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The Client Project is an 11-week team project that requires project management, scope management, and development of a system for a real world client. Projects range from proof-of-concept prototypes to systems deployed for immediate public access.

These guidelines include content and process requirements for all teams. If your team thinks a requirement does not fit your team’s situation well, check with your IT supervisors--aka the MIS 374 professors--about an appropriate substitution. 

The 10 grades for the client project are listed on the Client Project page of the class web site. 
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Overview of Major Deliverables
	Delivery
	Due Date *
	Summary of Deliveries to Clients and Professors

	#1
	2pm, 
Tues. 3/27
	Project Charter: Project scope and requirements; prototype** for some portion of the system and work plan for the entire semester.

	#2
	2pm, 
Thurs. 4/19
	Interim Status Report: A complete prototype, a tested version of most of the system, an outline and partial text of final docs, and updated planning forms, including plans for testing and completing documentation.

	#3
	In-class 
4/30 & 5/2
	This is a 15 to 20-minute presentation by all project teams.
The order of team presentations will be posted on the class web site the week before.

	Final -- #4
	2pm, 
Thurs. 5/10
	Final Delivery: Completed project to clients and professors

	Peer
Evaluation
	3pm 
Thurs. 5/10
	Peer evaluation 



* The hard copy and soft copy are due in either professor’s office or mailbox in CBA 5.202 by 2pm on the scheduled due date. You can post a soft copy on Basecamp, just be sure to email both Sharon and Eleanor to let them know it is there.

Provide copies of all your deliveries (printed and soft copy) for your client by the due date. 

** Confirm with your IT supervisors (aka professors), if you think your team does not require a prototype.  Not presenting a prototype or not having this confirmation results in a 50 point deduction from the Project Charter grade. 

Do NOT bind your reports for your professors. Use a binder clip, folder or envelope to organize your pages. Feel free to bind the client copy in an appropriate manner.  You also may want to create bound copies for yourself.  Students have told us that taking these reports to job interviews impresses recruiters and provides an interview topic that you know well. 
[bookmark: _Toc241638764][bookmark: _Toc241649224][bookmark: _Toc283909021][bookmark: _Toc285431047][bookmark: _Toc222651686][bookmark: _Toc224447121]Project Charter 
[bookmark: _Toc241638765][bookmark: _Toc241649225][bookmark: _Toc283909022][bookmark: _Toc285431048][bookmark: _Toc222651687][bookmark: _Toc224447122]Template for Project Charter 
The Project Charter Template document provides a generic outline for the contents of Delivery #1, your Project Charter. Keep in mind that these items are a guideline only; depending on the nature of your project, some sections may be omitted or different ones included. If you omit an item, e-mail your professors for approval. 

Include all YOUR TEAM’s decision making and do not just copy your documents from the examples.  Using the examples as a starting point is expected, but your documents should show thoughtful points relevant to your specific client situation. Copies of relevant documents furnished by the client can be marked by hand with changes to show proposed revisions. Client documents can be either inserted in the document at relevant places or placed in an appendix, depending on which seems most appropriate for your project.

[bookmark: _Toc222651688][bookmark: _Toc224447123]Provide copies of all your deliveries (printed and soft copy) for your client by the due date. 
[bookmark: _Toc241638766][bookmark: _Toc241649226][bookmark: _Toc283909023][bookmark: _Toc285431049]Project Planning Tips
[bookmark: _Toc222651689]Planning is very much like that for Group Project #2, except that you do not have a case description as the basis of your work. You must work with your client to determine the project objectives and scope following a phased development methodology or other methodology approved by the professors. Just as in the Group Project #2, your deliverables should reflect careful analysis, planning, and group coordination. You are quite likely to have different project goals at later stages of the project than in the beginning. 

In a setting outside of class, you will plan the first few weeks in detail and merely specify major milestones for the rest of the project. However, since your Project Charter is a class assignment for a course in project management, you must plan the entire project in detail to receive an “A” on the planning grade. For some teams this detailed plan will remain viable and can be used to coordinate and monitor your team’s work for the remainder of the project. For others, plans may change radically due to client requests, miscalculations, or both. No points will be deducted for miscalculations unless they seem to be based on inattention to the client, the client’s environment, or hurried, superficial planning by your team.

