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Assignment 3 – Initiate a Project (121905000-PM-01)




In this assignment you will demonstrate your ability to develop a Project Charter for the Implementation of a Project. 
You are tasked with preparing a project charter using the correct process of achieving this, as well as demonstrating how you have come to develop the project charter.
You may use the scenario given to design the project charter and produce documents as required, or you may base the project charter on your own project. Please indicate your preference below.

Activity 1 - Identify the need of a Project - Produce Minutes of Meeting and Project Business Case

For this activity you will be required to produce a Minutes of Meeting held between stakeholders whereby the following needs for a project was discussed. You will be required to attach a Project Business Case which will establish the validity of the benefits of the proposed project. 

Project Business Case should contain answers to the following:

· Describe the reasons for undertaking the particular project. What will the project accomplish? What prompted the need for action.
· What is the root cause of a problem, what is the gap analysis, known risks and key decisions made as well as the critical success factors that allow the project to proceed?
· Describe the goals and objectives of this project. How will you know if the goals and objectives have been achieved?
· How will the project integrate with the overall business strategy?
· How much time and money is the project expected to cost?
· What are the benefits of project completion?
· Who is in charge of the project?
· What is the project’s priority level?
· Write a statement of the recommended option, which may include constraints, assumptions, milestones or dependencies.
· Identify how the benefits of the project will be measured.





Business Case Scenario 1: 	CRM System Implementation at XYZ Corporation						
	Business Case

XYZ Corporation is a mid-sized company specializing in product sales and customer services. The company recognized the need to enhance its customer relationship management processes to improve customer satisfaction, streamline sales operations, and centralize customer date. To address these challenges, the company initiated a project to implement a cloud-based CRM System.

Reasons for undertaking this project: The discussion began with the need to improve customer relations and streamline sales process. It was identified that the current manual system is not efficient and results in data discrepancies, leading to lost sales opportunities and customer dissatisfaction. The need to enhance customer engagement and maintain a centralized database of customer information was unanimously agreed upon.

Root cause of the problem and gap analysis: The root cause is the lack of a centralized system to manage customer data, resulting in data silos, duplicated efforts, and incomplete customer profiles. The gap analysis revealed that competitors are outperforming us due to their effective CRM Systems and we are losing market share.

Project Overview: 

Project Name: CRM System Implementation
Project Sponsor: John Smith, CEO, and Jane Doe, COO
Project Manager: Mark Johnson
IT Manager: Michael Brown
Sales Director: Sarah Williams
Project Start Date: September 2023
Project End Date: December 2024
Budget: R500 000.00
Priority Level: High priority level due to impact on revenue
Business Strategy Integration: Aligns with business strategy to increase market value.

Project Objectives:
· Enhance customer satisfaction by 20% within 12 months.
· Increase sales revenue by 15% within 18 months.
· Achieve 95% data accuracy in customer records within 6 months.

Project Goals:

· Implement a CRM System to centralize customer data.
· Improve customer relationship management.
· Increase sales and revenue.
· Enhance the overall customer experience.

Project Benefits and Measurement

· Improved customer satisfaction
· Enhanced data accuracy
· Increased sale conversion rates
· Customer retention
· Increased sales revenue
· Competitive advantage

Project Requirements:

· Cloud-based CRM system with specialized features
· Data migration tools and procedures
· User training programme
· Post-implementation support plan

Project Assumptions

· It is assumed that John Smith (CEO) and Jane Doe (COO) will provide active and consistent executive sponsorship throughout the project.
· The assumption that the necessary resources, both financial and human, will be available as per the project charter.
· It is assumed that the existing customer data can be effectively cleaned and migrated to the new CRM system without significant data quality issues.
· The assumption that end-users, including sales and customer service teams, will embrace and effectively use the new CRM system with adequate training and support.
· The project must be completed within the approved timeline of 12 months, as outlined in the project charter.
· It is assumed that the CRM system vendor will deliver the software as per the agreed technical specifications and within the project timeline.
· It is assumed that a comprehensive risk assessment will be conducted regularly throughout the project to identify, assess, and mitigate risks as they arise.
· The assumption that a positive and collaborative relationship will be maintained with the CRM system vendor to address any technical issues or delays promptly.
· Assumption that the technical specifications for the CRM system will be defined based on industry best practices and user requirements.

