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1 Introduction

1.1 Document Purpose

You may keep the text below as is.

This document summarizes the results of the Project Initiation stage of the project and provides a recommendation to the Project Board.  A high level plan for the project is defined, consisting of:

· Objectives, High Level Requirements, and Scope

· Solution Concept

· High level Project Schedule

· Project Organization structure defining the human resources required for the project

· Cost Estimate

· Project Control Procedures

1.2 Document Organization

You may keep the text below as is.

Section 2 (Recommendation) provides the detailed recommendation to the Project Board.  The cost, timeline and resulting board decision are highlighted in this section.  The rest of the document supports this section by providing the detailed supporting information.

1.3 Project Overview

1.3.1 Project Description

Provide a brief description of the project. Answer the question, “what is this project ?”.

1.3.2 Project Background

Describe how this project originated, providing (if available) a historical perspective.  Answer the question, ”what led us to propose this project?”.

1.3.3 Related Projects

Describe any related projects that have contributed to the initiation of this project or those that should be worked in conjunction with this project.  Note the status of these projects, their successes, challenges, and key contacts.
	Related Projects
	Status
	Successes
	Challenges
	Key Contacts

	
	
	
	
	


1.4 Related Documents

List here any related documents that should be referenced during Project Initiation.  These documents would most likely come from earlier work or related projects.

	Document Name
	Location

	
	


2 Recommendation

Click on the following links for related details in the Process Library

PI.Step 6.Task 010 - Finalize Project Initiation Report
Fill this section out last.  It is the result of all of the detail work that was done to establish the proposed solution.

2.1 Recommendation

Recommend one of the alternative solutions identified in the Solution Concept section of this document.  Explain why this solution is the best.  Include any risks, assumptions, and concerns. Summarize regulatory implications if any.

2.2 Timeline

Summarize the timeline for this project.  You may use the High Level Project Schedule already produced or summarize it at an even higher level if desired. Should include projected start, completion date, and key milestones.

2.3 Cost Summary

Summarize the cost of the recommendation.  The detailed cost estimate that supports this is in section 7, Financial Planning.

2.4 Board Decision

The decision made by the Project Board during the Board Review of the Project Initiation Stage Assessment step should be recorded here.  Make note of any special situations that contributed to the decision and any specific concerns, changes, or constraints that have been tied to the decision.

3 Requirements and Scope

This section includes subsections for Objectives, High-Level Requirements, Project Scope, and Success Criteria.

3.1 Objectives

Click on the following links for related details in the Process Library

PI.Step 2.Task 010 - Identify Objectives, Requirements, and Success Criteria
Objectives Formatting Technique
Interactive Development (JAD) Technique
List the Business Objectives.  What is it that the customer wants to accomplish in business terms?  What are the problems/opportunities being addressed?  Include an Objective Number for trace-ability of objectives to high level requirements.

What is the purpose of this new system?

What makes this system important to our department, division, or company?

How will this new system help us in our day-to-day business operations?

	Objective Number
	Business Objective Description

	BO1
	

	BO2
	

	BO3
	


Identifies, in simple, clear terms what it is that is to be done.

	Objective Number
	Project Objective Description

	PO1
	

	PO2
	

	PO3
	


Many times achieving the Project Objective is not enough.  Often times there are high level needs or conditions that qualify how things are to be done.  There may also be requirements that are so critical they demand emphasis and should be taken in context with the Project Objective clause and vice versa.  The Business Qualifications clause provides for these important qualifications.

3.2 High Level Requirements

Click on the following links for related details in the Process Library

PI.Step 2.Task 010 - Identify Objectives, Requirements, and Success Criteria
Critical Requirements Analysis Technique
Interactive Development (JAD) Technique
List all High Level Requirements, both functional (business requirements) and non-functional.(non-behavioral or quality attributes).  Prioritize high level requirements as High, Medium, or Low.  Provide trace-ability back to Business Objectives by listing the Objective Number(s) that each high-level requirement helps to achieve.

	Functional High Level Requirements

	High Level Requirement 

Number
	Requirement Description
	Priority

(H,M,L)
	Objective Number

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Non-functional requirements are things like: Availability, Efficiency, Security, Reliability, Maintainability, Usability, Archiving, Flexibility, Robustness etc.

