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1.�INTRODUCTION

��1.1�Project Management Approach



The suggested approach is based upon PRINCE (PRojects IN a Controlled Environment), the standard project management method as recommended by the MAC Initiative/Ingres Family.



The phrase ‘based upon’ needs, perhaps, to be stressed.  The University’s intention is to follow the principles laid down in the methodology rather than slavishly adhere to its minutiae, some of which will not be relevant to the fingal project.  In short, a structured approach need not result in bureaucracy: the emphasis will be on the production of quality, working, products, not the automatic generation of documentation for its own sake.

��1.2�Purpose of Document



The purpose of a Project Initiation Document (PID) is to define a project by bringing together all the key information needed to start a project on a sound basis.  It also communicates that information to all concerned with the project.

��1.3�The General Ledger/Accounts Payable Project



The PID defines the first Phase of the Finance Applications Implementation Project which has the overall objective of replacing the current Finance System at Bradford University with LogICL Systems’ ‘Powersolve’ software, as recommended by the Administrative Computing Management Group. 



Phase I extends to the General and Creditors Ledgers (to be replaced by the relevant modules of LogICL Systems’ ‘Powersolve’ package) together with the Bank Reconciliation System.  The Powersolve Bank Reconciliation System has not been thoroughly evaluated as yet, and it is therefore unknown, at this stage, whether it will meet the University’s requirements. This Phase of the project will be known as the FINance General & Accounts Payable Ledgers Project (FINGAL).

���1.4�Level of PID



The Project Plans detailed in this PID are at a high level and subject to change following the Project Initiation Meeting (PIM) and discussions with LogICL Systems’ implementation consultants.  Stage Plans will be produced and presented at a far lower level of detail.  These will provide a more accurate estimate of resources, costs, and timescales.



Changes and additions made to Version 2.0 this document, as a result of the Mid-Stage Meeting held on 11 May 1995, have been marked with a vertical bar in the left-hand margin.

���(PROJECT ORGANISATION STRUCTURE DIAGRAM)



�

3.�PROJECT BRIEF

��3.1�Background



There is a continuing requirement to migrate financial applications away from the  ICL ME29 computer.  Such a migration policy not only addresses the business risk associated with the age of the ICL equipment, it also provides significant cost reductions.  Additionally, up-to-date technology allows flexible access to data, in a manner largely unavailable through the current system, by means of improved data storage and system functionality.



For the purposes of the fingal phase of the project, the Finance System formally com�prises General Ledger, Accounts Payable, and Bank Reconciliation.  Consideration of Accounts Receivable, Purchase Ordering, Commitments, and Budgets had originally been deferred until Phases II - IV of the Finance Systems Implementation Master Pro�ject.  Negotiations have already commenced with LogICL Systems, however, with a view to possible modifications to the ‘Powersolve’ Accounts Receivable module (see below).  Furthermore, the fingal Project Board has expressed the wish that an evaluation of the ‘Powersolve’ Commitment and Budgeting Systems should proceed in tandem with the implementation of the General Ledger and Accounts Payable modules, always providing that such an evaluation in no way imperils the 1 February 1996 Live Date.



The initial aim of the project was to implement ‘Prophecy’, the package selected by the MACi Ingres Family Project Team.  ‘Prophecy’ is a multi-modular package, written in Australia by Computer software Packages Pty., and marketed in the UK by Radius Computer Services Ltd.  A feasibility study was therefore carried out, during which the University’s requirements for the General Ledger, Accounts Payable, Accounts Receivable and Bank Recon�ciliation were matched against the functionality provided by the corres�ponding ‘Prophecy’ modules.  The study was carried out by ACU and members of the Central Finance department, working in close co-operation.



The feasibility study arrived at three conclusions:

���(i)�That ‘Prophecy’ could adequately meet the University’s needs in the areas of General Ledger and Accounts Payable;

���(ii)�That the ‘Prophecy’ Bank Reconciliation system would not be appropriate to the University’s needs;

���(iii)�That the ‘Prophecy’ Accounts Receivable module did not adequately meet the University’s needs in several major areas of functionality.

