Project Assessment Outline/Template
The project assessment puts the meat behind the charter. The Charter defines what the project will accomplish at a high level, i.e., what the product will do. This document adds more detail to the what, and is used to assure the project is feasible and to define specifically how the project will be accomplished. 

The Project Assessment will have several sections, and generally should follow this outline. However, you should adapt the contents of the plan to suit the needs of your particular project.
Keep in mind:
The project includes all the things you will do to create a successful product. The product is what you are creating for your sponsor such as a database, website, or network. The product also includes all the supporting documents such as research reports, design documents, user manuals, etc. You will have both project and product deliverables and activities. This assessment is a project deliverable. The various tasks to create it are project tasks. User requirements documents, design documents, etc. are product deliverables. The tasks to create them are product tasks. This assessment, together with the project plan, specifies how you will accomplish both.
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REMINDER: This is a template. Follow the instructions for template use.
Project Title & Sponsoring Organization: Give the name of the project and sponsoring organization

Team: name the team and list the members here
Project Description
Write a short introductory paragraph giving the context of the project. Then add the project description from your Charter--and then take it to the next level of detail, if appropriate. Don’t turn it into a requirements document, but make it very clear what your project entails. As you add those details, make sure you are adding information, not changing the intent. If you find you need to change the Charter, you can do that, but make sure you get appropriate agreements. This should still be brief, and written from the business perspective (think about business functions and the relationship to product features and functions). After you write it, look at your Charter success criteria and make sure everything still matches.

Project Feasibility Assessment 
This section should evaluate the economic, technical, operational, and organizational feasibility of the project; highlight significant factors in the overall project feasibility for both you and the sponsor. Include an explicit statement that indicates whether you believe the project is doable or not, for both your team and your sponsor. This section acts as an overview of the details that follow, so you will want to write it after you complete the Constraints, Resource Requirements and Risk Analysis sections of this plan.

If you think the project is not feasible for either yourselves or your sponsor, you need to schedule a meeting with me immediately to discuss. If it’s truly not feasible, we’ll want to get you a different project, adjust the scope, or otherwise change things to make it feasible.

Constraints
[bookmark: _GoBack]List any known constraints imposed by the environment or by management. Constraints are externally imposed restrictions on what you can do or how you can do it. Do not include the factors in your success criteria. Those are, of course, constraints, but there’s no value to repeating them here. Typical constraints may include imposed interim and/or end dates; predetermined software systems and packages; and other predetermined solutions. For example, if your sponsor already has a Drupal website, you will also use Drupal for your additions even if you hate it or have never done anything in Drupal before. Limited budgets, including your hours, are not constraints in this sense: every project has a limited budget. 

Resource Requirements and Budget
This section of your report should describe what resources you will need and any costs associated with doing your project. There will generally be four sections here: human resources, material/equipment and operating expenses and other resources. For the initial plan, these can be rough order of magnitude (ROM) estimates. You should update these to definitive estimates as soon as you can. 

Human resources. Identify your stakeholders: list everyone whose time you will need to complete your project and what their role in the project will be. Include your team members, sponsor and any staff or end-users, and any on-site, vendor, or SJSU experts with whom you expect to consult for advice in completing your project. Be sure to list contact information for them. Estimate how much time you will need from each of these resources. For this project, the cost of these resources should be expressed in time, e.g., hours/week. If there’s anything particularly worrisome here, it should be evaluated as a project risk.

NOTE: You are not only allowed to ask for help with any aspect of the project, but encouraged to do so. For example, you might want to ask a member of the faculty or other expert to advise you on technology choices if making such recommendations is part of your project.

Material/Equipment Requirements. This section should define the hardware/software and any other capital resources needed to complete your project successfully. This includes all requirements for your team as well as all requirements for your sponsor, not just to develop the system but to maintain and operate it. Identify costs associated with these items, and who will provide them. If you or the sponsor already owns them, show the incremental cost as $0, but you should still list the item and indicate where it is coming from. Incremental costs in this case means anything that you or your sponsor will have to pay. For example, if your sponsor already has licenses for the software that you will use, the incremental cost is $0. If they have to buy the software, the incremental cost is whatever the license fee is. NOTE: All software must be legally licensed. Don’t even think about “helping” your sponsor by giving them illegal software.

Operating Expenses are expenses and fees, such as for an ISP or webhost. Distinguish between one-time and ongoing expenses. For ongoing expenses, budget for a reasonable length of time, such as one year. Operating expenses also include non-capital expenditures such as for travel, training, supplies, books, copying, printing, etc. Show all expenses, but as with capital expenses, show the incremental cost.

Other resources include space and any documentation of the existing system, vendor technical literature, systems manuals, etc. that you will need to consult. Space includes a designated team meeting and work site, including any on-site office space your sponsor may provide.

For all categories, make crystal clear who will provide what! For example, does the sponsor assume that you have the necessary software tools to complete your project, or will your sponsor provide them? 

Risk Analysis
Even highly feasible projects have associated risks: this is where you identify and assess them. Risks are external factors or conditions that might happen along the way and could cause your project to fail or change direction. For example, your sponsor bringing in new stakeholders late in the project could be a risk. Your sponsor having a lengthy or complicated process for approving and purchasing something needed for your project could be a risk. A teammate having a family emergency or illness that causes them to miss a major chunk of the semester or even have to drop out of school entirely is a risk (it’s happened). Your lack of experience is not a risk—it’s not external, and is just something you have to plan for. 

