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1 Executive Summary

This document serves as a work plan for the implementation of the web content management system (WCMS). This project, scheduled for a late fall 2011 delivery, follows the new redesign project that will be completed in spring 2011.

The work to be completed in Phase I of the project is made up of the following major work areas:
· Business

· High Level Business Requirements

· Functional Requirements

· Business Roadmap planning, made up of:

· A content roadmap

· A CMS functionality roadmap
· A legacy system retirement roadmap
· Metrics

· Business Training on the WCMS
· Creation of Workflow and user access definition
· Adaptation to a WCMS

· Technical

· Technical Requirements

· CMS Procurement

· Integration into company systems
· Technical Training

· Documentation

· Development and programming
· Content migration

· Testing

· Deployment

· Project & Program Management
2 Project Approach
2.1 Project Objectives
The project objectives are to:
1. Procure, install and integrate the selected web content management system

2. Populate the CMS with in-scope content

3. Test and deploy the CMS to the internet with respect to an initial information architecture
4. Put in place lasting CMS governance

2.2 Success Criteria

The project will be considered successful if:

1. A WCMS is implemented and accepted by primary and secondary stakeholders

2. Clear roles and responsibilities are established for content creation, maintenance, and support
3. In-scope web site sections are migrated to the content management system

4. Stakeholders are kept informed of developments and are provided with opportunities to comment and participate
2.3 Overall Project Strategy

The WCMS project will immediately follow the new COMPANY.com redesign project and take advantage of the momentum and design decisions from that initiative.
At the heart of the overall project strategy is close alignment between the IT team, the business team, and executive sponsorship. Regular communication and alignment between those groups will be necessary for project success.
2.3.1 Proof of Concept

In addition, a formal RFP period and Proof-of- Concept (PoC) phase between February and April is key to making the right product selection, and understanding the project level of effort and longer term commitment. The PoC has the following scope:
Overall

· demonstrate that the product can support the technical and business requirements and vision for the company.com experience and prove it can scale as an enterprise WCMS for COMPANY
· establish that the vendor product roadmap is in step with business objectives and technical strategy

· Produce an accurate yearly cost evaluation – fine-tuning the estimated costs for each product over a time period (3 – 5 years)

Technical

· prove that the product can be installed in accordance with COMPANY IT standards and processes for enterprise systems, and that connections with critical internal systems can be achieved without compromising architecture guidelines

· ensure that technical implementation can support business objectives

· validate that the product’s full implementation is aligned with COMPANY’s WCMS strategy;  i.e., the PoC assumes that COMPANY will eventually implement the product to its fullest and retire corresponding legacy tools.

Business

· confirm that out-of-the-box functionality meets the majority of the business needs

· validate critical end user scenarios can be supported 

· support implementation planning effort
2.3.2 Project Management Approaches
Other tactics and strategies will be used to ensure project success, including:
	Strategy
	Description
	Project Benefit Areas

	Out-of-the-box install following CMS purchase
	Following product procurement, the IT team will begin the basic install in parallel with business requirements, allowing for early shake-out of any integration issues
	Schedule, Integration

	Business & Functional Requirements
	Clearly documented requirements will be necessary to understand project scope and plan accordingly
	Scope, Planning

	Development of a CMS Roadmap
	A roadmap of content, CMS features, and legacy retirement is critical to match business needs with program planning
	Scope & Planning

	Rigid management of content (technically, structurally)
	Import of content into the CMS will need to be tightly controlled, so content fits within the established templates. Content created outside of established templates will impact schedule
	Schedule & Testing

	Early training
	Proper training on the CMS tool in the beginning of the project will be necessary for several roles
	Team ramp-up, Training

	Follow-up training for content contributors
	Since training will occur early in the project schedule, it will be necessary and helpful to have additional content/author training prior to launch
	UAT, Training

	Pilot / Test bed with limited content
	Piloting the site on a test bed will allow for early looks at the system, integration with secondary systems, and assistance with training
	Testing, Training, UAT

	User Acceptance Testing
	Formal UAT including use case creation and issue prioritization will be critical for production release
	Testing, Deployment, Business Acceptance

	COMPANY.com development in agile style
	Once a basic pilot site is established, it will be helpful to roll-out features in regular releases to the test bed as an efficient approach to development and testing
	Development, Schedule, Deployment


