not having the hardware needed approved by Kintera

	2
	Financial Risk – Not having the budget necessary to complete project (considering it is a nonprofit organization)

	3
	People Risk – Not communicating well with client and major stakeholders

	4
	Technology Risk – Staff and project team may not have the experience or ability to provide optimal testing

	5
	Market Risk – The new website will increase the visibility of Common Cause

	6
	Structure Process Risk – Common Cause/PA will have their own way of structuring their website and having the capability of posting whatever information they please on their website


Milestone Report for Common Cause/PA Website Project
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	Milestone
	Date
	Status
	Responsible
	Issues/Comments

	Initiating
	
	
	
	

	Completed scope draft
	10/27/05
	Completed
	Catriona
	Reviewed with sponsor

	Assemble project teams, define roles completed
	10/20/05
	Completed
	Andrey, Jan
	

	Completed initiating stage
	10/20/05
	Completed
	Catriona
	Good start

	Planning
	
	
	
	

	Completed schedule
	11/10/05
	Completed
	Catriona
	Request to have schedule be tentative

	Completed planning stage
	11/11/05
	Completed
	Catriona
	Went well overall

	Executing
	
	
	
	

	Completed CMS development
	11/25/05
	Theoretically Completed
	Entry Level 1 & 2
	

	Completed Templates
	11/14/06
	Theoretically Completed
	Project Manager
	

	Completed site design
	11/23/05
	Theoretically Completed
	Project Manager
	

	Completed website construction
	11/30/05
	Theoretically Completed
	Entry Level 1
	

	Completed security development
	1/19/06
	
	Entry Level 1
	

	Completed executing stage
	1/19/06
	
	Project Manager
	

	Deployment
	
	
	
	

	Completed deployment stage
	2/2/06
	
	Project Manager
	

	Rollout
	
	
	
	

	Modify items as necessary
	2/13/06
	
	Entry Level 1
	

	Completed Pilot
	2/13/06
	
	Entry Level 1 & 2
	

	Completed stakeholder review
	2/14/06
	
	Project Manager
	

	Deploy production system complete
	2/20/06
	
	Project Manager
	

	Completed rollout
	2/21/06
	
	Project Manager
	

	Completed deployment stage
	2/21/06
	
	Project Manager
	

	Controlling
	
	
	
	

	Status reports
	16th of every month
	
	All
	

	Stakeholder status report
	Every Wednesday
	
	Project Manager
	

	Status reports to client
	Every other Wednesday
	
	Project Manager
	

	Completed external testing
	3/13/06
	
	Entry Level 1
	

	Completed unit testing
	3/13/06
	
	Entry Level 1
	

	Completed external testing
	3/17/06
	
	Entry Level 1
	

	Completed integration testing
	3/17/06
	
	Entry Level 1
	

	Completed external testing
	3/20/06
	
	Entry Level 1
	

	Completed testing stage
	3/21/06
	
	Entry Level 1
	

	Training materials complete
	3/28/06
	
	Intern 1
	

	Completed documentation
	3/28/06
	
	Intern 1 & 2
	

	Completed controlling stage
	3/28/06
	
	Project Manager
	

	Closing
	
	
	
	

	Project concluded
	4/4/06
	
	Project Manager
	


Final Report 

Overview of Project
Team 8 saw this project as an opportunity to learn valuable project management skills. This particular project was chosen because it was thought of as a challenge to exercise project management skills and to demonstrate our capability of handling the tasks involved with such a project.  

What was Produced?
What we produced was a project management plan for Common Cause of Pennsylvania to implement a new website for their organization.  We theoretically went through all the phases of the project to completion to get an idea of how a project like this would work out as well as developing the project management skills taught in this class.  

Tools Used
Although we ran into some problems throughout the project with different managerial issues, our team completed this project with success.  To help with the success of the project our team utilized many project management tools.  We used tools such as Microsoft Project to create our WBS and Gantt chart.  We also utilized many templates to keep our documentation standard and professional.  

