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About this Document



The Project Plan outlines the procedures and guidelines associated with the Everhard web site redesign project. This document i
s within very early development, and has not bee
n edited 
what
so
ever.




For more information about the procedures within this document contact Darryl Lyons (Project Manager) on (07) 3208 0213 or 0417 757 995.



This document was created using Microsoft Word.
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Scope

�



Identification

�

The project Odinsoft is developing is for Everhard Industries and is a redevelopment of their current web site. This will involve content/information review, interface design and production, extensive programming, 3D animation and/or stills and possibly photography during the development of the system.



Everhard Industries’ head office is located at 405 Newman Road Geebung Brisbane Australia. 4034. Phone: 3265 3999 Fax: 3265 2111.





System overview

�

The client is Everhard Industries. The developer is Odinsoft, and is the second developer to produce a web site for the company (the first being an in-house employee).



The underlying purpose of the web site is to inform the greater public about the client, Everhard Industries. Our project goal is to completely redesign the existing web site to meet the client’s overall goals. 





Document overview

�

The purpose of this document is to outline the key principles and procedures associated with the Everhard web site redesign project. 



This document shall remain an internal, for the use of Odinsoft team members only.































Referenced Documents

�

The following documents have been referenced or have been mentioned within this document:



Programmer’s Standards and Specifications

Graphic Designer’s Standards and Specifications

3D Animator’s Standards and Specifications

File Naming Conventions

Risk Management Plan

System Installation Guidelines 





Overview of required work

�



General overview

�



Requirements/constraints of the system (client):




to appeal to a public audience and inform that audience about Everhard Industries (get them interested)


to be useful and functional for existing clients (ordering side of site) who wish to purchase large amounts of items


to be innovative and easy-to-use


to be professional looking yet not boring or overly corporate


entire catalogue available online for clients, perhaps only partial catalogue available for greater public




Requirements/constraints of the system (team):




to be fast loading yet still retain a nice look and feel (just the right use of graphics)


to work in multiple browsers and environments (Netscape, Internet Explorer, Windows 95/98, Mac OS)


to be portable from server to server


to use technology and media effectively and in an innovative way


project must
 be finished by certain date (10
th
 October 1999)


documentation must be delivered to both the client and the University at predetermined intervals


�






Requirements/constraints on project documentation:




set deliverables must be given to both the client and the University. These documents include the 
Concept Brief
, 
Project Plan
, 
Design Statement
, regular 
Status Reports
, 
Risk Management Plan
, etc.. 



the documents must meet style standards defined by the project team






Position of project in system life cycle

�

The project is the second design if the Everhard web site, and therefore can be seen as a second generation product within the system’s life cycle.





Project Schedules and resources

�

The pro
ject must be completed by the 10
th of October 1999, and key deliverables must be submitted between the project commencement and finish dates. 



More on this?





Other requirements and constraints

�

Project security will be high on this project so as to eliminate the chance of Everhard Industries’ competitors releasing a product which is similar in function to the one currently in development. 



A set of ‘Rule-of-thumb’ Internet Standards will also have to be adhered to within this project. For more information on this see 4.2.2 Standards 
for 
Multimedia Products.


































Plans for performing general multimedia development

�This section will identify general processes and guidelines for the development of the multimedia package, in this case, a web site.




Multimedia development process

�

The development process for the Everhard web site redesign will follow a ‘loop’ multimedia development process. At each stage of the product’s construction there will be a review of the product so as to ascertain if the product is meeting the project’s predefined requirements.



Strong communication must exist between team members and more importantly the second project team who will be working on Everhard web site with us - namely the team designing the e-commerce system. There work and schedule will have to be factored into our own.



There will be 3-4 prototypes released at predefined intervals (which also depends on the other project team’s schedule and planned build times). Each planned prototype release (alpha, beta, etc..) will be reviewed by both the client and team, and thus the ‘loop’ method of development will come in handy if components need to be redesigned or if we need to go back to drawing board.