	Non-Functional High Level Requirements

	High Level Requirement 

Number
	Requirement Description
	Priority

(H,M,L)
	Objective Number

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


3.3 High Level Data Requirements

List all High Level Data Requirements creating an overview of the type of information that is needed for the system. Also, if a Conceptual Data Model is created, you can copy the model in this section of the report.

	Requirementnumber
	Requirement Description

	1
	

	2
	

	3
	


3.4 Project Scope

Click on the following links for related details in the Process Library

PI.Step 2.Task 020 - Define Scope
Scope Definition Technique
Interactive Development (JAD) Technique
The Project Scope defines the boundaries of the business areas being addressed by the project.  Because its purpose is to identify boundaries, minimal detail is required. What groups and\or locations will be using this system.

3.4.1 Scope Diagram (Optional)

Optionally, insert a scope diagram that graphically depicts what is in scope and what is out of scope for this project.  Follow the diagram with text that explains what the picture describes and also includes scope elements that are not easily described with a diagram.  Any available tool may be used for developing the Scope Diagram(s), such as Visio or Microsoft PowerPoint.

A sample Level 1 Scope Diagram drawn in Visio follows.  The bold line identifies the scope of the project.  Processes and Data Stores that are inside the boundary of the line are considered to be in scope.  Any Data Flows that the line crosses or which are inside the boundary line are also considered to be in the project scope.

This is a great place to depict interfaces from the system to the outside world.
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3.4.2 In Scope

List what is in scope and controlled by the project.

Examples: businesses, business process areas, data stores, systems, locations, personnel, and major deliverables.

	1
	

	2
	

	3
	

	4
	


3.4.3 Out of Scope

List what is out of scope of the project.  For example, "desktops need upgrading for the new software."

	1
	

	2
	

	3
	

	4
	


3.5 Success Criteria

Click on the following links for related details in the Process Library

PI.Step 2.Task 010 - Identify Objectives, Requirements, and Success Criteria
Objectives Formatting Technique
Critical Requirements Analysis Technique
Interactive Development (JAD) Technique
List the measurable criteria for success as expressed by the Project Sponsor.  For each Objective, define how success will be measured.  Success must be able to be measured objectively and not subjectively.

	Objective Number
	Measureable Success Criteria

	1
	

	2
	

	3
	


4 Solution Concept

Click on the following links for related details in the Process Library

PI.Step 3.Task 010 - Identify New or Existing Solution Concept(s)
PI.Step 3.Task 020 - Identify Shared Services Reps for Scope/Concept Review
PI.Step 3.Task 030 - Review Scope/Concept with Shared Services Reps
PI.Step 3.Task 040 - Identify New or Existing Solution Concept(s)
4.1 Proposed Solution

4.1.1 Description

Describe the proposed high level solution to illustrate the feasibility of achieving the defined business requirements for the project.  Consider the advantages, disadvantages, technical feasibility, organizational impact, and the impact on other projects.

4.1.2 Breakdown into Main Sub-Systems

This section is important in order to highlight different business functions and responsibilities. This also sets up a modular approach to validation, implementation and maintenance (change control). For example, Consider an ERP system which could be broken down into modules (eg: Human Resources, data warehousing, scheduling, etc) 
4.1.3 External Project Dependencies

List those project dependencies that will have an impact on scope, schedule and cost.  These project dependencies may also pose a risk of delay to this project if not completed on time.

4.1.4 Constraints

List the constraints of the proposed solution, including schedule constraints. For example:

· cannot implement project during quarter-end close

· regulatory agency requires implementation by a certain date

· new business product is driving system implementation date

4.1.5 Assumptions

List any important assumptions for the proposed solution.  Include schedule assumptions. Include assumptions on how the implementations could vary. (eg: differences per site, variations in system configuration, extent of customizations, or if a phased approach is needed).

4.1.6 Risks

Click on the following links for related details in the Process Library

PI.Step 3.Task 040 - Identify Risks
Wp_risk.doc Active Deliverable (Optional, for larger or more risky projects)

Identify risks for the proposed solution.  Optionally, use the more robust Risk Analysis deliverable, wp_risk.doc, available in the Process Library.

	Risk
	Impact

(H,M,L)
	Mitigation

(How to reduce the probability and/or impact of the risk)

	
	
	

	
	
	

	
	
	


4.2 Alternative Solution

Optionally, describe an alternative solution considered before arriving at the proposed solution.  Repeat this section as appropriate for each alternative considered.

