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[bookmark: _Toc498347922]Section 1
[bookmark: _Toc498347923]Purpose of Document
The purpose of this project initiation document is to initialize a definitive plan on how the layout of the project is going to be, by showing what the main objectives are and what is hoped to be achieved. This document will show an overview of the website dynamix.coop and what steps will be taken to improve the website and the effects it has on the business. The main outcome of this project is to have a functioning website for this business which conveys their message to the internet to see and help the business gain traffic and an online presence.
What is going to be covered in this project initiation document, there will be a focus on the following:
· Part 1
· OSCAR (Objectives, Scope, Constraints, Authority and Resource)
· Stakeholder evaluation
· Business Case
· Risk Analysis
· Project member roles
· Project Plan
[bookmark: _Toc498347924]Project Background
The reasoning behind choosing dynamix.coop is too improve the overall user experience and enable the business itself to manage and update it with ease. The work is needed on the website, as they need to convey and enable more attention to what they are trying to achieve as a business currently, that isn’t the case. By achieving a well-rounded and approachable website, this will allow possible future developments with other third parties. 
One of the major problems this business faces is that currently, its website doesn’t really portray what they are about and what they do. This problem is just one of the major problems they have with their online presence, by embracing the online presence like other businesses in their field they will be able to achieve more and grow as a business. The timeliness of choosing this business is because of their co-operation with the educational sector and it is the beginning of the academic year, having a well-established website for the beginning of the year will boost their future endeavours.
[bookmark: _Toc498347925]Project Definitions 
[bookmark: _Toc498347926]Objectives
The importance of the project is hoping to achieve multiple outcomes for the business dynamix.coop, these outcomes are as followed:
· Increase awareness
· Build up branding and reputation
· Improve interaction with existing and potential users/customers
The reasoning behind these objectives is that they are effective outcomes that can easily improve a business. Even though they are broad and very non-descript as objectives, the intricacies of each objective will provide this project with the improvement it needs. 
The thought process of carrying out this project is because this business hasn’t got an ideal website and they work closely with the educational sector. As the academic year has just recently begun, having a well-rounded website will allow significant improvement for their business.
Increase awareness will steer the businesses message of what they do and to get their message across to existing and new clientele, achieving this will improve the traffic of the website which will affect the business across the board but will show how effective this project will have been. The correct way to calculate and determine the successfulness of this objective is to have users take a short survey on their experience using the website and has the message been conveyed of what the business is all about. 
Build up branding and reputation will allow this business to have a bigger influence and presence online, this is very important to not only progress the business but by achieving this will subsequently improve all other aspects of their business. To achieve this would be to improve and be more active on social media, this would allow you to see what potential customers want to hear and this allows the capability to research competition and the audience, this would also give the business a bigger voice over more avenues. To see how successful this would become is to see how many followers you’d get over a certain period and how many users would visit the website if there is an overall increase in followers would result in a successful implementation. Having users take a short survey and calculate the number of traffic going throughout the site could also work.
Improving the overall experience of existing and potential users/customers will make sure that they will return and use the business services again, this will allow a steady increase of users and customers using the services provided. Having a detailed and easily accessible website for users and customers will allow an increase in customers, credibility and new opportunities to grow. Having users to take a survey when they visit the website will give the business some indication what the user experience was during their time on the website.
[bookmark: _Toc498347927]Scope
The boundaries faced in this project will be substantial as this is a solo project achieving the desired product will come with certain boundaries, these boundaries may dictate the progress of this project over the duration, “Decisions about scope have a direct impact on observed manhours in the project” [1]. This project is based on building a website for a local business in Swansea as they currently have an undeveloped website. The hurdles faced when making this website for this business will be as listed:
· Limited information about the business
· Undeveloped and unfinished website (no subheadings/ FAQ/ About Us pages)
· Very general, not specified exactly what they do
· No directions where they are based
· Only one type of contact details available
Determining the stakeholders in this project can cause some difficulties as each stakeholder has their own agenda for what they’d like the final product to look and behave like. The stakeholders can be put into a group such as internal and external stakeholders, the internal are the owners and staff and the external are usually the users. The stakeholders will all have their own interests and influences on what the final product will look like, so this project must find an even ground to please each stakeholder. They’ll have their own requirements and sometimes this can’t be met. 
The identified stakeholders in this project are:
· Business owners
· Staff
· Users/Customers
[bookmark: _Toc498347928]Constraints
The constraints for this project are easily identified, the main problem will be the time management as this is an individual project, the amount of work needs to be carefully tracked so this project is able to finish on time and have an outcome with a reasonable product that pleases all users and business. “What is important is for the team to prioritise the constraints so the project manager knows where to be aware and where to put the focus” [2].
	#
	Constraints
	Comment

	1
	Website Usability:
· Unable to adapt site to allow mobile users to visit site on their phone
· Administrative privileges
	Timing, lack of financial backing and not enough people on this project.