General plans for multimedia development

�

Listed below are the various methods and procedures which will be used to ensure that the Everhard web site redesign meets all project requirements.





Multimedia development methods

�

Various types of methods will be used to manage the project, both manual and ‘automated’. Manually speaking there will be a myriad of documents which will deal with almost every aspect of the project, ensuring that both the client and team are informed on the project’s status. Some of this procedures are explained further in 4.2.2 Standards 
for 
Multimedia Products.



Team members will be expected to fill out time sheets for every single task they perform (itemised), so as to ensure they do not spend too much or too little time on a task. This is also ensure the project does not go over-budget. 
Task Assignment Sheets
 will also help in this regard as well, so each team member knows what the other is doing. This procedure however will be more beneficial to the Project Manager. 



Microsoft Project 98 will also be used as an ‘automatic’ tool to keep track of the project via its 
Work Breakdown Structure
 (WBS) 
G
ant
t
 chart feature. This will be used mainly as a tool for the Project Manager to keep track of project resources. This however will also be a time consuming exercise.





Standards for multimedia products

�

This section shall be split into various sub-paragraphs each dealing with a specific aspect of the web site production.





3D Animation and Design



A strict set of 3D Animation and Design guidelines must be met in order for the product to meet the requirements of both the team and client. Further information is available in the 3D Animation and Design Standards and Specifications Document.





Documentation



All documentation will include the following features:



A header on the first page which includes the company name, company logo, file name of the document and the project name

Standard cover page (where needed) which contains the version number, author, approver, status, and key revision dates. There will also be a brief paragraph on the purpose of the document and some further contact information. Top of this page shall include the directory where the document is located and filename of the document.

Standard footer which will contain copyright information, the company name, and the page number.

Standard style guide - size of headers, text to use, etc.. This is illustrated by the documentation template, template.doc.



Documents will be placed within pre-defined directory structures so as to ensure easy file management. This is described in further detail within the File Naming Conventions document.

 



File naming conventions



A strict set of file naming conventions must be followed within the management and production side of this project. Further information is available in the File Naming Conventions document.



Interface design (web)



Interface design must also follow some stringent guidelines, both aesthetically and practically. Further information is available in the Graphic Design Standards and Specifications Document.





Programming



The programming segment of the product shall follow some very strict guidelines, especially when using languages other than HTML. Commenting of code must be paramount. For more information on these standards refer to the Programming Standards and Specifications Document.





Version control



General

As already mentioned, documents (both internal and for the client) will have version numbers, but this does not guarantee that two versions of the same document version will not exist in any two different locations. It will therefore be assumed by default that the responsible person for each task within the project has the most up-to-date version of said materials. 



For instance, the Project Plan document, ‘eh-pp30.doc’ is in the possession of another team member other than the Project Manager, whilst they are adding some information to it. It will be assumed that the Project Manager has the latest version of that document until the other team member changes the version number (typically only one increment - 3.1 - with small changes and additions) and returns the document to the overall responsible person.





Saving strategies

Each team member will have two zip disks dedicated to the project. Upon these two disks will be each team member’s master backups for the week, the backup day being a Monday. This means that at any one time a team member will have the latest version of their work on their local hard drive and also have two backups on zip disk (which are a maximum of 5-7 days old). 



On the Monday of each week a master backup of the entire project will also be performed, on a dedicated zip disk held by the project manager. The entire project will also be uploaded to the web, to a US server. This will only be necessary until the first prototype is online, when at such time the latest content will be on the web by default.

By following the above steps the project should not noticeably suffer if a disk becomes corrupt, and hard drive fails or something unforeseen happens to a team member. Therefore the current version of the site will always be assured of. 



 - also see Risk management/control





Reusable multimedia products

�

Reusable items that already exist could be programs or applications designed for the multimedia environment which already serve a function or purpose which falls into the boundaries of the project. 



Such an application could be a Javascript function which enable rollovers on web-based images, or a CGI program which interfaces with a database. Such applications could save the project invaluable amounts of time and therefore save the client money. Use of such applications within a commercial production however will need to be investigated, as copyright clearance or licensing rights may need to be obtained (application may be shareware or a 30-day trial). 