���

































3.1 cont.�As a direct result of the third of these conclusions, a further four-week study was undertaken to find an alternative packaged solution for Accounts Receivable.  The outcome of that study was a consideration of the corresponding module of ‘Powersolve’, a package developed and marketed by LogICL Systems, a partnership in which the major partner is ICL.  It too, however, failed to meet the Univers�ity’s requirements for a workable Accounts Receivable system in its then-current form.  The decision was there�fore taken to defer the migration of this area until February 1996, by which time the migration of the remaining Finance areas should have been completed (ie it had now become Phase II of the Finance Systems Implementation master project).



Those who carried out the ‘Powersolve’ evaluation, however, were of the opinion that its general functionality was superior to that of ‘Prophecy’, and that the University should consider evaluating its General Ledger, Accounts Payable, and Bank Reconciliation modules before irrevocably contracting for ‘Prophecy’.  Contact was therefore made with ICL, and a copy of the package, together with the hardware required to run it, was loaned to the University for a two-week period during November 1994.



At the end of this evaluation the Team members were unanimous in their opinion that, having regard to the University’s particular needs, ‘Powersolve’ was the better of the two products, and that cost and resource negotiations should commence with ICL.  A summary report of their findings was produced and this was presented to Deputy Vice Chancellor Professor Costall, on Monday 12th December 1994 by the Project Board.  Professor Costall supported the Project Board’s recommendation, and the University of Bradford subsequently signed with ICL’s LogICL Systems Division, it having been agreed that the University could be used as a reference site.���3.2�Project Scope

��3.2.1�Project Description



ICL LogICL Finance Systems’ ‘Powersolve’ package will provide a fully integrated General and Creditors Ledger system.  The Bank Reconciliation module was not tested during the feasibility study but will be assessed during Stage 3 of the fingal implement�ation.



The ‘Powersolve’ modules will be fully integrated with other relevant computer systems, namely, the Debtors Ledger (currently operating within the ME29 environment) and the ‘Open Door’ Payroll replacement system.  Interaction with the free-standing Grants system will not be affected for the present: control totals will continue to be produced, in hard-copy format, for reconciliation purposes.



The Project will end with the implementation and satisfactory operation of the system, and the formal acceptance of the system by the Users, the fingal Project Assurance Team, Operations, and the fingal Project Board.

��3.2.2�Objectives

���(a)�To review and rationalise current business practices, tailoring them to the enhanced functionality of a system which makes use of a fully-relational database.

���(b)�To implement General and Creditors Ledgers which will not only meet the current requirements of the Central Finance department but which will also allow the future production and dissemination of management information to authorised users within Academic and Non-Academic departments.

���(c)�To study the data structures of the requisite modules and design models for reporting purposes.

���(d)�To provide reporting facilities as required by users but not provided by ‘Powersolve’s’ internal reporting facilities.

���(e)�To integrate with other computer systems in receiving and providing data as required.

���(f)�To prepare a case for additional equipment and related software, and to prepare technical plans for the installation and operation of this equipment, along with the disposal of any current equipment and software no longer needed.

���(g)�To prepare plans for Training, Testing, and Implementation of the system, and make proposals to the Project Board as to how these will be achieved.

���(h)�Time permitting, to evaluate the Commitment Accounting and Budgeting mod�ules of ‘Powersolve’, with a view to their use as replacements for the current, spreadsheet-based, facilities by 1 February 1996.���

3.2.3�Change



Changes to the base application will comprise:



(a)	Additional Reports



(b)	Tailored Operator, Menu, Field, Interface, and Transaction options.



(c)	Tailored internal security system.



The core application programs of the package will not be changed.



The inherent data structure of the package will not be changed.  It may, however, be augmented to meet local reporting and other requirements.

��3.3�Product Quality

��3.3.1�Quality Criteria



The following Quality Criteria apply to the implemented system:

���(a)�Is it complete, according to the specification?���(b)�Does it meet all user requirements?���(c)�Is it flexible, in terms of being responsive to user change?���(d)�Is it manageable, in terms of user and operator involvement/effort in running it?���(e)�Is it controllable, in terms of costs and benefits?���(f)�Is it backed by workable, acceptable, and documented support procedures?���(g)�Have all interfaces and dependencies in other systems/procedures been satisfied?���(h)�Is it easy to use?���(i)�Is it secure?���(j)�Is the performance acceptable to the users?