	2
	Timescale for website to be securely and design ready for possible launch
	Timing, lack of financial backing and not enough people on this project.

	3
	Ability to track user traffic and social media traffic
	The website will unlikely go live so unable to track traffic, if the website goes live, the traffic could be tracked via a third-party entity.

	4
	The constraints to make and create a website
	Lack of time and finances

	5
	Unable to contact employees to see what they would like the website to look like and what they expect it to have and do
	Employees will be busy so trying to fit them in for a short meeting to find out what they want, this might cause problems

	6
	Testing and requirement analysis 
	Lack of timing and persons to test it, requirements might not be met.


[bookmark: _Toc498347929]Authority
One of the main clientele for this business is the educational sector, so primary and secondary schools. By having already identified their target audience, the business can direct their plan for the website geared towards the educational sector. As this business has already got some clients in that sector, there would be no harm in expanding the clientele for more business prospects in the future. Usually in the industry authority would be a manager or your boss, but in this instance, the over authoritative figure is the lecturer Sue Maw. As this project initiation document will be submitted to the lecturer, they will be the ones to overlook the intended ideal plan for this project.
[bookmark: _Toc498347930]Resources
The resources that are planned to be used to complete this project are distinguished into three sections, these are:
· Types of software and hardware
· Budget capabilities
· Testing and requirement analysis
The software that is planned on making the website is Notepad ++ this will compile and create the foundations of the website, the computing languages that are going to be used is mainly HTML and some PHP. The other types of software being used will be an HTML validator and PHP code checker, this will ensure that the code being produced ready for the initial demo will contain fewer bugs and give the impression of what the final product may look like. 
On the hardware side of this project, the hardware being used will be a desktop computer which has strong enough specifications to process and build this website. The hardware will be completely accessible always and on hand. This project will have zero budget, the only budget is the time that it will take to make a well-rounded website that meets all the users and the business needs. The hardware and software are accessible always as the university will and can provide that to complete this project.
Testing and requirement analysis could help tremendously when attempting this project, the benefits outweigh the negatives but there are some problems along the way to achieve this. The benefits of achieving a successful requirement analysis would give the project the path it needs to follow, it provides a step by step path to achieving all the user and business needs. The problem with successfully achieving this is to find the time to meet with users and employees to see what they would want out of this project, this is a constraint which could be nullified and implemented depending on the timescale and when the stakeholders are able to meet.
[bookmark: _Toc498347931]Section 2
[bookmark: _Toc498347932]Business Case
This project was chosen because this business currently works with children who are in primary and secondary school to build their skills, they also help build and teach new skills to adults as well. The reasoning behind helping this business at this current time is that they work with the educational sector and their website doesn’t really stand up to what they do, they’re website and online presence is minimal and improving these aspects of their business will not only help their business grow but more kids and adults are more inclined to go there to get help. As this business has helped on anti-bullying campaigns in the past, having a bigger audience to reach too by increasing their presence online would convey that message to a bigger audience. The ways this can be measured is to track traffic on the website and other online platforms this business uses, also when promoting a campaign or a cause there could be checks on how many people view and attend the campaign. As this business is all about helping children and adults, reaching a bigger audience would be an ideal goal to reach.
As this business currently has a very minimal online presence, there are other areas of this business that could be improved, the other options that were discussed initially when deciding on what to do this project on are as followed:
· Database of all the clientele/staff/users/trainees
· Work more closely with online communities
· Update and be more active on social media
The budget for this project has zero financial backing, the software and hardware costs are provided by the university and accessible always so this isn’t a problem later when producing the demo. The expected outcomes in relation to the budget are straight-forward as both hardware and software are free, so the outcome will be limited as this is a solo project with no budget. The end product would not reach the same outcome with a bigger budget and more people working on this project, as this is the case there may be more bugs and unable to meet all requirement analysis needs.
[bookmark: _Toc498347933]Risk Analysis
There are going to be possible risks when attempting this project, some of them can be fixed but others are just going to have to be accepted, as this project has a deadline for a demo, not all ideas planned will be implemented successfully, there are going to be plenty of bugs and problems before building the website and during the making of the website. 
The identifiable risks so far:
· Lack of financial backing and persons working on this project, this will make the project more prone to mistakes
· Website will unlikely go live before the deadline date, so unable to track accurately how successful this website is going to become
· Stakeholders become uninterested in this project and cause possible confliction
· Lack of design flexibility won’t be suitable for mobile devices etc
· Website might not be compatible with certain browsers and extensions 
· Insecure coding and prone to virus attacks
· Scope creep (undefined or uncontrolled project plan)
To mitigate or manage these risks will mainly depend on time and how well the risks listed above can be limited, it won’t all be implemented successfully before the demo but the problems and bugs can be limited by issuing the problems before building the website. Look at what problems could cause the most hindrance for the stakeholders and work on that first and build upwards so when the demo happens there will be fewer problems when presenting.
To monitor these risks and limit the potential problems that may occur, there will be frequent coding checks with validators and to keep up to date with stakeholders. Make sure there is a frequent backup of the work, document and make a report of the possible changes during the project work. “Subsequently, such knowledge can help in conducting effective risk analysis and further risk planning, which will result in a better implementation of software project risk management” [3]
[bookmark: _Toc498347934]Section 3
[bookmark: _Toc498347935]Roles and Responsibilities
As this is going to be an individual project, all roles and responsibilities are going to fill by one person. The reason to have a role and responsibilities in a project is to even the shared workload and to systematically complete objectives and goals in order. By having a well-structured plan that has realistic goals shared between multiple roles can make the project much easier and less prone to mistakes. When there are smaller groups working on a project, sometimes a person may take on multiple roles and responsibilities, in this project the project manager will also be a project team member.
[bookmark: _Toc498347936]Project manager
The role of the project manager is to manage and oversee the project. They will document the entire workload and designate the team members to what jobs each member should undertake. 
The responsibilities of the project manager:
· Plan budget
· Being the leader of the overall team
· Updating and planning the project plan
· Timing
· Report to higher management
[bookmark: _Toc498347937]Project team members
Team members are the ones who are designated to actively work on the project, the roles can be grouped or some members might have specific roles as that might be their expertise in this project, in this case, they will be grouped as a whole.
The responsibilities of the project members:
· Documenting the work throughout the project process
· Work closely with stakeholders to see what they want from this project
· Meeting user requirements and report to project manager frequently
· Identify any problems or issues throughout the development process
[bookmark: _Toc498347938]QA Testers/Quality control
QA testers are required to review the software and be the checker for any faults, analyse the product before the demo. Being thorough at this stage is vital as it limits the number of problems in the future.
The responsibilities of the QA tester:
· Closely communicate with management and project members
· Review the software and update the team
· Document and fill out checklists for possible problems
· Report any faults or bugs
· Document post launch of product
[bookmark: _Toc498347939]Section 4
[bookmark: _Toc498347940]Initial Project Plan
The importance of having a well-structured and accurate project plan is that it provides the team and stakeholders an idea of the timescale and cost for going ahead with this project. As this is a solo project, all roles and responsibilities will be assigned to one individual. The project plan will be divided into 3 phases, each of these phases will contain two tasks and a specified timeline of when they are going to start and end. 