2.4 Project Scope

2.4.1 In Scope

Items that are in scope for the WCMS project include:
1. Integration of the chosen WCMS into the following COMPANY systems:

a. Lorem ipsum dolor sit amet, consectetur adipiscing elit

b. Nullam sit amet nunc nec justo vulputa

c. te fringilla a id risus

d. Curabitur vel lorem nulla, in fringilla metus

2. Implementation of the new COMPANY.com design (“look and feel”) into the CMS

a. Template components – types to be defined
b. Templates – scope assumes about n unique templates, plus about n variations of those templates
c. Pages – scope assumes between n and n pages
d. Custom programming – scope to be defined
e. Translation into the following languages – to be defined

3. Incorporation of content from existing (new) COMPANY.com portion. Additional content as defined in the content strategy
4. Pilot (internal) testing of the completed site, including user acceptance testing (UAT) and performance, functional & content testing

5. Development of a 2011-12 content roadmap & strategy
6. Development of a CMS functionality roadmap

7. Development of a Legacy retirement roadmap

8. CMS training as defined in a training plan

9. Final testing and deployment

2.4.2 Out of Scope
Items that are out of scope for the WCMS project include:
1. Providing web standards for COMPANY.com
2. Definition and implementation of a communication strategy as it relates to COMPANY.com
3. Retirement of existing web content delivery infrastructures

4. Custom CMS implementations beyond those specifically defined

2.5 Project Phases – High-Level Descriptions

2.5.1 Project Planning
Detailed project planning and ongoing project management will be done consistent with COMPANY’s PMO standards, COMPANY IT standards, and PMI standards.
2.5.2 Requirements and Design
Several levels of software requirements will be produced and approved according to a schedule, specifically:

1. Business needs or requirements – a high-level presentation discussing desired business goals for the CMS
2. Functional (or system) requirements – a detailed document that translates the business goals into functional and behavioral actions
3. Technical requirements  - a detailed document that describes how, technically, the functional requirements will be achieved
2.5.3 Procurement and Integration
GPO will procure the CMS software, consultation time, and a support contract from the selected vendor. 
Once procured, the CMS will installed at a basic level and will be software will be integrated with COMPANY’s systems, specifically Single Sign-On (SSO), … etc.
2.5.4 Development & Programming
Once integrated into COMPANY’s systems, the CMS will need to be developed according to an established website design, and with an agreed-to amount of content. This development will consist of creating website components, templates, page controls, and pages. There will be front-end development (for what the website user sees) and back end configuration for the administration of the CMS. Some custom programming will be required. CMS developer training will be required. 
2.5.5 Content Migration

Content migration into the CMS system is a significant effort and will need to be done according to a schedule and with definition in quantity. Content may consist of text, metadata, images, photography and/or video. Content going into the CMS will need to be managed and technically structured for straight-forward import and to avoid complications.  The content to be migrated can be divided into two main parts:

1. Content from the April 2011
2. Additional content produced in the spring-summer time frame 
2.5.6 Testing and Deployment

The system will need to be thoroughly testing prior to going live. The cut-over to Production will need to be planned in accordance with COMPANY deployment standards. The core team will be responsible for deployment planning, and will develop a checklist of activities and tests that must be performed prior to initial deployment.
The core team will be responsible for assuring that documentation to be handed off to the run service team is created and is organized in the appropriate place prior to project close. This includes:

· Technical documentation

· Technical training materials

· Application configuration

· User training materials

· Requirements not met by WCMS
2.6 Key Project Deliverables

	Project Phase
	Deliverable

	Project Start-up & Planning
	1. Work plan, which includes scope, communication plan, risk management plan, & staffing plan
2. Detailed project schedule
3. Level of Effort (LOE)

4. Budget

5. Training plan


	Requirements and Design
	6. High level business requirements

7. Functional requirements

8. Technical requirements

9. information architecture document (site map)
10. Workflow definition

11. User access definition
12. Metrics landscape document

13. Metric strategy document


	CMS Procurement & Integration
	14. Contract & licensing

15. Integration documentation


	Development
	16. CMS components

17. CMS templates

18. CMS pages


	Content migration
	19. content creation templates

20. completed copy, parsed for migration


	Testing & Deployment
	21. Testing plan
22. Release notes / deployment plan

23. Other technical documentation




2.7 Communication Plan

2.7.1 Executive Communication

Engaging the company in the WCMS project through the PMO, Steering Committee(s), and Leadership teams is critical to its eventual adoption and success. This level of engagement is achieved via status reports and steering committee meetings.
2.7.2 Regular Status Reports