Currently available reusable components



Team skills can be counted as a reusable resource, especially for future projects. New skills learnt within this project will prove invaluable from project to project.



Physical components however include existing Javascript functions and HTML processes that our programmer has on hand. These are mainly generic functions for use with layout and logging. The benefits of using thee is decreased time and costs in programming. Any existing programming components will be outlined within the Programming Standards and Specifications Document.





Developing reusable components



Whenever possible each team member should strive to develop generic methods and processes of achieving goals, so these can be reused on other projects and products. This mainly applies to the Programmer (construction of generic methods and class files), but also applies to the Graphic Designer, 3D Animator and Project Manager. These new processes and methods should documented in the relevant Standards and Specifications Document.









Handling of critical requirements

�



Security and Privacy



It is critical that project security not be compromised at any time by any team member. If one of Everhard Industries’ competitors was to find out about the project and release another product of similar function, it may undermine the impact of Everhard’s own finished product. 



It is therefore crucial that team members agree not to discuss project details with other people. It is also crucial that the security of the prototypes in not compromised, meaning a secure (protected)  location must be assured before viewing by the team or the client within the Internet context.





Intellectual Property



An Intellectual Property (IP) register will be kept to keep track of all client, external and team IP ownership. Every detail will be logged so as to reduce conflicts or legal matters which could arise within the foreseeable future. IP items must be agreed upon by each team member (signed?).





Other



Other critical requirements are key deliverable items for the project itself, which are due for release on predefined dates. 





Computer Hardware resource utilisation

�

Each team member has their own personal computer which most of the project work will be completed upon. It will therefore be assumed that a large bulk of resource utilisation shall be each team member’s residence, and assumed by default that each team member’s role shall define hardware usage.



The Macintosh Laboratory at the Technology building 2.34, Griffith University shall also house resources which each of the team members can use. This will mainly be due to team meetings taking place within the same room or campus.



Everhard Industries also have a digital camera which may be used by the Photographer during product production.





Recording rationale

�

Key or major decisions must be made by the majority of the team (over 4 people present), and will be recorded within the meeting minutes.



Other minor decisions made between the Project Manager and another team member or even by the team member themselves will be recorded either within the minutes of each meeting or within the relevant Standards and Specifications Document.



A key decision within the context of this project means a decision which will affect the rest of the group or the project in general.



A minor decision within the context of this project means a decision which will not affect the entire group or project, but only the person(s) making the decision.





Access for client review

�

The client, Everhard Industries, shall have access to the project on two levels:



Level One: This will be access to the actual product, both within prototype stages and the final loading. The product will be placed upon the web for viewing within a password protected area that the client and team shall only have access to. This will facilitate an easy and headache free client review process.



Level Two: The client will also have access to all relevant project documentation, which will be placed on a password protected web site dedicated to the management of the project. The client will be able to download Word Documents such as the 
Concept Brief
, 
Change Request Form
 and weekly/bi-weekly 
Status Reports
, etc..

































Plans for performing detailed multimedia development activities

�

The following documents have been referenced or have been mentioned within this document.




Project planning and oversight

�



Multimedia development planning

�

The project is a relatively straight forward process when taking into consideration other larger more complex systems that could possibly be built. With this in mind however, there still do remain a few unknown quantities in this system development process, which shall be described later.



The actual development plan will be modeled on an iterative process. At each major sign-off event the current system build will be evaluated by both the client and the team, to gage whether the team is performing in tandem with the project plan. If not, then the team will either have to reevaluated their current work ethic or the project plan itself will have to be adjusted. 



By signing-off various components of the system the client will be assuring the project team that they are performing/developing to the agreed upon requirements of the system. This should eliminate any disagreements on system design after the sign-off date for the current system build. If any issues should arise, then a 
Change Control
 process will be activated, and a 
Change Request 
F
orm
 will have to be filled in by the client. 