Project Constraints

· The availability of the stakeholders is hindered by their geographical locations, the do not work within close proximity.
· The project schedule, including milestones and dependencies, will be adhered to, but adjustments may be required based on unforeseen circumstances.
· The project budget is constrained to R500 000, and any significant cost overruns must be justified and approved by the CEO and COO.
· Project risks need to be managed, due to budget constraints.

Recommendation

It is recommended to proceed with the implementation of a cloud-based CRM System, considering the constraints of budget and time. Milestones and dependencies will be detailed in the project plan.



						






Submitting your own Business Case/Project Proposal

Fill this section out if you will be using your own project scenario. Leave this section blank if you will be using Project Scenario 1.

Present your own Business Case Study Here

	Business Case
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1. Project Charter

	Project Name
	Project Manager
	Project Sponsor
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	Phone
	Organisational Unit

	

	
	



	Estimated Cost
	Expected Savings
	Expected Start Date
	Expected Completion Date

	

	
	
	



Project Overview
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	Purpose of the Project
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	Signature Project Manager
	Signature Sponsor

	
	






2. Minutes of Meeting – Project Charter


	Meeting Title
	Date
	Time

	

	
	



	Venue
	


	Meeting called by
	


	Purpose of Meeting
	









	Attendees:












Decisions

	




	





	






	








Action Items

	Action Item
	Person Responsible
	Status
	Deadline
	Comments

	


	
	
	
	

	


	
	
	
	

	



	
	
	
	

	



	
	
	
	

	



	
	
	
	

	



	
	
	
	

	



	
	
	
	



Additional Information
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3. Assumption Log – Project Charter

Produce an Assumptions Log
Create and produce an assumption log which will be used to track all assumptions and explore their validity throughout the project. 
This document should include high-level strategic and operation assumption as well as constraints which should be identified before the project is initiated and which will flow into the project charter.
This document should also include lower-level activity and task assumptions that are generated through the project such as:
· Defining technical specifications
· Estimates
· The schedule
· Risks

	Project Name
	
	Date 
	

	Project Number
	
	Document Number
	

	Project Manager
	
	Project Owner/Client
	



	Assumption
Number
	Date Identified
	Assumption
	Validation Assigned To
	Validation
Due Date
	Assumption Valid? Y/ N
	Status / Comments
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	Correct
	
	Incorrect
	

	Moderator Mark
	Correct
	
	Incorrect
	

	Allocated Mark
	
	Out Of
	100
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    Assignment 4.1 Design a Project Scope


Activity 1: Develop the Business Analysis Plan (Management Approach)
For this task you will be required to develop the business requirements or analysis plan. This will set out the standard for managing your project effectively.  This plan should describe how a project and product requirements will be analysed, documented and managed.
Include the following elements of this plan:
· How requirements activities will be planned, tracked and reported
· Configuration management activities
· Requirements prioritisation process
· Metrics that will be used and the rationale for using them
· Traceability structure that reflects the requirement attributes captured on the traceability matrix


1. Business Analysis Plan

	Introduction




The Business Analysis Plan is the roadmap to all later business analysis tasks. It describes the scope of the work, which should include a Work Breakdown Structure, and may contain an Activity List with estimates for these activities. It may be a summary or detailed, depending on the size of the project.  The Business Analysis Plan should be developed as part of the Business Analysis Body of Knowledge’s (BABOK®) Plan Business Analysis Activities task. 

The inputs to this task are: Business Analysis Approach; Business Analysis Performance Assessment; Organizational Process Assets; and Stakeholder List, Roles, and Responsibilities. 




	[bookmark: _Toc332871745][bookmark: _Toc438470194]Business Analysis Approach
The Business Analysis Approach follows the knowledge areas of the Business Analysis Body of Knowledge (BABOK).  The approach defines the lifecycle, deliverables, templates, and tasks that should be included.  Plan-driven approaches seek to define requirements as early as possible to reduce uncertainty, while change-driven approaches encourage requirements to be defined as close to implementation as possible.  These differences will lead to different deliverables and tasks being identified as well as different sequences and dependencies of tasks.  The approach will also determine how the planning process is performed.

