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1 
Management Summary

This document describes the proposed process which should be followed prior to, and during, development work.  

This is a discussion document so all comments and suggestions regarding the process are very welcome.

The process is summarized in the bullet points below.

1. E-mail to development lead.

2. Development decision – <3 days development time (continue to Point 3) or >3 days development time (continue to Point 5).

3. If <3 days development will be prioritized and scheduled. 

4. When development commences, if it reaches 3 days without completion development will stop and further requirements gathering will be necessary – continue to Point 5.

5. If development time is >3 days, the Formal Initiation Phase will begin.  The Business Project Initiation document will be completed by the Business User(s).  This document should be signed off by the Business User(s), in particular the Business Sponsor.  Sign-off at this stage indicates that the Business Sponsor agrees to fund the project.

If it is found from the Business Project Initiation document that the project is likely to take longer than 40 days the Project Approval Process must be followed before commencing to the Elaboration phase (Point 6).  This is described in greater detail in Appendix 4.

A Project Code will be assigned to the project – this project code will either already exist or it will have to be created.  All analysis and development time will be charged to this code.  Guidelines on the steps to take to create a new code are given in Appendix 3.

6. Elaboration Stage – Business Requirements document, Functional Specification and Technical Specification will be completed by the Business Analyst or Developer, with the help of the relevant Business Users (level of documentation required is decided depending on the scope of the project).

7. Sign-off by Project Sponsors, IT Sponsors, Business Users, Developer and Business Analyst.  Development will not begin/continue until sign-off has been achieved.

8. Planning Phase – full-scale Project Plan or a Project Plan E-mail (for smaller projects) will be drawn up and sent to the appropriate Business Users.

9. Development will begin – regular Progress Updates will be sent to the Business Users.  If further requirements arise during development a decision must be made as to whether they should be included in the current phase or not.  If they will be included in the current phase the documentation should be updated with the new requirements.

10. If the project reaches 40 days of development time without completion, development must stop and the Project Approval Process must be adopted (return to Point 5).

2 Introduction

This document describes the current methods by which the Business Users communicate with the IT Department, and how development projects are conducted (Section 3).  Due to the ad-hoc nature of the process, a more structured process has been proposed – this is detailed in Section 4.  It is not intended that the proposed process will be rigid or complicate development.  It will, in fact, be as flexible as possible, ensuring that the IT systems delivered are on time and of a high quality.  

3 Current Process

3.1 Overview

There is no standard process which dictates how projects should be initiated, or the analysis and development phases which must be undertaken.  As a result the communication between the Business and IT as regards new development has been occurring on an ad-hoc basis.  

Often projects are started based solely on a conversation with a user, or a 2-line e-mail.  Assumptions are made as to what is actually required, and further requirements are drip-fed to the developers by the users.  This method makes it impossible for the developers to plan their project or produce a satisfactory result.

Verbal requirements are particularly problematic due to their informal nature.  When nothing is put down on ‘paper’, so to speak, confusion can often arise, resulting in unsuccessful projects.

The following section highlights the issues arising from this method of development.

3.2 Issues

Many issues can arise when an informal requirements gathering process is adopted.  These are listed below: -

· Scope Creep 

· Prioritisation of requirements not obvious 

· No Business Analyst 

· No Project Manager 
· Missed Deadlines 

· Money and Resource Wasted
· Low % of Delivery
4 Proposed Project Request and Development Process
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4.1 Explanation of Proposed Process

This section describes the process in greater detail.  Please note, for simplicity we have principally focused on projects which require less than 40 days development time.  However, some mention has been made of the Project Approval Process, which must be adopted for projects which have a greater development time than 40 days.  More information regarding the Project Approval Process is given in Appendix 4.

1. When a Business User initially decides an IT project is required in their area they will write an e-mail which provides a high-level view of the requirements.  This e-mail will be sent to the relevant team lead(s).  A template will be provided – this is shown in Appendix 1.

Verbal requirements will no longer be accepted by IT Development.

2. On receipt of the e-mail the IT team lead(s) will make a decision, either alone or in consultation with team members, as to whether the project will take less than 3 days, or more.  

If it is decided that the project will take more than 3 days, the Formal Initiation phase will begin – this is described in greater detail in Point 3.

If it is decided that the project is short and the requirements given in the e-mail are sufficient, the project can be prioritized and development can be scheduled.  If, after development has commenced, at the end of 3 days, the project is still not complete and the scope is beginning to grow, all development work will immediately STOP.  This will enable the developers and the users to ‘take stock’ of the project so far.  They will then proceed to the next phase, ‘Formal Initiation’ – see Point 3.