List the risks you identify in the following table and rate (high, medium, low) the probability the risk will occur and the impact on your project if it does occur. Describe how you will monitor the situation so you will know if any of the risks occurs, or better, is about to occur. Describe what you are going to do about the risk. Anything rated as both high probability and high impact should be addressed in your feasibility assessment. Add appropriate project management activities to your schedule. 

The goal is to identify any high probability, high impact risks. This is not a disaster plan, and it’s not necessary to break your brains coming up with a list of exceedingly remote possibilities. Focus on the things that are reasonably likely to occur.

	Risk Description
	Probability
	Impact
	Monitoring Strategy
	Response Strategy

	
	
	
	
	

	
	
	
	
	



Change Management
Your ground rules address the process for deciding things within your team, but this is about the larger question of changes to the project. How will you and, if appropriate, your sponsor, decide about changes to the project.  Perhaps you want to classify them by how big they are and whether they affect the scope of the project or not. You could have a change proposed that is within the scope of the Charter, but would mean a big change in your approach. Or you may learn about something that opens options you aren't aware of now.

Consider whether a proposed change makes sense. If yes, then you must decide whether to accept the change. Factors to consider: is it in your current, is it a major or minor change, does it directly affect the sponsor, either in visibility or for maintenance/support. 

Also, not all changes to a project are voluntary. Sometimes you find out something that dictates a change in the project—sometimes small, sometimes that changes the whole approach.

This section of the assessment is where you specify how you will handle the various categories of change.

Communication Management 
Describe the system of communications and the project performance documentation that will be provided to the various stakeholders, i.e., what information will be provided for whom. Your communication plan within the team is specified in your ground rules, so there is no need to repeat that here.

The purpose of this section is to outline the structure of your stakeholder interactions, whether by phone, e-mail, in person, or in formal reports. I’ve added a couple typical examples to the table: you need to change these to what you actually do and add anyone missing. If you are working with more than one person at your sponsor’s organization, you’ll want to specify who, either by name or by their job. Be sure to add appropriate project management activities to your WBS.


	Stakeholder
	Communication and format
	Frequency

	Sponsor
	Progress reports: email
	Weekly

	Sponsor
	Product reviews: in person
	Scheduled 

	Sponsor
	Questions/answers: email and cell phone
	As needed

	Instructor
	Progress reports: email
	Weekly

	
	
	

	
	
	





Project Milestones 
This section sets out initial expectations for the milestones associated with key deliverables of the project. This becomes the framework for the work breakdown structure. Your schedule will cover activities in two main areas: 
Project: acceptance of deliverables such as the charter and project plan are in this category.
Product: acceptance of key deliverables such as user requirements, system design, etc. and, of course, the product itself are in this category.

In this section, list and describe the key milestones that you must meet to succeed with your project. Each milestone should have an associated deliverable: the milestone is passed when the deliverable completion criteria are satisfied.  Include both project and product milestones. Key milestones/deliverables are the big ones, either because they have importance after the project is complete or because their completion is necessary to continue with the project. You won’t list here every deliverable you will create, and you may have internal milestones as well, but do include in this table anything that someone looking for an overview of the project would want to know about. For example, completing your data model or a research report comparing the capabilities and costs of different ISP’s would not be listed as a key milestone, but should be included in your work breakdown structure and project schedule. 

Be as clear as possible in defining your milestones and deliverables. Include completion criteria that specify how you will know each deliverable is really finished (e.g., passes testing, sign-off by sponsor—whatever is appropriate for the deliverable). Clear and obtainable deliverables set the direction of the project and eliminate confusion about what work is performed and what products/services are to be delivered. Completion Criteria gives you a way to control quality. 

Use the comments column to identify any critical task or resource dependencies or concerns that may significantly impact your ability to complete the project successfully (e.g., if the sponsor must provide certain IT resources or access to end-users in order for you to complete your work). This is the place to point out anything important that may affect feasibility of the project, or that you must be particularly careful to include in the WBS.

The template includes the usually-required project deliverables: if they do not apply to your project, delete them (but for this class, you’ll need to explain). Change the completion criteria as appropriate for your project. You should also add any other key milestones that are appropriate for your project. If there are specific due dates, e.g., to meet a sponsor requirement, indicate that in the comments. Otherwise due dates will be calculated in the project plan. 

Product deliverables are much more dependent on the particular project: I’ve included a few of the usual ones in the template, but you need to consider this list carefully to include what is appropriate for your project. The list here is definitely not comprehensive!

	Key Milestones
	Description
	Completion Criteria
	Comments/Concerns

	Key Project Deliverables
	
	
	

	Ground Rules
	Rules governing how the team will work
	Agreed by team
	

	Charter
	Written agreement defining what the project is and how success will be measured
	Signed by team, sponsor and instructor
	

	Project Management Plan
	Complete specification of how the project will be accomplished
	Accepted by instructor
	

	Final Report
	Written assessment of the project
	Turned in to instructor
	

	Project Acceptance From
	Written acceptance or refusal of the product
	Signed by sponsor
	

	Key Product Deliverables
	
	
	

	Website (or database, etc.) –you should generally break this down into major sections or functions
	The website or database itself.
	Meets success criteria and accepted by sponsor
	

	User Manual
	Documentation for end user on how to use the product
	Accepted by sponsor
	

	Implementation Guide
	Documentation on how to install, change and maintain the product
	Accepted by sponsor
	

	
	
	
	