Overall Lessons Learned
As explained further in our Lesson Learned Report, we did have some things go wrong in our project along with many positives.  We did have troubles with scheduling issues with resources.  Furthermore, communication with key stakeholders could have been stronger.  Having these mistakes helped our team learn for future opportunities.  We learned that communication with stakeholders is very necessary to save time, effort and money.  We also learned that by obtaining signatures and sign offs for certain items will help ease some pain later on in the project with conflicts.  Overall we gained many project management skills that we can utilize in the future.    
Lessons Learned Report
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Date: December 9, 2005
Project Name: Common Cause/PA Website Project

Project Sponsor: James Eisenstein


Project Manager: Catriona Cornett


Project Dates: 10/17/05 – 4/4/06

Final Budget:
$111,038


	1. Did the project meet scope, time, and cost goals?

Common Cause needed a web site quickly and efficiently.  As such, we prioritized the triple constraint.  Doing this, we were able to meet all of our goals regarding time cost and scope.  

2. What was the success criteria listed in the project scope statement?

As defined earlier in our scope statement, our goal is to complete this project within six months of the start date and for no more than $144,000.  The project will be successful if it will draw new users to the website and increase donations to the organization by 25%.  To meet these goals, the website must be professionally designed and it must stay consistently dependable and secure. The site must not be down for more than 2 hours a day for maintenance repairs. It must also be easily managed by the organization and its users.  Precise facts and information are to be presented without any flaws or misrepresentations.

3. Reflect on whether or not you met the project success criteria.

The project ended successfully by meeting the criteria above.  The website was tested and was found to have no flaws in security or maintenance. The site was turned over to Common Cause/PA with the proper training to be easily maintained by its staff.  However, it will take a longer period of time to test if the success was met in increasing donations by 25%.  As a bonus to the criteria, we were able to complete the project under the estimated budget.   

4. In terms of managing the project, what were the main lessons your team learned?

There were many beneficial lessons that were learned while managing this project.  First, a lesson was learned with working with stakeholders.  It is necessary to communicate and work with stakeholders early in the project and STAY in contact with them.  The project started with contact of major stakeholders and clients but failed to stay in contact with them often.  This led to scheduling issues.  Second, how to deal with resource allocation was learned.  It should be defined at the beginning of the project when resources are needed and put in writing that resources will be available for their assigned dates.  This was not handled properly in our project and it caused the project to be behind schedule.  Third, we learned how to better manage our budget.  We allocated way too much money up front in the project which left us short when coming up on the completion of the project.  More money is needed when trying to get the project out the door so less money should be allocated up front.  Lastly, one of the main lessons we learned throughout this project was in training.  We underestimated the training we need to provide for the staff of Common Cause so more time needed to be allotted to make sure that Common Cause was left with a good feeling of how to use and maintain their new website.  

5. Describe one example of what went right on this project.

One example of something that went right with this project was the quality of the project.  This was because we had quality employees working on the project.  Although we had some inconveniences with having all of our resources at the right time, they work they completed meet our project quality standards.  The project teamed worked well together and there was key communication with one another. The morale of the team was lifted at every milestone with incentives to keep working hard.

6. Describe one example of what went wrong on this project.

Communicating with some of our major stakeholders was a problem that occurred in this project.  This was our biggest lesson learned.  We met with these stakeholders at the beginning of our project and received what their requirements and expectations were.  However, as the project developed and more of the pages of the site were being constructed, the communication with key stakeholders lacked.  This caused us to have to go back, in some cases, to revise the design of the pages to meet the standards or likes of the stakeholder.  This easily could have been avoided with more contact of the stakeholders.  

7. What will you do differently on the next project based on your experience working on this project?

If given an opportunity to do another project like this, we would take some actions differently. Mainly, the lessons that were learned completing this project would help to complete another project with fewer complications.  This would again be contacting stake holders early and often. This would also include having our resource allocation defined in writing at the beginning of the project.  The management of the budget would be run differently by allocating less money up front and having more money near the completion of the project to help push the product out on the market.  One suggestion we may do differently on another project that has not been mentioned to this point, would be to create our work breakdown structure in a different way.  We would create it in a deliverable oriented way instead of using the phases of project management.  The WBS would be broken down into functional groups so each group would have its own WBS.  This would be tested out and then compared to the phase oriented WBS to weigh pros and cons.  










� Schwalbe, Kathy. Information Technology Project Management 4th ed. Thompson Course Technology, 2006.
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