3. The Formal Initiation phase requires the Business User(s) to write a Business Project Initiation Document.  This will give a detailed overview of the problem area and their requirements.  It should be sufficiently detailed to provide IT with a clear understanding of the Business’ needs so a decision can be made as to the next steps required.  The template for the Business Project Initiation document is shown in Appendix 2.

This will be the first step towards the Project Approval Process.  If it is found from this document that the project will be large enough to necessitate participation in Project Approval the Business Justification and the Project Justification documents will need to be completed.  The Business Justification document is an extension of the Business Project Initiation, including greater detail about Key Performance Indicators, Project Sponsors and Timeframes.  A greater explanation of the Project Approval Process is given in Appendix 4.

A Project Code will be assigned to the project – this project code will either already exist or it will have to be created.  All analysis and development time will be charged to this code.  Guidelines on the steps to take to create a new code are given in Appendix 3.

The Business Project Initiation Document should be signed-off by the Business Sponsor to indicate that they are aware of the project and they are willing to fund it.

When the Business Project Initiation Document has been received by the developers the project can be prioritized and scheduled.  The next phase will then begin according to the schedule.

4. Following the Formal Initiation phase is the Elaboration phase.  It is during this phase that someone in IT (either a BA or a developer) gets involved in gathering detailed requirements.  Three different documents may be produced at this phase: -

· Business Requirements Document

· Functional Specification

· Technical Specification

The level of documentation required is dependent on the size and complexity of the project.

5. When the documents have been written they must be reviewed thoroughly by the Business Users.  All documentation must be signed off.  Sign-off indicates that the Users have read the document and agree with the requirements and suggestions made in the documents.  Further phases will not take place until Sign-off has been achieved.

6. Following sign-off, the Planning phase will commence.  If the project is large enough a Project Manager will be assigned to it and they will draw up a detailed project plan.  If a Project Manager is not required, a developer will plan the project.  It is up to the developer the level of detail which is required in their plan, but at the very least a Plan E-mail should be produced which gives basic dates and milestones.  This will be sent to all the relevant Business and IT project participants.

7. When the plan has been agreed development can be prioritized and scheduled.  During development new requirements often arise.  Such requirements should be sent to the developers using the e-mail template rather than being verbally communicated.  If it is decided that the new requirements will be included in the current phase of the project the Business Requirements document, Functional Specification and the Technical Specification should be updated (where necessary).  If the developer considers that there are too many new requirements to be included in the current phase, the requirements should be documented for elsewhere for future development. 

During development all communication between the developers and the Business Users should be logged.  Reports will be sent frequently (perhaps fortnightly) to the Business Users detailing the progress of the project, or any issues.  These reports will be available in a template format so they can be generated quickly and simply.

8. The cost of the project should be monitored and reported throughout development and following completion.  Actual figures, as opposed to the planned figures for development time and costs should be analysed.

NOTES: -

Each project should be dealt with on an individual basis and some will require more introductory planning and requirements gathering than others.  It is important that the process is treated in a structured, yet flexible, manner in order to incorporate all levels of development and styles of project.

This process will result in more clearly defined projects and greater project success.  The benefits to the Business are described in the following section.

A overview diagram, including the Project Approval Process, UAT and Go-live is shown in Appendix 5.

4.2 Business Benefits

· Reduction in scope creep

· Project sign-off

· Written specifications and thorough documentation

· High % of delivery

· History of system development to aid future related projects

· No waste of resource

· Value for money

· Well-managed and planned project due to Project Manager (where necessary)

· Thorough requirements gathering due to Business Analyst (where necessary)

· Clear objectives for all participants

5 Appendix

Appendix 1 – E-mail Template 

Appendix 2 – Business Project Initiation Template

Appendix 3 – Getting a New Project Code

Appendix 4 – Project Approval Process

Appendix 5 – Project Process Overview Diagram

5.1 Appendix 1 – E-mail Template

In the E-mail the users will be expected to fill in the following fields: -

	System
	e.g. GasDesk/EnPower



	FAO
	e.g. Marc Maynard/Keith Bowie



	Request
	Give a description of the project 

The description should be detailed enough that the development lead will be able to determine approximately how large the project is and the general requirements of the project.  If the e-mail is not sufficient the development lead will have to contact the user and the e-mail will have to be correctly completed and re-sent.



	Sponsor(s)
	Name(s) of the Business Sponsor(s) 



	Nature of Request
	Bug Fix / UAT Issue / Enhancement / Change / New Functionality



	Expected Effort
	User expectation of effort involved



	Required By Date
	Date by which the users would expect the project to be completed.  If there is a specific business reason for this date then please state it.



	Priority
	1 – 5 

(1 = high priority)

n.b.  If the priority is high and the developer thinks the project will take less time than the user expects they should begin the next phase of the project immediately, otherwise further consideration and prioritization is required.



