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                                                                                                                                               Operations Documentation


                                                                                                                
            September 13, 2000


Project Document Definitions

The purpose of this paper is to clarify and define the different categories of documents that can be generated by the Operations Documentation (OpDox) Department at EarthLink. These definitions have been officially adopted by the OpDox department and are used to denote the specific type of document being written, as well as the its defined purpose and characteristics. The primary audience for each documented is listed for each document type.

1.  What is a Project Document? 

Project managers are ultimately responsible for the success or failure of their projects. They attempt to ensure success by planning projects, building teams, and communicating with the team members. Often times, the failure of a project can be traced back to the documentation that was used. 

A project document is any document generated within a project for use by the project, such as product objectives, specifications, and system test plans. It is also a document created outside the project, but is adopted for project use (for example, a programming standards document).

Project documents are one of the most important tools used in the project management process, and when correctly written help to ensure consistent and accurate communication, and to facilitate collaboration among all parties involved in the project. Good project documents are vital to the success of a project, and are the primary tool that the Project Manager uses to control the project’s course. The intrinsic value of these documents cannot be overly stated. 

2.  Primary Project Management Documents

2.1 The Concept Proposal 

Audience:  Key decision-makers, usually upper management

The Concept Proposal captures a business idea, usually in a single-page high-level document. In a few brief paragraphs, it should describe the highlights of the idea, the customer or business need to be met, and how this idea relates to the company’s strategic plan or goals. One of the primary purposes of the concept proposal is to provide a process for anyone in the company to communicate a project idea to management, thereby assuring the inclusion of individual contributors in the creation of the product.

2.2. Project Proposal Document (PPD)

Audience:  Key decision-makers, usually executives and upper management

The purpose of the Project Proposal Document (PPD) is to explain WHY a project should be implemented. The PPD must provide executives with sufficient information to allow them to make an educated decision on the proposed project. PPDs require a great deal of research, effort and collaboration on the part of a variety of people throughout the company. The goal is to quantify the reasons why the company should develop a given product or product enhancement. Good project proposals explain the market need and target audience, and provide evidence to support development of the product. When appropriate, the document should address the proposal in relation to the company’s goals or strategic priorities.
Issues to address include: 

· Product Concept. Provide a high-level view of the proposed product, its features, and what it will accomplish.

· Customer Needs and Benefits. Define both internal and external customers. Tell why product is needed, and what will it do when completed.

· Alignment with Strategic Forces. Explains how this proposal is consistent with existing strategic priorities, and lists the priorities it supports along with their target completion dates.

· Driving Forces. Addresses the issue of why this project should be undertaken now, and the risks of not proceeding. Examines customer need, market forces, infrastructure needs and finances.

· Partnerships. Briefly explains which partners (if any) will be required for the product to succeed, and the role they are expected to play in the project’s success or failure.

· Success Factors. Defines what must happen (or not) to make this product or project a success, along with all associated key dependencies and risk factors.

· Metrics. Identifies which variables can be measured after the release to determine positive or negative impact of the product or project.

· Assumptions. Defines all assumptions regarding the product and the market.

· Research. Describe the types and sources of research performed to justify the product or project.

· Market Information. Includes market statistics, customer impact, impact to sales of existing product lines, geography, competitive environment, and differentiation in marketplace.

· Build vs. Buy. Examines the availability of commercially software or services (if any) that may solve the problem being addressed.

· Distribution Strategy. Deals with potential channels of distribution and foreseeable original equipment manufacturer (OEM) opportunities.

· Project Schedule. Lists all potential phases of the project (proposal, planning and definition, implementation, and release) and target deadlines or estimates of required elapsed time needed.

· Organizational Impact. Includes a list of all departments that may be impacted or required to participate in the project, along with the projected level of involvement before, during, and after the launch.

· Financials. Provides an in-depth analysis of sales projections, profits and losses, and a cost/benefit analysis.

2.3 Project Charter Document

Audience:  All project team members; upper management; the executive sponsor

Once the decision is made to proceed with a project, a Project Charter Document must be written to clarify the roles and goals of the project. This document is also generally a single page.

Issues to address include: 

· Project code name

· Strategic priority for the project and desired completion date

· Executive sponsor 

· Authorization for funding and resources for the Project Planning and Definition phase 

· Names of the Project and Product Managers

· The goals for the project and the product. Project goals should relate to the use of company resources to achieve the defined goals.

· The success criteria for both the project and the product, which defines the measurable criteria that will be used to signify the successful completion of the project.

2.4 Product Requirements Document (PRD)
Audience:  Engineers and developers; anyone else involved with design and building of the product

The purpose of the Product Requirements Document (PRD) to explain WHAT needs to be done to successfully complete the project. All proposed product requirements are clearly defined in the document. The PRD describes the high-level features the product is expected to contain. It should include a prioritized list of requirements and product features, and the estimated delivery time frame for each. The requirements and their behavior should be sufficiently detailed to allow their feasibility to be determined. Each requirement should be as specific as possible (with background on why it is a requirement), but should focus on what needs to be done, not how it should be done. The document should establish the proposed target release date, and justify the feasibility of this date as based on a variety of factors (including market conditions, competition, etc.). All requirements should be prioritized. Requirements receiving a low priority should not be dropped from the document, but should be retained to document that they were considered, along with the reasons why they were assigned a low priority.