Status reports will be distributed and posted weekly. Status, issues, risks and changes will be updated in ______ as per the project management process.
2.7.3 Team communication

The core team will hold regular weekly status meetings. Risks, issues and status will be discussed on a regular weekly basis. Unresolved issues will escalate to project sponsors. A portal community room will also be set up to facilitate communication.
2.7.4 Bug Tracking and IT technical issues

Bug tracking and technical issues will be facilitated by JIRA.
2.7.5 End of Project Communication

End of project communication will include:

· Presentation to governance bodies

· Project closure summary report to stakeholders

3 Project Schedule
This section of the document presents a high-level project schedule. It does not include a detailed schedule with all resources, work units or assignments. The detailed day-to-day project schedule will be tracked separately and shared as appropriate by the project manager.

Assumptions for the following timeline include:

· Contract negotiations are successful

· Actual award is not delayed after successful negotiations

· Vendor can engage as soon as contract negotiations are complete

· Normal level of out-of-office time for team members
· Availability of necessary team resources

Insert high level project schedule here once baselined
4 Risk Management Plan

	#
	Risk Factor
	Probability

(H-M-L)
	Impact

(H-M-L)
	Risk Management Plan

	R1
	Product Choice – Dissatisfaction with functionality of WCMS. Potential impact on long-term adoption.
	Low
	High
	A Proof of Concept phase precedes the WCMS implementation and is meant to provide a high comfort level with the CMS choice.

	R2
	Staff Commitment on project – Other project priorities may interfere with preparation and continued adaptation of the CMS.
	Medium
	High
	An approved project schedule will layout the resources required. Management has identified this work as a high priority and can reinforce commitments.

	R3
	Future website needs may exceed project scope.
	Low
	Medium
	Clear analysis of requirements and technical feasibility. Roadmap development will force thinking of future needs

	R4
	Long-term resource needs – commitments will continue to be a risk, especially with contract labor.
	Medium
	Medium
	Accurate picture of long-term resource needs as it relates to the CMS will be required. 

	R5
	A dependency on the COMPANY.com redesign project may impact deliverables and schedule of this project.
	Medium
	Medium
	Program and project manager will work closely with the COMPANY redesign team to keep schedules aligned and predict potential impacts.

	R6
	Technology Risks – New systems always introduce risk and can produce new unknowns.
	Low
	Medium
	The Proof of Concept phase is also meant to provide a technical comfort level with the CMS choice and limit unknown complications

	R7
	CMS partner – the WCMS represents a significant partnership with a new entity. Dissatisfaction with the partnership could impact long-term success of the WCMS.
	Low
	High
	A formal RFP process through global procurement is designed to closely examine the long-term fit of the partnership. Furthermore, the Proof of Concept is meant to provide a comfort level with the CMS partner.

	R8
	Inadequate program funding – the WCMS is a significant company investment. Inadequate funding could impede the full WCMS vision.
	Low
	High
	Accurate estimates for 2011 and beyond are needed ensure proper funding.

	R9
	Content created by marketing outside the CMS won’t fit structurally into the CMS during content migration.
	Low
	Medium
	Content creation templates will be created and content will be inputted into forms established by IT.


5 Project Organization and Staffing

5.1 Team Organization Model & Core Responsibilities
Insert project organization model
5.2 Individual Roles and Responsibilities

	ROLE
	NAME
	RESPONSIBILITIES

	Project Sponsor
	 identify individual
	The sponsor provides support for obtaining resources, provides strategic direction, and acts as the decision point for questions outside of the project manager’s authority. 

· Providing project direction

· Approve final scope, project schedule, and the work plan 

· Approve scope changes 

· Obtain or resolve issues 

· Setting project priorities and removing barriers to project success

	PMO
	 identify individual
	As it relates to this effort, the PMO is largely responsible for auditing or tracking the projects at regular intervals to ensure projects are on course and follow the approved methodology

	Program Manager
	 identify individual
	· Accountable to executive sponsors for schedule, budget, and quality of all program elements

· Leads high-level sessions for program plan and schedule development

· Reviews/approves project plans for conformance to program strategy and program plan and schedule

· Acts as the communications conduit to executive sponsors and program steering committee and conducts periodic briefings/status updates