Mentioned constraints on the project plan at this time is the factoring in of the other six person project team working on a major component of the system. When more information is learned of this team’s project plan and deliverable dates, this document will have to be updated. Other considerations are also unit testing and how their system will be integrated with ours once a suitable system build is reached.



At this time the project plan and development process is only covering the known deliverables (internal and client documentation) and broad system specifications and requirements. This will of course change once a more detailed first prototype is developed and the project scope widens, giving the project team a clear understanding of the work involved.















Evaluation

�

Evaluation of the system is also an important factor when planning. Our system will be evaluated at each build to see if it is in-line with the system requirements outlined by the client, and within this document. By evaluating the system as a whole at each major sign-off it will save the team time and resources later in the system’s development.



Evaluation will also include quality checks on each component of the system, especially at the early stages where interface concepts and programming techniques are being explored. A process needs to be developed where one or two team members are responsible for evaluating the other team member’s work for quality of design and construction. Team members in general should not be afraid of making suggestions which may in the long run benefit the project.





Testing

�

Testing of the system will indeed be extensive. Explicit processes need to drawn up to handle each build of the system, even from the first prototype on paper. 



Each component shall also be tested, something perhaps more relevant in the later builds of the system. Each team member will be responsible for testing their own components, whether it 3D animation or web programming. 



By testing each component before more major system builds, testing of the system should be more straight forward process where the only bugs that occur will be between various components or in certain environments. This however is an ideal situation.





Risk

�

A project plan also has to account for any risks that may arise, no matter how small or large (as even smaller risks may have a larger impact than some may suspect). Such risks will be documented within the Risk Management Plan. This plan will include possible client, team and general project risk factors.





Installation

�

The system from build #2 (or Beta prototype) will placed upon Everhard’s own web account under a protected directory structure, so as to properly ‘simulate’ the final user environment. So when installation for public viewing becomes an issue it will only mean moving it from the protected area to the public area.







However, if the system should ever be moved, Everhard may have trouble accounting for all of the system files. Therefore a System Installation Guide will be prepared which will outline all of the system’s components and where they should be placed on a server. This document should also include server settings, file types, ftp uploading methods, email setup and system configuration guidelines.





Establishing a multimedia development environment

�



Team development environment

�

The team development environment shall be a very open one. Each team member is working in an external capacity on the project. So in this regard a multimedia environment where every team member can work physically together is easily available within the Multimedia Laboratory at Griffith University Nathan at certain times. 



This open-ended team structure as mentioned above will indeed be difficult to control completely, as project work performed by each team member can only be determined by the 
Task Assignment Sheet
 and 
Time Sheet
. A high level of trust must exist between team members and the Project Manager through the development of this system. Each team member must ensure that they work within the bounds of the project and stay on task with their assigned duties within this development environment.



The Internet shall also play a vital role within this development environment, providing a strong communication medium, via email and a team web site. With this communication medium team members will be able to communicate with each other, the entire group, or with the Project Manager. Such communications could include documentation suggestions/additions and general project comments. Project documentation will also be placed on the protected web site so all team members have access to project materials.





Testing environment

�

A controlled usability testing environment is critical for this project, so as to i) ascertain properly if the system is usable, and ii) to ensure project security is not compromised. With this in mind an open space such as the multimedia laboratory would not be a suitable environment for testing, as there are too many non-project persons present or possibly present. An ideal environment would be a series of closed off rooms, where user behaviour and security can be monitored closely. Such an environment exists at two of the team member’s flats at University, where they live side by side in an eight room complex. Procedures for such testing will be outlined in the Evaluation and Testing Plan.







Development Files



�

All files from the development of the system will be kept so as to ensure that if change is required on the part of the client or even the team, then previous versions (outlined in 
4.2.2 Standards 
for 
Multimedia Products
) of files will be available. Such practice will also ensure that project time can managed much more effectively and changes will occur much quicker.



Current development files will be kept within a generic directory on the component designer’s own development machine. Backup’s of previous files will also be kept in specific directories, and also on two ZIP disks that the owner shall have at all times. A master copy of all development files will also exist and shall be held by a designated team member, most probably the Project Manager. 