Issues to address include:

· Scope of the Solution. Describe in detail the problems, issues and tasks that this product will solve. Explain what it will do, and what foreseen limitations and known problems it is intended to address. 

· Product Perspective. Define in detail this product in relation to existing products or projects.

· Build vs. Buy. Discuss the availability of off-the-shelf components to meet this need.

· Requirements. Define the customer interfacing requirements at a macro level. Include specific details regarding features, usability, tools, billing, supportability, documentation and navigation. Each requirement should be justified, and denoted as being essential, desirable or optional. Requirements relating to platforms, inputs, outputs, processing, and quality should be discussed.

· Specific Components of Project. Each of the above-mentioned requirements must now be broken down into components. An outline format seems to work best here. Each component should be defined in such a way that it can easily be conceived and tested to verify its operation. This section is intended to be a module-by-module explanation of how the product will look to the end user. 

· Performance Requirements. Define quantitatively all performance considerations like timing constraints, access speed, concurrent logins or transaction rates required.

· Constraints. Discuss the boundaries surrounding the proposed product or service, remembering to address both general and hardware-specific constraints. It is important to outline all general constraints and the reasoning behind them. This section is purposely vague, with all details defined in the Product Architecture Document (PAD). 

· Cross-Functional Requirements. Provided a general overview of the involvement and contributions of each department in this project. Provide more detail about the processes, tools, and documentation needed by each functional area to support the product as described above. 

There may be times when the Design Analysis Team requires changes to the PRD. For example, there may be a requirement that is too expensive to implement. In this case, the team may choose to modify that requirement in the PRD and publish a new version of the document.

2.5 Product Architecture Document (PAD)

Audience:  Engineers, architects and developers; anyone else involved with design and building of the product

The purpose of the Product Architecture Document (PAD) to explain HOW the project is going to be successfully executed. The PAD is primarily the responsibility of the Engineering Lead in conjunction with all responsible Engineering groups. The writing of a PAD provides detailed definitions of all product requirements, including internal and external interfaces and a data specification. This document is meant to be a detailed blueprint for the implementation of the proposed product, and describes how developer testing should be performed. Time estimates for the various activities involved in building and testing the product should be included. The PAD and Test Plan should be reviewed to ensure consistency with the PRD.   

Issues to address include:

· Architecture Considerations. Identify all possible design considerations and explain the chosen design in detail, along with other design considerations not directly related to the selected design.  

· System Dependencies. Detailed description of how the new system or product will interact with other products.

· Design Options. Provides a cursory overview of each design considered, including advantages/disadvantages and design constraints of each design option.

· Build vs. Buy. Address the feasibility of purchasing of off-the-shelf components rather than building internally. If purchase of the components is not feasible, briefly state why.

· Design Selection. Discuss why the recommended design option was chosen. All design constraints related to this option should be discussed in detail. 

· Other Design Considerations. Describe in detail what languages, development environments, and platforms are critical to the design of the system. Platform constraints may include, but is not limited to, processor selection, operating system, networking protocols and topology.

· Detailed Module Specification. Discuss how the product will be designed at the module level. If a module consists of smaller components or sub-modules, each of those smaller components should be discussed here. The requirements of all "Components" in the Product Requirements Document must be addressed in this section. If it is unknown how a certain requirement will be met, insert a placeholder in this section indicating that the Component has not been addressed.

· Module Interdependency Matrix. Provide a module interdependency matrix. This lists in graphical form all modules and external systems not outlined in this document.

· Module List. Includes a functional overview of the module, describing the basic process of how it works and what other modules it interacts with.

· Product Requirements Reference. References the Product Requirements Document (PRD) and list the specifications each module will satisfy.

· Interfaces. Lists all inputs and outputs to each module and detail interaction with other modules.

· Implementation Detail and Constraints. Explains implementation of the module including any performance constraints, recommended algorithms, and other design details needed to define the module.

· Module Testing. Defines how the developer will test this module to be certain it is providing the functionality intended in an efficient and reliable manner. If a complex  algorithm is used, then a series of module tests should be specified for checking correctness.

· Engineering Deliverables. Describes the components of the product release to be managed by Engineering. 

· Distribution. Describes all files that should be included in the distribution. If the distribution is via CD, lists any supplemental applications that should be included on the CD. If the distribution is via download or electronic software distribution (ESD), describes how the package should be assembled (for example, self-extracting executable or ESD 3 format).

2.6 Product Implementation Documents

Audience:  All project team members

The Project Implementation Plan (PIP) outlines and describes all support activites (such as training, and systems work) required during the implementation and release phases of the project. This document contains the schedule, milestones, resources, and tasks for this project. These activities should be broken down to a fairly fine level of detail, thereby allowing a high degree of confidence in providing time estimates. In short, this plan is the road map for the Implementation and Release/Launch Phases, and is expected to help facilitate the hand-off of responsibility for the product from the project team to the day-to-day operations team.