��3.3.2�Quality Control



The Project Plan will identify how the Quality Criteria will be met (see Section 5.3)

��3.3.3�Quality Priorities



If, during the life of the Project, circumstances require compromises to be made in product quality, the following factors will be taken into account:

���(a)�Timescales ( The deadline for completion is fixed by the Project Plan and, owing to resource commitments within Central Finance, there is no scope for extending beyond this period.

���(b)�Performance ( It is both unrealistic and impractical to spend an inordinate amount of time on tuning the system to achieve its ultimate performance level (always assuming that such a thing actually exists).  Although user acceptance of performance levels is desirable, a judgement must be made as to whether the added value produced by marginally improved performance is commensurate with the cost of attaining it.

���(c)�Ability to Maintain ( It is important that the system should be flexible and controllable.  To this end, every effort should be made to implement a system which meets these criteria.

���

�(d)�User-Friendliness ( The criteria applied here are, of a necessity, subjective: the professional skills of the designers, plus liaison with users throughout the speci�fication and implementation, should be enough to ensure an acceptable level of ‘friendliness’.  Some requirements may be expensive to achieve, however, and attempts to satisfy these must be carefully considered in the light of any cheaper ( and available ( alternatives.

���(e)�Security ( The security of the system must not be compromised but should be at a sensible level.

���(f)�Functionality ( The Project Board will approve any local requirements.  The specification should prioritise these into (i) Essential, (ii) Highly Desirable, and (iii) Nice To Have.  If necessary, the lower priorities may be deleted from the requirements of the system-proper and treated separately.

��3.4�Constraints

���(a)�Timescales ( The primary aim of the Project is for the requisite modules to be installed, tested, and ready for live running by 1st February 1996.  Previous periods will then be back-loaded to the Powersolve General Ledger, both to complete the 95/96 year and to provide historical data beyond that point.

����(b)�Budget ( Details of the Project Budget are given in Appendix C, showing total anticipated implementation costs.  This schedule will be continually updated.

���(c)�Resource ( This comprises the Project Team, the Project Assurance Team, and ‘Powersolve’ Consultants, together with other members of staff within man�power limits and other operational commitments.

����(d)�PRINCE and ACU standards will be applied throughout the implementation process.

��3.5�Project Interfaces



Information is passed to the General Ledger in the ways itemised below.  In every case except that of Creditor, Commitment, and Budget information (see below), a ‘flat file’ of batched journals will be produced by an interface application and posted to the ‘Powersolve’ Ledger by means of a standard inter�active process.  All such interface applications (they vary with sub-system) are scheduled for development within the ‘papyrus’ Project Plan (including that from the General Ledger to the ‘paid’ System), since the interface ‘engine’ ( the conversion unit which translates old and new ledger codes ( is required by that project before it will be required by fingal.



Creditor information is interfaced internally to the General Ledger by the ‘Powersolve’ software itself; Commitment/Decommitment Journals are entered directly into the Gen�eral Ledger; Budgets are entered, either manually or by uploading, into the Powersolve Budget module.  Otherwise:

���(a)�Salary information is passed from the ‘Open Door’ Payroll system.

���(b)�Income data is passed from the ME29 Debtors Ledger

���Information concerning Research Grants & Contracts is produced from the General Ledger as a list of outstanding balances at an agreed point in time (usually a month-end) and will need to be converted back to the old coding system before being printed as a report.  Such a conversion forms part of the standard interface functionality (where the relationship between old and new codes, where relating to Grants, is one-to-one) and therefore presents no special problems.���

3.6�Delegated Limits of Authority



The Project Manager must refer to the fingal Project Board on any slippage of overall timescales or resources.



If the budgeted cost or timescale is likely to be exceeded, the Project Manager will prepare an Exception Report, proposing a modified Stage Plan to recover the situation, and submit this to the Project Board for consideration.

��

�

4.�BUSINESS CASE

��4.1�Business Problems/Opportunities Description

��4.1.1�Problems



The hardware (ICL ME29) used to run the present Finance systems is fast approaching the end of its expected life.  It is therefore intended for decommission as soon as possible, with 31 March 1996 as the current target date.



The current financial software is even older, pre-dating the hardware on which it is installed.  It is therefore technically limited and imposes enquiry and reporting restrictions which inhibit the extraction and manipulation of data.  Current manual procedures are similarly constrained by the system which they serve.