System requirements analysis

�

System requirements have already been defined by the client in a  most general sense, and by the team also. However as the project scope widens, the requirements of the system may change, meaning that the formal requirements outlined within this document will may have to be updated.



<Info about Concept Brief>





System design

�

System wide design decisions must be made by the majority of the team. System wide decisions will be defined as anything which will affect two or more components or team members. These decisions will be made at face-to-face meetings.



System architectural design will also be a team process, with input from all team members on site structure, basic content layout and navigation issues. 





Multimedia requirements analysis

�

Thorough research must be undertaken when deciding what multimedia is needed to fulfill the requirements of the system. This research should point out which elements are essential and those which are desirable. Some forms multimedia may not be suitable for implementation on the web.










Multimedia design

�

Each component is to be designed by the predefined component designer, with perhaps input from a second person where necessary. If the team member feels they are making a major design decision, then it will most likely fall into a system-wide design decision, in which case the majority of the team must agree on its implementation.





Component Quality and Testing

�

<Information here.>





System Quality and Testing

�

<Information here.>





Preparing for multimedia use

�

The web site shall be moved from the development/test server/directories and placed in public area of Everhard Industries’ web server/account space, only after all beta and gamma testing has been performed and the system has been signed-off. This should be a relatively simple process if our design is not faulty in the first place.



Extensive user documentation will need to be produced, mainly for the client. This Installation Guide will be aimed at instructing Everhard Industries team members when moving the site to another hosting company or ISP. This will ensure that the change-over goes smoothly and the site does not lose any vital components.





Preparing for multimedia transition

�

Located in the Installation Guide, as explained in 5.9 Preparing for multimedia use.





Multimedia configuration management

�

<Information here.>





Multimedia product evaluation

�

<Information here.>



Multimedia quality assurance

�

<Information here.>





Corrective action

�

<Information here.>





Joint technical and management reviews

�

<Information here.>





Other multimedia development activities

�

<Information here.>























































Schedules and activity network

�

A predefined schedule of events must be defined in order to make any project run smoothly and according to budget. The following schedules and activity network defines this.





Schedule (Work Breakdown Structure)

�

At this stage of the project the Work Breakdown Structure is not entirely complete, only listing major design/production areas with suggested roles next to them.




Requirements


Needs Assessment and Questionnaire





Design


Structure/layout of site (team)


File/directory naming conventions


General layout of site/Structure of site


Catalog break-up/Catalog design (how to do it?)


Concept/Client Brief (doc)


Interface concept/design (megan/team)


Storyboards/Initial concepts


E-commerce outline (jan?)


What will need to be bought, etc


Marketing research (jan)


Graphic Design Standards and Specifications (doc) - draft due before production, final during (megan/joss)


Programming Standards and Specifications (doc) - draft due before production, final during (damian)


Internet Marketing Report (doc) - possibly due during production (jan)


Design Statement (doc) - draft due before production (team)






































Construction


Graphic design (megan)


Research


interface mockups


Interface break-up


Banner advertisements (for company)


Illustration (joss)


Cartoon elements - if undertaken


Photography? (megan)


Catalog section?


Cropping and manipulation?


3D animation (joss)


Importing DXF’s (autocad) files?


Modeling each item


Capturing of 3D models for use in catalog


Converting to Quicktime VR or other technology for viewing


Information management (kirrilly)


Editing of client information sent through (web)


Formatting of information sent through (web)


Programming (damian)


Research


Front page


Sub-page templates


Database functions


E-commerce Integration


Database Integration (damian)


Rekeying of information?


Converting of database?