4.2.1 Description

4.2.2 External Project Dependencies

4.2.3 Constraints

4.2.4 Assumptions

4.2.5 Risks

	Risk
	Impact

(H,M,L)
	Mitigation

(How to reduce the probability and/or impact of the risk)

	
	
	


5 Project Approach and Schedule

Click on the following links for related details in the Process Library

PI.Step 4.Task 010 – Determine Project Approach
PI.Step 4.Task 020 - Estimate High Level Effort and Timeframes
5.1 Project Approach

Several criteria may affect the approach you take on the project.  Factors such as requirements for legal or regulatory reviews, requirements for computer system validation, requirements for Part11 compliance for electronic signatures & electronic documents.  Based on the above and other factors, explain the approach you are going to take to manage this project.  What type of Project Life Cycle and subsequent methodology will be followed (e.g. System Development Life Cycle, Web Methodology).

5.1.1 Regulatory & Legal Review Requirements

List any regulations that would impact this project (eg: GMP, GLP). Identify any changes that would affect regulatory processes or would require new regulatory submissions. It is not necessary to state specific  regulations that are fulfilled by this project.
5.1.2 Computer System Validation Requirements

See W-A Administrative Policy 409 for guidance as to requirements for computer system validation.

5.1.3 Part11 Electronic Signatures & Electronic Records Requirements

For more information as to the requirements for Part 11 compliance, see W-A Administrative Policy 435 and the website http://mywyeth.com/part11.

5.1.4 Project Life Cycle & Methodology Approach

Depending upon the type of project and the requirements for legal, regulatory, validation, and Part 11 compliance, determine the Project Life Cycle & Methodology that will be used to implement the project and business objectives.

5.2 Project Schedule (High Level)

Include the summary Gantt Chart from the schedule template selected in the previous section, or list the high level milestones in the table below with estimated start and end dates.  This schedule is meant to be at a high level, preferable at the stage and or stage/step level, not at the task level.

	Stage
	Estimated Start
	Estimated Finish

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


6 Project Organization

Click on the following links for related details in the Process Library

PI.Step 1.Task 010 - Confirm Project Board & Identify Key Resources
PI.Step 2.Task 060 - Add Business Resources to Project Organization
PI.Step 3.Task 070 - Add Technical Resources to Project Organization
PI.Step 4.Task 030 - Review and Refine Project Organization
Project Organization Technique
6.1 Project Organization Chart (Optional)

Considering the Project Organization Worksheet in section 6.2, the following Enter Project Name Organization Chart was produced.

Double click on the following graphic to edit the Microsoft Drawing file.
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6.2 Project Organization Worksheet

Define roles and responsibilities for each person/group (modify responsibilities as necessary).

	Role
	Responsibilities
	Resource(s)

	Project Board
	· Allocates expenditures.

· Resolution of escalated issues.

· Go/No go decision authority.

· Ensure success.

· Approve initial scope and changes to scope.
	See Below

	· Project Sponsor
	· Chairs the board and funds the project.

· Represents project to the rest of the organization.
	

	· Client Representative
	· Allocates business resources to the project team.

· Ensures that the project's results will work in the operational level of the business.
	

	· Relationship Manager
	· Liaison between the Business and IS organizations.

· In the absence of a Shared Services Representative, ensures that the technical deliverables of the` project are consistent with the overall technical strategy of the corporation.

· Requests a Technical Representative from Shared Services to the Project Board if project may have a significant impact on technical infrastructure.

· Facilitates resolution of technical resource availability issues.
	

	· Shared Services Representative
(optional)
	· Ensures that the technical deliverables of the project are consistent with the overall technical strategy of the corporation.

· Allocates technical resources to the project team.
	

	Project Manager
	· Day to day management of the project.

· Prepare and conduct stage-end assessments. 

· Reporting and scheduling.

· Brings escalated issues to the board.
	

	Project Team
	
	See Below

	· Business Team
	· Define Requirements.

· Perform user acceptance testing.
	

	· Technical Team
	· Produce the technical deliverables.
	

	Line Managers
	· Receive reports on project activities and progress, especially where their direct report staff are being utilized (however, they do not set project priorities or direction.)
	