These phases are as followed:
· Planning phase 
· Development phase
· Implementation phase
Start
Mon 20/11/17
Finish
Fri 23/02/18
Implementation phase
Tue 06/02/18 - Fri 23/02/18
Development phase
Fri 08/12/17 - Mon 05/02/18
Planning phase
Mon 20/11/17 - Thu 07/12/17
20 Nov '17
27 Nov '17
04 Dec '17
11 Dec '17
18 Dec '17
25 Dec '17
01 Jan '18
08 Jan '18
15 Jan '18
22 Jan '18
29 Jan '18
05 Feb '18
12 Feb '18
19 Feb '18

[image: ] 
The project will be divided into 3 phases, each phase has their own section on the timeline, the planning phase will consist of the start date and the initial planning stage, this is where the information will be gathered and gives the stakeholder a general idea of what the project is going to consist of and how the product will look like, “high-quality planning increases the chances that the project will be properly executed and successfully completed” [4]
The development phase is where the bulk of the work will be done, the coding and the first draft of the project will be attempted. “Project performance has often been defined as the extent to which the software development process has been undertaken as well as performance of the delivered system from the viewpoint of the users” [5]. This phase doesn’t usually finish until the product is ready for implementation. This phase will focus on refining and meeting with stakeholders to meet user requirements and make a product that the stakeholders will approve of.
[bookmark: _GoBack]The implementation phase is where there is a product worthy enough of implementation, this is where the product may either go live to the public or just for the internal company to demo with, “implementation and evaluation phases of the project cycle and ensures alignment of the performance measures with the project strategy” [6]. It’s important that a lot of testing is done in this stage, mainly before the actual implementation of the product just to ensure that the product is void of any bugs or mishaps that may occur when the product goes live for the stakeholders.



	Resource Name
	Work

	David
	560 hrs

	   Start
	0 hrs

	   Planning
	112 hrs

	   Design
	168 hrs

	   Development
	168 hrs

	   Testing
	112 hrs

	   Finish
	0 hrs


The breakdown of the resource hours that is scheduled to take place when attempting this project, if the schedule sticks to this plan then it should take roughly 560hrs to complete all phases of this project in time for the demo. 
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