��4.1.2�Opportunities



LogICL Systems’ ‘Powersolve’ modular software met the University’s require�ments better than CSP’s ‘Prophecy’ package, and has been offered at an equivalent price (which also includes two non-chargeable modifications which will be written by the suppliers).  This has allowed the University to migrate to new and more flexible tech�nology which will solve the problems listed above, both as regards hardware and software limitations.

��4.2�Reasons for Selection of Solution



The full history behind the selection of the ‘Powersolve’ package instead of CSP’s ‘Prophecy’ has already been given in Section 3.1, above.  All investigations were carried out by ACU and members of the Central Finance department, working in close co-operation.



At the end of their investigations the Team members were unanimous in their opinion that, having regard to the University’s particular needs, ‘Powersolve’ was the better of the two products.  With the inclusion of two modifications (which the suppliers were willing to make f.o.c.) it was able to satisfy the user requirements as regards functionality while being supported by an organisation which appeared to understand it in great detail.  It was agreed that LogICL Systems will be able to use the University as a reference site.

��4.3�Investment Appraisal



Given the situation of the ICL ME29 approaching the end of its expected life, and the fact that the University has adopted Ingres as its strategic database standard, no detailed Investment Appraisal is considered necessary.

���

5.�PROJECT PLAN

���5.1�Plan Description



This Project Plan describes the processes involved in implementing LogICL Systems’ ‘Powersolve’ General and Creditors Ledger modules at the University of Bradford, together with an evaluation of the Bank Reconciliation module, and, time permitting, of the Commitment Accounting and Budgeting modules.  At the Mid-Stage Meeting of 11 May 1995 the Project Board sanctioned the simultaneous running of a ‘feasibility study’ into the ‘Powersolve’ Accounts Receivable module, to test the agreed modifications which have been specified jointly by the University and LogICL Systems.  The Technical and Resource Plans can only be regarded as out�lines: Stage Plans will be prepared, as nec�essary, to a much lower level of detail and presented to the Project Board at the approp�riate times.

��5.2�Project Structure



The fingal Project has been split into four stages for management control and comm�unication purposes.  Completion of each Stage represents a major milestone for the Project.  The Stages are:

���Stage 1�Configure Powersolve modules according to requirements���Stage 2�Implement in Test database���Stage 3�System and Acceptance Testing���Stage 4�Migrate to Live database



For pragmatic reasons, Stages 1 & 2 will run concurrently.

��5.3�Quality Controls



The Quality Method for each product is contained in the Product Description (Appendix D).  The Quality Criteria for each product is also contained within the Product Description; these are intended to meet the Project Quality Criteria contained in Section 3.3.1

��5.4�Project Controls



The management controls for this project are as follows:

��5.4.1�End Stage Assessment



This is a meeting of the Project Board which officially marks the end of each Stage.  Its function is to ensure the on-going viability of the Project and to sanction the commence�ment of the next Stage.

���Stage 1/2�Configure and Implement�16/06/95���Stage 3�Test�31/01/96���Stage 4

�Live�31/03/96��5.4.2�Project Closure Meeting



This is a Project Board Meeting to formally accept the implementation of fingal and close the Project.  It is planned to be held two months after the end of the final Stage: 31/05/96.

��5.4.3�Tolerances



The Project has no tolerances as regards budget or timescales.

���

5.4.4�Checkpoints



These will be conducted by the Project Manager each week to assess progress, revise estimates to complete products, monitor actuals against estimates, and identify and take action on actual or potential problems.

��5.4.5�Highlight Reports



A Highlight Report will be prepared each month by the Project Manager and distributed to Project Board members.  A report will also be prepared if estimates have been, or are likely to be, exceeded.

��5.4.6�Exception Plans



If estimates have been exceeded and cannot be recovered, the Project Manager will prepare an Exception Plan which will make proposals to the Project Board.  The Project Board will then hold a special Mid-Stage Assessment Meeting to consider the Exception Report and decide on the necessary action.

��5.5�Project Prerequisites

���(a)�Bradford University’s continued choice of Ingres as its strategic local database standard.

���(b)�Timely delivery of the required hardware.

���(c)�Timely delivery of LogICL Systems’ ‘Powersolve’ software and consultancy.