	Project Coordinators
	· Ensures that the main interests being served by the project are properly represented at the working level

· Provides continuity in the day to day coordination of the project especially if there are changes of Project Manager.
	See Below

	· Technical
(optional, typically for larger projects)
	· Helps ensure the technical quality of the deliverables being produced.

· Assists in identifying all the technical tasks and standards that need to be followed. 

· Identifies resources to facilitate the production of project deliverables.
	

	· Planning
(optional, typically for larger projects)
	· Responsible for the planning and administrative aspects of the project.
	

	· Business
(optional, typically for larger projects)
	· Ensures that the operational interests of the business are being fully represented in the day-to-day operations of the project. 

· Helps identify who from the business areas can add value to the project team.
	

	Key Resources
(typically from Shared Services organization)
	· Provide expert knowledge in specific business or technical areas. 

· Contribute to the creation of stage deliverables by providing information 

· May also review stage deliverables.
	See Below

	· Technology Support Services
	· Establishes enterprise technology architecture and standards.

· Provides ongoing technology integration and support.
	

	· Operations
	· Provides all information technology support to AHPC headquarter units.
	

	· IS Support
	· Provides Help Desk services.

· Develops and supports IS business processes.
	

	· E-Business Technology
	· Provides overall program management of Internet and Intranet technology projects including strategy development, project prioritization & coordination, and funding.
	

	· Other
	· 
	

	Key Stakeholders
	· Receive major deliverables produced during a stage of the project.
	


7 Financial Planning

7.1 Cost Analysis

Click on the following links for related details in the Process Library

PI.Step 4.Task 040 - Estimate Project Costs
7.1.1 Recommended Accounting Method(s):

Contact your Financial Representative from the IS Finance organization to ask if there are any recommended accounting methods to use for the project.  If an AHT is required you will be asked to fill out the more comprehensive financial worksheets in Appendix A.  Otherwise, you may only need to fill out the worksheet in section 7.1.1.  Include the recommendation below.

7.1.2 Project Cost Estimate

For projects requiring AHT funding, draft preliminary statements for Capital Expense, Income (P&L), and Cash Flow.  These statements are in Appendix A of this document.  If these statements are used, refer reader to Apoendix A.  Contact the IS Finance Organization for help in completing these statements, which are required for AHT approval.

For projects which do not require AHT funding:

List the estimated total costs of resources, hardware, software and maintenance.  You can:

- use the embedded Excel worksheet provided in this document below  OR.

- present costs the way you wish.

To use the embedded Excel worksheet that follows on the next page:

· To edit the worksheet in Excel:
· Right click on the worksheet and select “Worksheet Object” / “Open”.

· Make your changes in Excel.

· Select “File” / “Update” to save the worksheet.

· Select “File” / “Close & Return to <file name>” to close Excel and return to this document in Word.  Your changes will be reflected in Word when you return.

· To edit the worksheet in Word:
· Right click on the worksheet and select “Worksheet Object” / “Edit”.

· Make your changes in Word.

· Click in any area of the document outside the worksheet’s border.  Your changes will be saved in Word
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7.2 Benefit Analysis

Click on the following links for related details in the Process Library

PI.Step 4.Task 050 - Define Business Case
Contact your Financial Representative from the IS Finance organization to ensure you are capturing relevant data for your business. Don’t forget to include benefits such as improved turnaround time, enhanced compliance, advances in quality.

	Tangible Benefits (dollar value can be calculated rather easily)

	Benefit
	Value
	Assumption

	
	
	

	
	
	

	
	
	

	
	
	


	Intangible Benefits (dollar value is difficult to calculate) and

Strategic Benefits (providing information that was not previously available) 

	Benefit
	Assumption

	
	

	
	

	
	

	
	


7.3 Business Case

Click on the following links for related details in the Process Library

PI.Step 4.Task 050 - Define Business Case
The Cost/Benefit Analysis may be optional if approved by the Project Board.

Include a spreadsheet that shows the cost benefit analysis and associated payback period.

Optionally, use the following table as an example to analyze Project Costs/Benefits in a summary format.  Remember to consider hardware and software procurement (licenses & maintenance renewal) and permanent staffing requirements (operations, support, training).