Keep in mind that you have great flexibility in dealing with the software component of your system. Not all projects require substantial programming. For instance, you may be able to solve your client’s problem with commercial off-the-shelf software or an open source solution. Alternatively, you may want to focus on business process redesign. If the software component of your system is small enough, you should plan to finish software development by the Delivery #2 deadline and focus the remainder of your efforts on full installation, testing, and user training during the final phase.
[bookmark: _Toc224447124][bookmark: _Toc241638767][bookmark: _Toc241649227][bookmark: _Toc283909024][bookmark: _Toc285431050][bookmark: _Toc222651690]Prototype Requirement
Weekly prototype updates are recommended for all projects. Reviewing existing sites and showing trial versions of commercial off-the-shelf software or an open source solution are excellent ways to obtain user feedback. Screen prints are required for all prototypes in the Project Charter. 

In rare cases, a prototype might not be appropriate for the first delivery. You should confirm with your professors early that a prototype is not necessary if you think this applies to you. 
[bookmark: _Toc222651691][bookmark: _Toc224447127][bookmark: _Toc241638770][bookmark: _Toc241649230][bookmark: _Toc283909025][bookmark: _Toc285431051]Process Guidelines and Requirements
[bookmark: _Toc222651692][bookmark: _Toc224447128][bookmark: _Toc241638771][bookmark: _Toc241649231][bookmark: _Toc283909026][bookmark: _Toc285431052]First Client Meeting
[bookmark: _Toc222651693]The professors e-mailed a link to all clients for the 1st Client Meeting Outline. This checklist of items to cover in the first meeting is available on the Client Project page. You should take your copy of the checklist to ensure that you understand this initial information. Some clients prepare thoroughly for the first meeting. Others will require a series of questions and answers to cover all the necessary topics. 

Follow up your first client meeting with an email summary to the client and team members; include what you covered and what is expected for the client and your team for the next meeting.  
[bookmark: _Toc224447129][bookmark: _Toc241638772][bookmark: _Toc241649232][bookmark: _Toc283909027][bookmark: _Toc285431053]Weekly Client Meetings 
[bookmark: _Toc222651694]During the first meeting with your client, set a day and time to meet every week so that no additional communication is required to schedule weekly meetings. All four or five team members should attend weekly meetings to coordinate information between the client and your team, especially during the first half of the project. Later in the project, your team might decide to split into roles and meet at different times with the client, if this facilitates progress. Your team is responsible for structuring the entire process. Weekly meetings are required. 

You should prepare an agenda for each meeting and send a copy to your client 24 hours prior to the meeting. Review your team’s status and plans as well as your clients’ questions concerning analysis, design, and implementation issues. Rotate the role of meeting facilitator every week so each student gains practice writing agendas, leading meetings, and writing meeting summaries. E-mail an agenda to the clients and team members the day before each meeting. (Use the template posted in the Meeting Management block on the Resources page.)

Within a day after each weekly meeting use the Meeting Minutes Template on the Resources page to send an email summary to client and team members; include what you covered and what is expected for the client and your team for the next meeting.

A key to success is providing prototype progress and documents for feedback every week. Remember the comments in class about leveraging visuals.

The week your Project Charter is due you must include your professors in your client meeting; be sure to send them an agenda 24 hours before the meeting. (See Section 4 for more information on the Project Charter Status meeting). 
[bookmark: _Toc224447130][bookmark: _Toc241638773][bookmark: _Toc241649233][bookmark: _Toc283909028][bookmark: _Toc285431054]Weekly Team Meetings
[bookmark: _Toc222651695]Meet as a team to review plans, weekly deliveries, and overall progress. (An agenda example is on the Client Project page.). Develop meeting “rules of conduct” and stay focused.
[bookmark: _Toc224447131][bookmark: _Toc241638774][bookmark: _Toc241649234][bookmark: _Toc283909029][bookmark: _Toc285431055]Other Communication with Clients
In addition to regular weekly meetings with the client, additional questions may require telephone calls, e-mail, or face-to-face meetings. Consider a Basecamp site that your client can view or other ways to work with your client. Discuss the need for additional communication with your client so you know the best way to gain answers to questions and feedback about progress.
[bookmark: _Toc222651696][bookmark: _Toc224447132][bookmark: _Toc241638775][bookmark: _Toc241649235][bookmark: _Toc283909030][bookmark: _Toc285431056]Roles of Team Members
As a group, determine each team member’s role. You may decide that all team members will program different functional segments of the system and handle the analysis, design, documentation, and training for that functional area. With good communication, this approach provides maximum learning and a high potential for success.

An alternative strategy is to assign a project manager and assign the remaining 4 members to work in pairs: two programmer-analysts working on one set of system functions while another pair works on a different set, and the project manager coordinates analysis, planning, testing, and training. This approach can be very effective for reducing the need for intra-team communication, but coordination and communication among team members is still crucial.