��5.6�Project External Dependencies

��External Product�Stage�Responsibility�Expected�Required��Hardware�Live�Supplier�6 wks delivery�01/01/96��Consultancy�All�LogICL�Various�-��‘Powersolve’ Software�Configure�LogICL�06/02/95�13/02/95��‘Powersolve’ Training�Configure�LogICL�13/02/95�13/02/95�����5.7�Planning Assumptions



That the Supplier will provide the hardware in a timely manner.

That LogICL Systems will provide Consultancy in a timely manner.

That LogICL Systems will provide ‘Powersolve’ in a timely manner.

That training will be provided for technical staff and users in a timely manner.

That the technical and user resources identified in this Project Plan will be made avail�able when required.

That the costs for the package, hardware, consultancy, and other external resources will not increase from currently quoted prices.

That the estimates made for working with the new technology are realistic and achiev�able.

That the ‘Powersolve’ Bank Reconciliation module can be configured to meet user requirements.



���

5.8�Risk Analysis

��Threat�Probability�Impact�Counter Measures��Non-delivery of external products as planned.�Low to Medium�Project Delayed�(a)



(b)



(c)�Ensure that expectations of delivery are realistic.

Control the delivery by incorpor�ating checks into Stage Plans.

Insist on detailed progress reports from Suppliers.��Non-Availability of planned resources when required.�Low to Medium�Project Delayed�(a)







(b)�Ensure that resource availability is confirmed by appropriate line managers and/or the ACMG and Project board.

Plan back-up if possible.��Slippage of timescales owing to new technology and new system learning curve.�Medium�Project Delayed�(a)

(b)



(c)



(d)�Ensure adequate training plan.

Request additional support from Supplier.

Build in an allowance to the estimates for this threat.

Use contractors and/or consult�ants to remedy the situation.��

���5.9�Change Control



Any change to a product which has passed acceptance testing or Quality Review will be subject to prince Change Control procedures.



Such requests for change are logged and filed.  On a regular basis they are reviewed and evaluated by the Project Team to determine both their priority and their impact (if any) on the Project Plan.  Impact Analysis is performed by the Project Manager so that he can determine whether the request can be included without affecting the current Plan.  If inclusion would result in exceeding budget or timescales, the request is passed to the Project Board for a decision.

��5.10�Project Technical Plan



This plan is derived from the products which the Project will produce.  They are listed in Appendix E.



The key aspects of the Technical Plan are illustrated graphically in Appendix F, a high-level GANTT chart which displays the main products and the time durations required for their production.  Major control points (e.g. Ends of Stages) are also identified.



Detailed Technical Plans will be provided as and when necessary.

��5.11�Project Resource Plan



Resource usage and costs are dealt with in Appendix C.  In summary, the total project estimates of effort and costs are ? days of effort, and costs of £153,925.

��

�APPENDIX A:	JOB DESCRIPTIONS



A1.�PROJECT BOARD

��A1.1�Senior Executive

���The Senior Executive’s prime responsibility is to ensure that FINGAL achieves the expected benefits and that the project is completed within the cost and timescale approved by the Administrative Computer Management Team (ACMT).



��A1.2�Senior Technical

���The Senior Technical’s prime responsibilities are to represent the interests of the develop�ment and operations sections at Project Board level and to monitor project progress against the requirements of technical management.



��A1.3�Senior User

���The Senior User’s prime responsibilities are to represent the interests of all user departments affected by the project and to monitor project progress against the requirements of user management.



��A2.�PROJECT MANAGER

���The Project Manager’s prime responsibility is to ensure that the project as a whole produces the required products, to the required standard of quality and within specified constraints of time and cost.  The Project Manager also has to ensure the production of stage products of appropriate quality, in a timescale and at a cost acceptable to the Project Board.



Additionally, it is the Project Manager’s responsibility to obtain the co-operation of all parties having a contribution to make to the project, and to ensure co-ordination of all project-related activities.



���A3.�PROJECT ASSURANCE TEAM

��A3.1�User Assurance Co-ordinator (UAC)

���The UAC’s prime responsibility is to ensure that the product meets the users’ requirements in terms of content, presentation, and timeliness, together with any additional criteria for performance, security, and operability.