The Business Analyst (BA) will serve as the liaison among stakeholders to understand existing business processes, and to elicit, analyze, communicate and validate requirements. The BA will help to understand existing business processes where needed, business problems and opportunities and recommends solutions that enable the business to achieve its goals and objectives.  The BA will be responsible for utilizing the most appropriate means of gathering business requirements and assimilating those into system requirements.





	[bookmark: _Toc438470195]Stakeholder Register
The Stakeholder Register includes the names of each stakeholder, their position within the organization, role on the project (i.e. Project Sponsor, Functional Lead, etc.), contact information and general expectations while serving on the project.   A template for this register can be located on the TBSM site.  




	[bookmark: _Toc438470196]Business Analysis Activities
Business Analysis Activities are activities that must be performed, and include deliverables, an estimate of effort required to perform that work, and identify the management tools required to measure the progress of those activities and deliverables.  

The BA will determine which activities will be required for (Project Name), how those activities will be carried out, the work effort involved, and an estimate of how long the activities will take.  This Activity List includes activities to:
· Identify business analysis deliverables
· Determine the scope of work for the business analysis activities
· Develop estimates for business analysis work.

The inputs to this task include Business Analysis Approach, Business Analysis Performance Assessment, Organizational Process Assets, and Stakeholder List including Roles and Responsibilities.  These documents and tasks provide the information needed to complete the Business Analysis Plan.




	[bookmark: _Toc438470197]Work Breakdown Structure (WBS) and Activities List
This section should discuss the WBS, WBS Dictionary, and Schedule baseline and how they will be used to manage the project’s scope.  The WBS provides the work packages to be performed for the completion of the project.  The WBS Dictionary defines the work packages.  The Activities List describes the processes which will be used to complete the work packages.  The schedule baseline provides a reference point for managing project progress as it pertains to schedule and timeline by the project manager.  

The WBS for the (Project Name) Project is comprised of work packages which do not exceed 40 hours of work but are at least 4 hours of work.  Work packages were developed through close collaboration among project team members and stakeholders with input from functional managers and research from past projects.  

The WBS Dictionary defines all work packages for the (Project Name) Project.  These definitions include all tasks, resources, and deliverables.  Every work package in the WBS is defined in the WBS Dictionary and will aid in resource planning, task completion and ensuring deliverables meet project requirements.  

[bookmark: _Toc438470198]Work Breakdown Structure (WBS)
The WBS provides the work packages to be performed for the project, or the “what”.  If a WBS is done properly, there should be a smooth process from defining work packages, moving into activities and then into time estimations.  Work packages are defined, with great amounts of input from the customer.  After the “what” is defined in the WBS, then it is time to move on to the “how” using Activity Lists.

[bookmark: _Toc438470199]Activity List
One result of the Work Breakdown Structure process is the Activity List, which is a comprehensive list of all schedule activities required on the project.  Where WBS is created with much customer input, Activity Lists are most accurate when created by the person doing the work.  

The Activity List includes an Activity ID, a corresponding WBS ID, Activity Name and a detailed description of the scope of work for each activity (Define Activities).  The Activity List facilitates the sequencing of activities by identifying predecessors and successors and ordering the activities accordingly (Sequence Activities).  The next step is the estimation of resource types and quantities for each activity (Estimate Activity Resources).  Finally, each activity’s effort and duration is estimated (Estimate Activity Resources).  At this stage the Activity List evolves into the tasks of the Project Schedule.  

The Activity List is not a formal project plan deliverable and does not require approval.  However, the Activity List is an invaluable tool for developing a complete and reliable Project Schedule and should be reviewed in-depth by project team members.  




	[bookmark: _Toc438470200]Solution Approach
The Solution Approach describes the general approach that will be taken to create or acquire the new capabilities required to meet the business need. To determine the solution approach, it is necessary to identify possible approaches, determine the means by which the solution may be delivered (including the methodology and lifecycle to be used) and assess whether the organization is capable of implementing and effectively using a solution of that nature. 
Some possible approaches include:
· Utilize additional capabilities of existing software/hardware that is already available within the organization
· Purchase or lease software/hardware from a supplier
· Design and develop custom software
· Add resources to the business or make organizational changes
· Change the business procedures/processes




[bookmark: _Toc438470201]Acceptance 
(This section should be modified for best application to specific projects. Include all project team members that should have some level of authority regarding document review and approval.)