	Downstream Dependencies (if known)
	If the business users are aware of the downstream systems/processes which will be affected by the project, they should make the developers aware.



	Business Benefits are not required at this stage.  If, however, the development time is >3 days full business benefits will be required in the Business Project Initiation document.




5.2 Appendix 2 – Business Project Initiation Template

Project Title

Business Project Initiation
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On behalf of

Enron Europe Limited

	Project Code:
	

	Project Reference:
	

	Document Classification:
	

	Version:
	

	Filename:
	

	Prepared by:
	

	Date:
	


Sign off

The signatories agree with the definitions, processes and recommendations stated in this document and agree for the next phase to begin based on this document.

Business Sponsor(s)


_______________________ 

Date ______________

Business User(s)



_______________________ 

Date ______________


_______________________ 

Date ______________


_______________________ 

Date ______________

Background – Current Process and Issues

Those points leading up to the introduction of this business proposal that aid a greater understanding of what is going to be achieved and why.  Why do they need the new system?

Business Requirements
This section should detail what the proposed solution will be able to do and what the users will be able to do with it.  

It should also indicate who will be using the new system and how they will be using it.

Business Benefits

This section describes how the proposed solution will improve the level of service to your internal and external customers.  It will give an indication as to how valuable the system is to the business and therefore how high the priority is.  Bullet points are sufficient.

Project Scope

The project boundaries and the relationships with existing operations.  

Make it clear what isn’t expected to be included in this project.

Time/Priority Indication

This section should tell the developers when the users expect the system to be developed by, or when the project must be completed by.  This is particularly useful if there is an immoveable dead-line due to market changes, or a particular reason why the project should be tackled before a certain date.  This will also aid the developers in prioritising the project.  

If there are no market forces pushing the deadline a simple indication of priority (high/medium/low) can be given.

Required By Date

When the project should be completed by.  If there is a specific reason for this please state it.

Payback Period

Indication of the time it will take for the project to have saved more time than it has cost i.e. if a project takes 3 weeks to develop and it will save a business user 1 day a week, the payback period will be 15 weeks.

N.B.  Not all projects will be suitable for this type of analysis.  If this is the case this section may be ignored.

5.3 Appendix 3 – Getting a New Project Code

The Management Reporting Group Representative (MRG Rep.) handles the creation of all new project codes.  In the case of development projects, the IT department will be responsible for getting a new code, if necessary for the project.

The following information is required: -

· Requesting Cost Code - The cost code for the group asking for the code

· Responsible Person/Sponsor - The Business Sponsor who has signed-off the Business Project Initiation document and who is willing to pay for the project.

· Responsible Cost Code - CC for the Sponsor – i.e. where the payment will be settling.

· Profit Centre - Relates to the CC.  If this is unknown the MRG Rep can get it.

The MRG Rep will pass the details onto the Allocating Team, who will set the code up on SAP.  The code should be available on the next working day, however, towards month end and other busy periods it may take up to two weeks.

Appendix 4 – Project Approval Process

The Project Approval Process must be followed by all projects which are estimated to require more than forty days of development time.  The steps which must be followed are described below: -

1. Business Justification : -

· A Business Manager must be appointed

· Project Sponsors are assigned

· The Business Justification Document is completed

The Business Justification Document contains the following sections

· Project Purpose 

· Business Requirements

· Project Scope

· Critical Timeframes

· Key Performance Indicators

· High-level Business Benefits 

· First estimation scale of solution

· Project Sponsors (IT, Business, Commercial)

2. Project Justification : -

The Project Justification Document is completed.  This is a summary document containing the following sections: -

· Statement of Business Process Requirements

· Business Justification

· Key Performance Indicators (measurable success criteria)

· Project Sponsors

· Business Benefits

· Financial

· Non Financial

· Proposition Impact

· Proposed Solution

· Risk Analysis

· Dependencies

· Resources and Timescales

· Personnel

· Estimated Effort

· Indicative Timeline

· Project Financials (Budget, NPV)

· Roles and Responsibilities

· Project Priority

· Communication and Approval

3. Project Approval & Prioritisation : -

· Executive Summary of all new projects

· Identify all interested and impacted parties

· Benchmark project relative to one another

· Analyse fit with wider change programme

· Challenge Project Business Case

4. Project WBS Set Up and Planning : -

· Project Structure identified

· Master Data 

· Plan Project Costs

· Define Project Schedule

· Settlements Rules

5. Project Monitoring and Reporting : -

· Track and report forecast, actuals and committed

· Progress Reporting

· Measure Key Performance Indicators 

· Identify Variance to initial project signed-off

· Report to Office of the Chairman

5.4 Appendix 5 – Project Process Overview Diagram
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