���

A3.2�Business Assurance Co-ordinator (BAC)

���The BAC provides a support role for the Project Manager in the business aspects of project management.  The assurance angle is to provide comfort to the Project Board that the project is being managed in a proper way on a day-to-day basis.  This aspect of the assur�ance role is normally passive, in that no action is required as long as everything is being managed acceptably.



In the support role the BAC is responsible to the Project Manager/Stage Manager, who can assign work according to the approved plan.



The holder must be of sufficient standing and ability to provide support and, where necess�ary, obtain the co-operation of other people.



��A3.3�Technical Assurance Co-ordinator (TAC)

���The TAC’s prime responsibility is to ensure that the technical assurance criteria for the product are established during specification and design, and are monitored throughout system development and configuration.  Effective feedback of changes is essential if system integrity is to be maintained.



��A4.�PROJECT TEAM

���A Project Team requires a number of skills and resources to produce the required products.  By using this team approach, resource planning, technical planning, and manpower planning (with their associated controls) are very much simplified.  Quantifiable and measurable objectives can be set.  The appropriate skills can be assigned as and when needed, thus considerably reducing waiting time and wasteful use of scarce manpower resources.



The Project Manager has responsibility for planning and control of detailed activities within a team.  The Project Team includes staff from the appropriate user departments and staff with computing skills, e.g. systems analysts and programmers.  From time to time, however, staff with other specialised skills or from other discrete technical areas may well be needed. 



���APPENDIX B:	RESOURCE AVAILABILITY



B1.  PROJECT BOARD



Resource Type�Name�Avail.%�Notes (Experience, Holidays, etc.)��Senior Executive�Nick Andrew�5�Registrar��Senior User�David Hull�5�Director of Finance��Senior User�John Sparkes�5�Deputy Director, Management Centre��Senior Technical�Graham Hill�5�Information Systems Manager��



B2.  PROJECT MANAGER



�Resource Type�Name�Avail.%�Notes (Experience, Holidays, etc.)��Project Manager�Peter Jones�50�Finance Systems Manager��



B3.  PROJECT ASSURANCE TEAM (PAT)



Resource Type�Name�Avail.%�Notes (Experience, Holidays, etc.)��UACs�Archie Wishart

Angela Ackroyd

Jim Rogers�10

10

10�Senior Assistant Finance Officer

Management Accountant

Senior Assistant Finance Officer��BACs�Nigel Phillips

David Whatley�10

10�Administrative Assistant, Planning Dept.

Internal auditor��TACs

�-

Ian Ashton�10

10�Powersolve Consultant

Technical Manager��



B4.  PROJECT TEAM



Department�Name�Avail.%�Notes (Experience, Holidays, etc.)��ACU�Connie Jackson

Malcolm Bentley

Glenn Stewart

Janet Kykisz�80

80

100

5�Senior Systems Analyst

Systems Analyst/Programmer

Contract Programmer

Operations Supervisor��Finance�Archie Wishart

Angela Ackroyd�40

40�Senior Assistant Finance Officer

Management Accountant���APPENDIX C:	RESOURCE REQUIREMENTS



C1.	RESOURCE USAGE



	This is to be completed once the Project Plan has been produced.



C2.	COSTS



Item�Budget�Actual�Commit.�Remain Expend.�Revised F’cast�Var’nce.��Release of Staff (Finance Budget)��������Finance x 1 FTE�30,000���������������Networking (Admin. Budget)��������Finance:�20 Sockets�1,600��������20 Ethernets�2,400��������4,000���������������Desktop Equipment��������Finance:��������(94/95)�5 Mainstream PCs (Income)�7,500��������1 Mainstream PC (Cashiers)�1,500��������5 Mainstream PCs (Creditors)�7,500��������2 Printers (HP Laserjet 4M+)�3,800�������(95/96)�5 Mainstream PCs (Creditors)�7,500��������1 Mainstream PC (Cashiers)�1,500��������1 High-End PC (Finance Director)�2,500��������31,800���������������Purchase of Powersolve Licence�23,500���������������Consultancy��������ACU Contract Staff�17,625�������Powersolve�0��������17,625���������������Equipment��������SUN SparcServer 20/50 + upgrading�35,250���������������Powersolve Training�11,750���������������OVERALL EXPENDITURE�153,925�����������������������OFF-BUDGET ITEMS����������������Software (Admin. Budget)��������(94/95)�MS Office for 10 PCs�2,500�������(95/96)�MS Office for 5 PCs�1,250��������3,750�������Reporting Tool��������GQL��������(cross-projects training, purchase, etc.)�30,000���������������ACU Test Staging Equipment�40,000���������������

�APPENDIX D:	PRODUCT DESCRIPTIONS



D1.�PROJECT INITIATION DOCUMENT



The purpose of the Project Initiation Document (PID) is to define the project.  The PID should consist of the following:

���(a)�Introduction���(b)�Project Organisation���(c)�Project Brief���(d)�Business Case���(e)�Project Plan

���The PID should take either narrative or graphical form, as appropriate to its relevant sub-products.  The format and contents have been adapted from the Ingres Family Project Management Template and the PRINCE manuals.



The PID is derived from the Project Brief, an example PID in the Ingres Family Project Management Template, and PRINCE Project Initiation Standards.



The Quality Criteria required for the PID are as follows:

���(a)�Are all sub-components present?���(b)�Have they been checked for quality?���(c)�Has justification been made for the exclusion of any standard sub-products or the inclusion of any non-standard products?���(d)�Is the overall document consistent in terms of level?

���The Quality Method used for the PID will be informal Quality Review of sub-products and a formal Quality Review by the Project Board.

��D2.�STAGE PLANS

���The purpose of the Stage Plans is to show the products, activities, and resources required for the stage, and to manage it against the baseline agreed by the Project Board in this plan.  The Stage Plan should consist of the following:

���(a)�Stage Plan Description���(b)�Stage Quality Plan���(c)�Stage Controls ���(d)�Stage External Dependencies���(e)�Stage Planning Assumptions���(f)�Stage Risk Analysis���(g)�Stage Technical Plan���(h)�Stage Resource Plan

���The Stage Plans should take the form of both narrative and graphical representation as appropriate to sub-products.  The format and contents have been adapted from the Ingres Family Management Template.



The Stage Plans are derived from the Project Plan.  The Quality Criteria for the Stage Plans are as follows:

���(a)�Are all sub-components present?���(b)�Is the plan feasible in terms of resources, cost, and time?���(c)�Are the risks acceptable?

���The Quality Method used for the Stage Plans will be formal Quality Review by the Project Team and Project Assurance Team, and formal acceptance by the Project Board.���

D3.�CHECKPOINT REPORTS

���The purpose of the Checkpoint Reports is to provide the Project Manager with a summary of project progress at weekly intervals.  The Checkpoint Reports should consist of the following:

���(a)�Project Progress���(b)�Actual or potential problems���(c)�Follow-up from previous reports���(d)�Outlook/Forecast for coming period.

���The Checkpoint Report format should comprise narrative, lists, and tables as appropriate.  Checkpoint Reports are derived from the recording of actuals, the analysis of actuals against plan, and the verbal reports made at the Checkpoint Meetings.



The Quality Criteria required for the Checkpoint Reports are as follows:

���(a)�Are all components present?���(b)�Does the report give a clear picture of the situation?���(c)�Does the report give a clear warning of potential problems?



��D4.�HIGHLIGHT REPORTS

���The purpose of Highlight Reports is to provide the Project Board with a brief summary of Project progress at monthly intervals.  The Reports should comprise the following:

���(a)�Planned/Actual activities and expenditure this period���(b)�Highlights, achievements related to ‘Outlook’ section of previous Report���(c)�Actual or potential problems���(d)�Follow-up(s) from previous Reports���(e)�Outlook/Forecast for coming period

���There should be a standard format for Highlight Reports, with a separate section for each of the above.  The contents of the Highlight Reports are derived from the Checkpoint Reports.



The Quality Criteria required for the Highlight Reports are as follows:

���(a)�Are all the components present?���(b)�Are all Checkpoint Meeting Reports accurately reflected?���(c)�Does the report give a clear picture of the situation?���(d)�Does the report give a clear warning of potential problems?���(e)�Are the risks acceptable?