Approved by:


________________________________________                                Date:		
<Name of Approver>
(Project Name) Executive Sponsor


Approved by:


________________________________________                                Date:		
<Name of Approver>
(Project Name) Business Sponsor

Approved by:


________________________________________                                Date:		
<Name of Approver>
(Project Name) Project Director/Manager

Approved by:


________________________________________                                Date:		
<Name of Approver>
(Project Name) Stakeholder



2. Develop the Statement of Scope (SOS)

For this task you will be required to develop the Statement of Scope which should briefly set out the following:
· Project Goals & Objectives
· Project Requirements
· Project Scope Description
· Project Exclusions
· Project Constraints
· Project Assumptions
· Project Deliverables

PROJECT PLAN SCOPE 


	PROJECT NO.
	DATE SUBMITTED

	
	

	PROJECT OBJECTIVES  

	Describe the high-level goals of the project and how they relate to overall business objectives.  Include measurable success criteria.  Cost, scheduling, and quality targets should list an absolute or relative value. 



Step 1. Project Deliverables

	DELIVERABLE NO.
	DESCRIPTION

	1
	List all project deliverables and briefly describe each. Do not list dates. 

	2
	Deliverables should include outputs and ancillary results: PM reports, documentation, etc.

	3
	The level of detail will be dependent upon the project objectives.



Step 2. List of Project Tasks
List all project tasks to be completed, based on the deliverables listed in the previous section. Do not list dates. Add more rows as necessary. 

Alternatively, you can attach your work breakdown structure (WBS) to the scope statement. 

	Work breakdown structure (WBS) attached
	NO
	X
	YES
	

	Provide link, if applicable.
	N/A



	TASK NO.
	DESCRIPTION
	FOR DELIVERABLE NO. …
ENTER TASK #

	1
	Planning
	

	2
	Execution
	1

	3
	Evaluation
	1, 2



Step 3. Out of Scope

	This project will NOT accomplish or include the following:
	List deliverables or tasks that you will not complete or provide as outputs of this project.


Step 4. Project Assumptions

	NO.
	ASSUMPTION

	1
	List any project factors that you consider to be true, real, or certain. 

	2
	Assumptions generally involve a certain degree of risk.

	3
	Describe the potential impact of assumptions should they prove to be false.



Step 5. Project Constraints
	PROJECT START DATE
	MM/DD/YYYY

	LAUNCH / GO-LIVE DATE
	MM/DD/YYYY

	PROJECT END DATE
	MM/DD/YYYY

	LIST ANY HARD DEADLINE(S)
	

	LIST OTHER DATES / DESCRIPTIONS OF KEY MILESTONES
	

	BUDGET CONSTRAINTS
	Enter information about project budget limitations (total project budget, maximum budget for key project deliverables).

	QUALITY OR PERFORMANCE CONSTRAINTS
	Enter any other requirements for the functionality, performance, or quality of the project.

	EQUIPMENT / PERSONNEL CONSTRAINTS
	Enter any constraints regarding equipment or people that will impact the project.

	REGULATORY CONSTRAINTS
	Enter any legal, policy, or other regulatory constraints.



Step 6. Updated Estimates
	Estimate the hours required to complete the project.  
	Enter total # of hours



Step 7. Approvals

	STAKEHOLDER NAME & TITLE
	ROLE OF STAKEHOLDER / APPROVER
	DATE SUBMITTED FOR APPROVAL
	DATE APPROVAL RECEIVED

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	






3: Create a Work Breakdown Structure

For this task you will be required to develop the Work Breakdown Structure which should set out the following:
· WBS Dictionary that defines the various WBS elements.
· WBS levels of what determines the hierarchy of a WBS element.
· Control accounts that will be used to group work packages and measure their status.
· Project deliverables based on the desired outcome of project tasks and work packages.
· Your tasks that make up your work packages and therefore, your project scope

Design your Work Breakdown Structure Here (Locate a template on our e-learning site)









































4: Develop the Scope Management Plan

For this task you are required to develop a scope management plan, which will form part of the Project Management Plan (Assignment 4), the final integrated assessment.

The scope management plan is a component of the project management plan, that describes how the scope will be defined, developed, monitored, controlled and validated. 