	Cost Benefit Analysis

	A

Estimated Total Benefits
	B

Estimated Total Costs
	C

Estimated Payback, in years

Point in time where benefits = costs
	D

Net Benefits

(A - B)

Total Benefits - Total Costs
	E

Total Return on Investment

(D / B)

Net Benefits divided by Total Costs
	F

Estimated Useful Life of Solution, in years

The estimated useful life of the solution in years
	G

Average Annual Return on Investment

(E / F)

Total Return on Investment divided by the estimated useful life of the solution in  years

	$1,500,000
	$1,000,000
	
	$500,000
	50%
	10
	5%

	
	
	
	
	
	
	

	
	
	
	
	
	
	


8 Project procedures

8.1 Project Communication Matrix

Click on the following links for related details in the Process Library

PI.Step 5.Task 010 - Establish Project Communication Matrix
Communications Plan Development Technique (Optional, for larger projects)

Customize the following Project Communication Matrix as necessary for your project.

	Project Communication Matrix

	Communication Type
	Audience
	Frequency
	Responsibility
	Delivery Mechanism

	Overall Status Report
	Project Board

Team Members

Line Management

Clients
	Monthly
	Project Manager
	WORD via e-mail

Document Repository

(reference Progress Control Activities)

	Project Board Review (Stage End Assessment)
	Project Board
	Stage End or by request of Project Board
	Project Manager
	Meeting

	Project Team Meeting
	Team Members
	Weekly
	Project Manager
	Meeting

	Task Status
	Project Manager
	Weekly
	Team Member
	Status Report or marked-up schedule

(reference Progress Control Activities)

	Issues
	Project Manager
	As needed
	All
	use Issues Management Activities

	Problem Report / Change Request
	Project Manager
	As needed
	All
	use Change Control Activities

	Project Newsletter
	All affected (interested) parties
	Monthly
	Project Manager
	WORD via e-mail

	History/Inquiries about project
	All
	As needed
	Project Manager
	Project Repository

Document Repository


8.2 Documentation/Review Plan

Click on the following links for related details in the Process Library

PI.Step 5.Task 020 - Establish Documentation/Review Plan
Walkthrough Review Technique
Handover Review Technique
Inspection Review Technique
Identify whether each required deliverable will be produced. Identify the review technique to be used for each deliverable.  Identify the roles that will review each deliverable. For those documents or software deliverables that will not be produced, provide the justification for not producing it.  Add to this list any important interim documents or deliverables.

	Document or Software Deliverable
	Review Technique

(Walkthrough, Handover,)
	Role(s) Required for Review
	Justification for not Producing

	Project Initiation Report / Project Plan
	Walkthrough
	Business Coordinator

Planning Coordinator

Project Manager

Technical Coordinator
	

	QA Notification Letter
	Handover
	Quality Assurance Analyst

Project Manager

Business Coordinator
	

	Release Strategy & Scope
	Walkthrough
	Project Manager

Business Coordinator

Technical Coordinator

Shared Services Rep.
	

	Detail Project Schedule
	Walkthrough
	Project Manager

Business Coordinator

Technical Coordinator

Shared Services Rep
	

	Validation Plan
	Walkthrough
	Quality Assurance Analyst

Project Manager

Business Coordinator
	

	Application Technical Architecture
	Walkthrough
	Technical Coordinator

Shared Services Rep.

Developer
	

	Detail Functional Requirements 
	Walkthrough
	Business Analyst

User

Developer
	

	User Interface Prototype
	Handover
	User

Business Coordinator

Technical Coordinator
	

	Detail Design
	Walkthrough
	Designer

Shared Services Rep.

Developer

Technical Coordinator
	

	System Test Protocol
	Walkthrough
	Developer

QA Analyst

Shared Services Rep.

Project Manager
	

	System Test Report
	Walkthrough
	Developer

User

QA Analyst

Business Coordinator

Project Manager
	

	Deployment Strategy
	Walkthrough
	Technical Coordinator

Shared Services Rep.

Project Manager
	

	Promotional Strategy
	Walkthrough
	Business Coordinator

Shared Services Rep.

Project Manager

Business Representative

Relationship Manager
	

	User Signoff
	N/A
	Sponsor

Business Representative

Relationship Manager

Shared Services Rep.
	

	Validation Protocol
	Walkthrough
	Developer

QA Analyst

Shared Services Rep.

Project Manager
	

	Validation Report
	Walkthrough
	Developer

User

QA Analyst

Business Coordinator

Project Manager
	

	Project Review Report
	Walkthrough
	Project Manager

Business Representative

Relationship Manager
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