E-commerce Integration (damian)


Integration of IT project teams system


Marketing (implementation) (jan)


Registration of all major and minor search engines


Linking from other major players on the Internet


Banner advertising/marketing plan implementation


Registration with major design competitions


Magazine Advertisements (if needed)


Trade journal advertisements (if needed)


Letters/flyers to all major buyers/companies (if needed)


Hosting set-up and final site upload (darryl)


Setting up with new provider (if needed)


Setup email boxes


Setup databases online






Evaluation


Prototype #1 (shell)


Prototype #2 (database integrated)


Prototype #3 (e-commerce integrated)








Documentation


Semester One





Needs Analysis Questions


Authoring


Editing


Needs Analysis/Client Brief


Authoring


Editing


Concept Brief


Authoring


Editing


Project Plan


Authoring


Editing


Project Budget


Authoring


Editing


Design Document


Authoring


Editing





Status Reports


Authoring






































Semester Two





Evaluation Plan


Authoring


Editing


Test Plan


Authoring


Editing


Evaluation Test and Reports


Authoring


Editing


Acceptance Testing Report


Authoring


Editing


Status Reports


Authoring


Editing


Client Presentation


Authoring?


Project Metrics report


Authoring


Editing


Workbook - Project diary







Activity network

�

<activity network text>


































Project organisation and resources

�

<
Informati
on here
.>





Project team members

�


T
he pro
ject team consists of six team members including the Project Manager. Each team m
e
mber 
has been organised into 
specific areas of expertise.




Skills (general)



Name�Skills��Allen, Megan�basic HTML, some Javascript, Photography, filming, design.��Joy, Damian�Adv. HTML, int. Javascript, web design, very good 3D, web content design. Knows Dreamweaver.��Lyons, Darryl�Adv. HTML, adv. Javascript, good Perl knowledge, understanding of databasing (Cold Fusion integration), web design, some 3D, web content design. Knows Dreamweaver.��Shipley, Kirrilly�basic HTML, some Javascript, documentation.��Stehbens, Joss�basic HTML, very good 3D, sound, design.��Vig, Jan�Project Management, Internet Marketing, Web Development (general knowledge), Business.��



Contact Information



Name�Phone�Phone #2�Address��Allen, Megan�0419 020 821�07 3219 0634�Moving soon.

Email: gingermegs_79@yahoo.com��Joy, Damian�0412 633 755�07 3714 4186�Student Residences, Nathan. (get #)

Email: damian.joy@qed.qld.gov.au

            damianjoy@hotmail.com��Lyons, Darryl�0417 757 995�07 3208 0213�30 Windsor St Kingston, 4114.

Email: darryllyons@ozemail.com.au

            darryl.lyons@qed.qld.gov.au��Shipley, Kirrilly�0416 152 696�07 3219 6527�5 Mullins St Coopers Plains, 4108.

Email: z1165368@cit-

            student.gu.edu.au

            kirrilly@acenet.net.au

            swains@ats.com.au (dad)��Stehbens, Joss��07 3714 4182�Student Residences, Nathan. (get #)

Email: kilkillion@hotmail.com��Vig, Jan��07 3712 2432�University Park, Barrett Street, Robertson.

Email: janvig@hotmail.com��











Resumes/Portfolios/Previous work



Name�URL��Allen, Megan�n/a��Joy, Damian�http://www.gamefreaks.com/djoy/��Lyons, Darryl�http://www.acheron.org

http://www.acheron.org/dlyons/  (resume)��Shipley, Kirrilly�n/a��Stehbens, Joss�n/a��Vig, Jan�n/a��



Roles



Name�Role��Allen, Megan (()�Graphic Designer, Photographer��Joy, Damian (()�Programmer, Graphic Design Consultant (web)��Lyons, Darryl (()�Project Manager, Internet consultant��Shipley, Kirrilly (()�Information Manager, Researcher��Stehbens, Joss (()�3D Animator, Illustrator��Vig, Jan (()�Project Manager (assistant), Internet Marketer / Researcher��

Each character denotes member belongs to a work group (groups of two).





Developer facilities

�


Mu
l
t
im
edia Lab
oratory, Tech 2.34, Griffith University, Nathan. 


Personal work spaces (own home)


Room (A,B,C,D), Library, 
Griffith University, Nathan.



































Notes

�

<Any project notes go here>





















































































Appendices

�

<Any appendices go here>
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