���The Quality Method used for the Highlight Reports will be informal Quality Review by the Project Team and formal acceptance by the Project Board.���

D5.�PROJECT BOARD RECORDS

���The purpose of the Project Board Records is to provide an accurate record of events and of decisions made at Project Board Meetings.  They should consist of the following:

���(a)�Names (of Board members and invited representatives present)���(b)�Agenda���(c)�Decisions���(d)�Actions

���There should be a standard format for the Project Board Records, with a section for each agenda item.  The Project Board Records should be derived from minutes taken at the Project Board Meetings.



The Quality Criteria required for the Project Board Records are that documents should be accurate and agreed by the Project Board members.  The Quality Method used for the Project Board Records will be an informal review by the Project Board.



��D6.�END STAGE REPORTS

���The purpose of the End Stage Reports is to provide the Project Board with a summary of the achievements of the Stage.  From this information a decision will be made as to whether or not to proceed with the project.  The End Stage Reports should consist of the following:

���(a)�Management Summary���(b)�Stage details���(c)�Stage Plan, showing actuals���(d)�Project Plan, showing actuals

���The End Stage Reports should take the form of both narrative and graphical representation, as appropriate.  They are derived from the Project Plan, the Stage Plan, the Checkpoint and Highlight Reports, and the Project Products.



The Quality Control criteria for the End Stage Reports are as follows:

���(a)�Does the report accurately reflect the status of the Project?���(b)�Are all components present?���(c)�Is sufficient information provided to enable the Project Board to make a decision?

���The Quality Method used for the End Stage Reports will be formal acceptance by the Project Board.

���

D7.�PROJECT EVALUATION REVIEW

���The purpose of the Project Evaluation Review is to provide an assessment of the effective�ness of the management procedure used during the FINGAL Implementation, and to ensure that experience gained is documented so that it may be used to improve procedures in future projects.  The Project Evaluation Review should comprise the following:

���(a)�Comparison of achievements with objectives as set out in the PID����Comparison of actual expenditure and resource usage against the Plan���(b)�Summary of Change Requests���(c)�Project Plan, showing actuals���(d)�Comments on Project Management procedures and the Family Template�������The Project Evaluation Review should take the form of both narrative and graphical representation, as appropriate.  It is derived from the PID, the Quality Review Results, the Change Control Documentation, the Test Results, and the Project Management Document�ation.



The Quality Criteria required for the Project Evaluation Review are as follows:

���(a)�Does the report accurately reflect events?���(b)�Are all components present?���(c)�Is the report written in a way which is easily understandable by, and beneficial to, future project management?���(d)�Are there proposals for avoiding problems mentioned, in future projects?

���The Quality Method used for the Project Evaluation Review will be formal acceptance by the Project Board.

���

APPENDIX E:  LIST OF KEY PRODUCTS

��E1.�TECHNICAL PRODUCTS

���Hardware Installed

Operating System etc. Installed

Powersolve Release:����Software

Suppliers’ Manuals���Install Test System

Test System Configuration:����Global Controls & Options

Initial Operator Permissions (for Implementation)

Advanced Operator Permissions (End Users)

Security Controls

General Ledger:�����GL Overall Controls & Options

Transaction Processing Options

Field Processing Options

Chart of Accounts

Master File Configuration

Report Definitions����Accounts Payable:�����AP Overall Controls & Options

Transaction Processing options

Field Processing options

Interface Processing Options

Master File Configuration

Report Definitions����Bank Reconciliation:�����Appraisal Results������BR Overall Controls & Options�����Transaction Processing Options�����Report Definitions����Data Take-On:����Data Conversion & Transfer

Direct Data Entry���Interfaces to Related Systems:����[All scheduled via the papyrus system implementation, since they are common to that system.]���Interface to Office Procedures:����Forms Design���Staff Training:����Technical

Support

Operators

Trainers

End-Users���

E2.�PROJECT MANAGEMENT PRODUCTS

(Listed by type, not in order of production)

���Project Brief

Project Initiation Document

Stage Plans:����Configure Test System

Implement Test System

Test Implementation

Migrate to Live System���Monitoring Products:����Checkpoint Reports

Highlight Reports

Project Board Reports

End Stage Reports���Project Evaluation Review at Project Closure



��E3.�QUALITY PRODUCTS

���Product Descriptions

Quality Review Results

Requests for Change��



h:\fingal\products\fin_pid3.doc - � PAGE �24�





h:\fingal\products\fin_pid3.doc