Issues to address include:

· Team Members, Roles, and Responsibilities. Includes detailed list of each team member, and their specific role and responsibility to the project. Should include complete coverage of all affected functional areas within the company, as outlined in the proposal and requirements documents.

· Task List, Schedule, and Milestones Supporting Documents. The task list contains all tasks, work packages, dependencies, and resources involved in the project. Each task has a name, description, and duration, start date and assigned resource. Some tasks will also have dependencies.

· Risks and Contingencies. Includes information on key risks to the success of the project, as well as contingency plans to mitigate the risks.

· Change Control. Defines how proposed changes in the Implementation or Release Phases will be handled. Change types include:  requirements (features, functions, capabilities); architecture (hardware, tools, design); implementation (schedules, deliverables, milestones) and code. 

3. Secondary Project Management Documents

3.1 Feasibility Reports

Audience:  Project and product managers; other project team members as needed

Feasibility Reports respond to the Product Requirements Document (PRD) in terms of what it will take to implement each requirement in the product at a high level. Feasibility Reports determine at a high level what it will take to implement each requirement, and typically include general target completion dates for each requirement based on high-level research. These reports should include a reasonably accurate estimate (within 30 percent) of development effort, a description of the assumptions and requirements used to constrain the estimate, possible approaches to the problem, and a description of potential implementation issues. 

Issues to address include:

· Assess if more investigation of a particular feature request is warranted

· Define basic corporate parameters (time to market, high-level description of required feature set) of the product development cycle

· Provide target schedule estimates for completing the conceptual design, detailed design, and implementation.

3.2  Conceptual Model Documents

Audience:  Project and product managers, 

The Conceptual Model Document examines the Feasibility Document(s) and creates a conceptual model for the product or enhancement. This document defines the big-picture view of how the requirements will be translated into products features/functionality, and often includes a finer tuning of expected completion dates based on the more detailed analysis and research performed since the Feasibility Reports. The purpose of this document is to describe the “what” and “how” for a product or feature set, and typically includes a description of the main concepts of the product that are visible to users, without describing precisely how they would appear or be implemented.

Issues to address:

· Translate the requirements into high-level product features

· Provide cost estimates for their implementation

· Establish initial product plans (including feature lists) for further review

3.3  User Interface (UI) Functional Specification Document (Software-Specific)

Audience:  Product Managers; engineers and developers; anyone else involved with design and building of the product

The User Interface Functional Specification Document is specific to the development of software, and describes the user’s view of the product. This document describes in detail how the new features/functionality will look, operate, and be used from a user’s perspective, and should be used to verify that the product requirements are being met and to help plan resource requirements. Each description within a UI Functional Specification should draw an explicit connection between functionality implemented and the requirement it fulfills. It is important to recognize that UI Functional Specifications change during the life of any project. The UI Functional Specification must be kept current, and inclusive of all changes at any point in time. 

There are often two levels of a User Interface Functional Specification:

· The User Interface Overview Functional Specification should be a brief review of the product as a whole, including a list of all projects that will contribute to the implementation of that product (each of which will have its own detailed Functional Specification). It is important because it is the only document that lists all the component projects. It may also contain full functional descriptions of features that do not merit their own Functional Specification

· A Project Functional Specification provides the functional description for a single project (for example, printing from Windows Explorer).

Issues to address:

· Visual aspects

· Behavioral characteristics

· Other user interface matters

· Details regarding all menu items

· Details regarding keyboard shortcuts

· Details regarding command buttons

· Design philosophies and rationales, if appropriate

Project Document Definitions: Cheat Sheet

1. A project document is any document generated within a project for use by the project, such as product objectives, specifications, and system test plans.

2. The Concept Proposal captures a business idea, usually in a single-page high-level document. 

Audience:  Key decision-makers, usually upper management.

3. The Project Proposal Document (PPD) explains WHY a project should be implemented. 

Audience:  Key decision-makers, usually executives and upper management.

4. The Project Charter Document clarifies the roles and goals of the project. 
Audience:  All project team members; upper management; the executive sponsor.
5. The Product Requirements Document (PRD) explains WHAT needs to be done to successfully complete the project. 
Audience:  Engineers and developers; anyone else involved with design and building of the product. 

6. The Product Architecture Document (PAD) explains HOW the project is going to be successfully executed. 

Audience:  Engineers, architects and developers; anyone else involved with design and building of the product.

7. The Project Implementation Plan (PIP) outlines and describes all support activities (such as training, and systems work) required during the implementation and release phases of the project. 

Audience:  All project team members.
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Confidential Information Notice 

Copyright 2001. All Rights Reserved.  Any unauthorized reproduction of this document is prohibited.

This document and the information it contains constitute a trade secret of EarthLink, Inc. and may not be reproduced or disclosed to non-authorized users without the prior written permission of EarthLink. Permitted reproductions, in whole or in part, shall bear this notice.
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