Ensure that you provide detail on the project scope based on your the analysis of the information contained in the project charter as well as historical information contained in the organisational plan assets, and any other relevant enterprise environmental factors.

This scope management plan should include the following.
· Process for preparing your project scope statement. (Define)
· Process that enables the creation of the WBS from the detailed project scope statement. (Developed)
· Process that established how the scope baseline will be approved and maintained. (Monitored and Controlled)
· Process that specifies how formal acceptance of the completed project deliverables will be obtained. (Validated
Scope Management Plan
[bookmark: _Toc1650263][bookmark: _Toc494722690][bookmark: _Toc1650258][bookmark: _Toc467250429][bookmark: _Toc494722687][bookmark: _Toc1650255]
<Project Name>
[bookmark: _Toc467250430][bookmark: _Toc494722688][bookmark: _Toc1650256]<Project Reference>

Document Control

[bookmark: _Toc7861998][bookmark: _Toc9128185][bookmark: _Toc9822970][bookmark: _Toc11055832][bookmark: _Toc11120358][bookmark: _Toc11120784][bookmark: _Toc57468546][bookmark: _Toc494722691][bookmark: _Toc1650259]Document Information

	
	Information

	Document Id
	[Document Management System #]

	Document Owner
	[Owner Name]

	Issue Date
	[Date]

	Last Saved Date
	[Date]

	File Name
	[Name]



[bookmark: _Toc7862001][bookmark: _Toc9128188][bookmark: _Toc9822973][bookmark: _Toc11055835][bookmark: _Toc11120361][bookmark: _Toc11120787][bookmark: _Toc57468547][bookmark: _Toc494722692][bookmark: _Toc1650260]Document History

	Version
	Issue Date
	Changes

	[1.0]
	[Date]
	[Section, Page(s) and Text Revised]

	
	
	

	
	
	




[bookmark: _Toc57468548][bookmark: _Toc494722693][bookmark: _Toc1650261]Document Approvals

	Role
	Name©
	Signature
	Date

	Project Sponsor
	
	
	

	Project Review Group
	
	
	

	Project Manager©
	
	
	

	Quality Manager
(if applicable)
	
	
	

	Procurement Manager
(if applicable)
	
	
	

	Communications Manager
(if applicable)
	
	
	

	Project Office Manager
(if applicable)
	
	
	


PREPARATION OF THE SCOPE DOCUMENT

Describe the process that will be used for preparing a detailed scope statement. For example, outputs from stakeholder workshops, a customer brief, tender documents e.g. request for proposal, pre-sales business case or use cases. 
[bookmark: _Toc1650264][bookmark: _Toc55385093]Work breakdown structure (WBS)

Describe how the Work Breakdown Structure will be created from the Scope Statement. For example, using top-down or bottom-up techniques and whether templates will be used. Include any standards that will be used for example for the PMI ‘Practice Standard for Work Breakdown Structures’. Explain what format(s) will be used to present the WBS for example a common tree structure, a tabular view or a mind map (centralized tree structure).
[bookmark: _Toc51749738]WBS dictionary
 holds additional detail for each component of the WBS. For example, a description or definition of each component, a cost control number, and the resource or team responsible for the WBS element. 
Document the information that will be included in the WBS Dictionary in this section. This could include a link to a template or a screenshot.  



An example WBS Dictionary:
	Level
	WBS Code
	Element Name
	Definition/Description
	Cost Control Number
	Responsible team

	1
	1
	Speed boat WBS
	All components and assembly required to build a speed boat.  
	SB102
	Custom build team

	2
	1.1
	Hull 
	The internal network of frames that form the shape of the boat.
	SB102.H
	Custom build team

	3
	1.1.1
	Hull shell
	Fiberglass shell around the hull
	SB102.H
	Custom build team



[bookmark: _Toc1650266]Scope baseline maintenance
The Scope Baseline is the approved version of the scope statement, WBS and the WBS dictionary. Describe how the scope baseline will be maintained. The PMBOK fifth edition states that the Scope Baseline can only be changed through formal change control so you may describe or link to the change control process here. 
[bookmark: _Toc1650267]Deliverable acceptance

Describe how the completed deliverables will be formally accepted by the end customer. For example, completion of user acceptance testing, followed by project board review and issue of a deliverable or milestone completion certificate. 
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