Another option is to assign two team members as business analysts who focus on project management, defining requirements, evaluating alternative system solutions, testing and system reports for users and developers. 

No matter what team role designation you choose, you should rotate the facilitator of the client meetings. This gives each team member the chance to lead the client meeting, keep the meeting on schedule, and adhere to the agenda. No matter how you decide to organize your team, every team member should understand high-level requirements, have a specific area of expertise and be responsible for a deliverables.
[bookmark: _Toc222651697][bookmark: _Toc224447133][bookmark: _Toc241638776][bookmark: _Toc241649236][bookmark: _Toc283909031][bookmark: _Toc285431057]Sandbox—required for all software development
As soon as possible, create a developer’s sandbox[footnoteRef:1] with the necessary software development tools and preliminary test data. Assign one team member to be the technical lead and create your sandbox so that other team members can be working on other parts of the project. In the ideal situation your developer’s sandbox will be on the same hardware or host as your production environment. This will minimize risk at your go-live date. [1:  The “developer’s sandbox” is an environment that duplicates project files locally, giving team members the ability to develop prototypes and explore new development paths independently. Developers using sandboxes should communicate regularly, ensuring that each team member is kept up to date with the master project. Variant sandboxes allow team members to simultaneously work on different releases of the same project. The term “sandbox” emerged from the idea that developers required an area where they could build “sand castles.” Nothing is permanent in the sandbox, allowing developers to exercise their creativity and rapid development skills while not interfering with the clients’ stable production environment. Ideas, proofs of concept, and prototypes can be built in the sandbox with little constraint on the resources normally required to install, configure, and execute software in production.] 


If you are unable to do development work on the same hardware and with the same software tools as the production environment, one option is your team’s McCombs folders. (See the Client Project page for access information.) Be sure to test a sample module early for compatibility of the two environments. If your system needs to interface with an existing client database or other client systems, be sure to test these interfaces early in the development process, so you are sure the sandbox you have built is compatible with the production environment. Migrating software from the McCombs environment has posed problems for past project teams, so test compatibility early because this is not trivial.
[bookmark: _Toc222651698][bookmark: _Toc224447134][bookmark: _Toc241638777][bookmark: _Toc241649237][bookmark: _Toc283909032][bookmark: _Toc285431058]Notes on Projects that Build on Work by previous teams in MIS 374
All projects require thorough Inception Phase planning. Although a previous team understood the organization and overall requirements, your team still needs to perform the Inception Phase tasks or you risk creating new errors in the system when you fix errors and add functionality. As with all projects, each team member should become an expert in a functional area. Each member should test their area of the system and your team should provide a table in your Charter summarizing your testing and any bug fixing work completed or in progress or planned. (Examples are in the System Audit block on the Resources web page.)
[bookmark: _Toc224447135][bookmark: _Toc241638778][bookmark: _Toc241649238][bookmark: _Toc283909033][bookmark: _Toc285431059]Project Charter Status Meeting – Working Meeting to mark a major delivery
During the week that the Project Charter is due, your professors will attend client meetings.  Arrange the day and time for that meeting with your clients and professors at least one week ahead. (See the class schedule for specific dates). This may be a regular weekly meeting or a special presentation, depending on the situation with your client. Send your professors email copies of the agenda and any directions needed for this meeting 24 hours in advance.

The session should be a presentation and feedback session appropriate for the client’s current goals and your project status.  In some situations, the audience for the Client Project Charter meeting will include members of the client organization who have not been working with you and your primary client contact. This is an excellent way to check your understanding with a broad group of stakeholders and provide the professors with adequate background. Be sure to provide copies of your slides for your audience, including your professors. 

To introduce your professors to the project, you may need to explain things that you would not tell your client, since they already know the system requirements; keep these introductory comments for your professors brief—the goal of this meeting, as all meetings, is to gain feedback from your clients that will help you meet your project objectives. 

[bookmark: _GoBack]Teams should use this meeting to "present" or "discuss" the parts of their Charter that have not yet been covered and need to be covered with the client. The meeting focus should be to accomplish as much as possible with your time--showing the client new documents, new prototype pages, new plans, etc.  In some cases, this will be a page in your Charter, like the milestone page, for example, that was discussed earlier and now is in its final form. 

Copies of agendas and major milestones are required at the Project Charter Status meeting for all projects. Other sample documents should include screen printouts and relevant pages in the Project Charter. Be sure to include report page numbers as part of the agenda. See examples of Client Meeting Agendas on the Resources page and the Client Project page .
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