· Escalates decisions to executive sponsors as necessary

	Project Manager (Business)
	 identify individual
	Day-to-day project coordination responsibilities for the business-related project work packages, specifically –
· Training for business personnel

· Content creation & input into CMS templates
· Documentation of business and functional requirements

· User acceptance testing

	Core Project Team IT

	Project Manager
(IT)
	identify individual
	Day-to-day project management responsibilities (status reporting, communication, risk management, issues management, budget management, etc.) for the IT-related project work packages, specifically – 
· Training for IT personnel

· Technical design
· CSM installation & integration

· Development and programming

· Content migration

· QA Testing

· Deployment

	Technical / System Integration Lead
	identify individual
	Oversight of all technical aspects of the project. Responsible for distributing and approving work done by QA analysts, programmers, developers, system analysts, and hardware experts. Responsible for producing the technical specification. Responsible for specifying and executing company-wide system integration

	Hardware Lead
	identify individual
	Responsible for hardware specification, procurement & set-up

	Programmer(s)
	identify individual(s)
	Responsible for any custom CMS programming

	Developers(s)
	identify individual(s)
	Responsible for developing CMS components, templates & pages

	Quality Assurance lead
	identify individual
	Responsible for drafting & executing testing plan

	Business / Marketing Lead
	identify individual
	Oversight of all business/marketing aspects of the effort, specifically the following areas; these areas may have their own subject matter team leads

	Social Media SME
	identify individual
	Responsible for identifying social media related requirements, plus social media consultation as needed

	Metrics Analytics SME
	identify individual
	Responsible for defining metrics landscape and strategy

	SEO SME
	identify individual
	Responsible for ensuring that the site adheres to established new COMPANY.com SEO strategies

	Content Lead
	identify individual
	Responsible for delivering final content to be plugged into CMS, content guidelines and assignments

	Design Lead
	identify individual
	Responsible for ensuring that the site adheres to established new COMPANY.com design, plus design consultation as needed

	CMS Consultant
	identify individual
	to be defined


5.3 Deliverable Review Matrix
	TEAM MEMBER
	PROJECT ROLE
	Work

Plan
	CMS Road-map
	Func.

Require-

ments
	Tech

Require-

ments
	Site

IA Doc
(site map)
	Workflow Spec. & User Access Spec.
	Metrics

Strategy
	QA & Deploy-ment Plans

	TBD
	Steering Commit-tee
	
	
	
	
	
	
	
	

	TBD
	Project Sponsor
	
	
	
	
	
	
	
	

	TBD
	PMO
	
	
	
	
	
	
	
	

	TBD
	Program Manager
	
	
	
	
	
	
	
	

	TBD
	Project Manager
	
	
	
	
	
	
	
	

	TBD
	Technical Lead
	
	
	
	
	
	
	
	

	TBD
	Business Team Lead
	
	
	
	
	
	
	
	

	TBD
	Metrics Analytics SME
	
	
	
	
	
	
	
	

	TBD
	SEO SME
	
	
	
	
	
	
	
	

	TBD
	Content Lead
	
	
	
	
	
	
	
	

	TBD
	Design Lead
	
	
	
	
	
	
	
	

	TBD
	CMS Consultant
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	


Legend

	
	Approval required, assumes input also

	
	Input required, but approval not necessary

	
	Responsible for primary creation of deliverable


6 Technical Overview
[to be completed by the technical lead]
6.1 Physical and Logical Architecture

[insert diagram]
6.2 Applications & Modules

· Production Author Instance (1)

· WCM Base

· Advanced WCM

· DAM

· Social Collaboration

· Targeting

· Mobile

· Multi-Site Manager

· LDAP with SSO

· Active Clustering

· Production DAM Instance (1)

· Users (150)

· Production Publish Instance (4)

· Targeting & Mobile

· Non-Production Author-Publish Instance (2)

6.3 COMPANY System Integration Points
1. Single Sign-On (SSO)

2. Lorem ipsum dolor sit amet, consectetur adipiscing elit.

3. Nullam sit amet nunc nec j

4. usto vulputate fringilla a id risus.

5. Curabitur vel lorem

6.  nulla, in fringilla metus.

Please refer to full technical requirements, a deliverable of this project.

7 Project Budget

The Phase I Global IT budget includes:

· Licensing 

· Implementation

· Internal technical development

· Consulting services from vendor

· Training for IT staff
· Infrastructure

· Run costs
insert budget here
Title
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