How to define your project
Before beginning this process it’s very important that you do the following first:

· Reduce administrative complexity wherever possible or reorganized BEFORE you start: Example, you want a payroll program and some people are paid by the hour, some weekly and some monthly and some earn commission. While this may be easy to manage manually, it adds a whole layer of complexity to a program. If you can reduce the pay types two, biweekly and commission, for example. Your administrative overhead is less and your final system cost is much less. Note: Obviously, the needs of the business and profit generated by added complexity need to be considered as well. In other words, if the complexity makes you money, you must bite the bullet. 

· Look to future possible needs. Your present business may need a very simple system, but if you’re planning a structural changes or quick expansion in the next 36 months, be sure to include this information in your project plan. All the solutions you consider should be scalable (have the ability to expand).

· Take the time to understand other departments in your organization that may be affected. Ask if they have needs or would like to participate in the planning process. Note: make sure you have ONE project leader. Programs by committee rarely get off the ground.

Defining a project or making a program blueprint is really a simple process. The difficulty usually comes in the definition. Ideas can be easily lost in the syntax of the explanation. To avoid this, use very general terms to explain your needs with as little ‘geek speak’as possible, even if you are a geek, ahem… programming professional.
Even if you’ve never done this process before, jump right in. Start very general and then get as detailed as you can.
As you begin, you may think to your self, “This is a lot of work! I don’t have time for this!” Whether you use internal IT personnel, external consultants or this process, you will face the same amount of work. This really is the best way no matter who does the job. 
But sure to pass us Phase 1 when you are finished as we my have templates that you can use to complete Phase 2 and 3.

Project Planning Worksheet
(Special note: all information provided us will not be shared or published in any way with persons outside your company)
What is your core business?

Example: Sales of Widgets

List your basic business processes (sales, shipping, marketing, administration, etc…):

Example: Sales, Inventory and Administration
List the processes for this project (all or listed):

Example: ALL

Phase 1. Using the example as a guide, describe briefly (Phase 1 of 3) each process using easy to understand, non-technical language:

Example: 

Sales: 

1. Salesperson receives order from prospect from his list of prospects. 

2. He/she collects the appropriate information about the order and requests a purchase order from his/her new client. 

3. When the purchase order is received, the salesman orders the products shipped from the warehouse.
4. Shipping department receives the shipping order, collects the merchandise, packs and ships it with the customer invoice.
5. Shipping department informs the salesperson the merchandise in on it way to their client.

6. Salesperson verifies client satisfactory reception of merchandise.

7. Process done

Pass this information to us at this point so we can ask questions that can be answered in Phase 2 of 3.

Phase 2. It’s the same basic process as in Phase 1, but with more detailed information.
Example: 

Sales: 

1. Salesperson receives order from prospect from his assigned by the sales supervisor to his/her list of prospects. 

2. He/she collects the appropriate information (Checks that company name, address, telephone numbers are all correct) about the order and requests a purchase order from his/her new client. The Salesperson makes a Sales Order for this client.

3. When the purchase order is received, the salesman orders the products shipped from the warehouse. If the client’s purchase order is NOT received in 10 days, the salesperson contacts the customer to verify the order.

4. Shipping department receives the shipping order, collects the merchandise, packs and ships it with the customer invoice. The shipping department informs the salesperson of any back ordered merchandise. 
5. Salesperson informs the client of any back ordered merchandise, if any.

6. Shipping department informs the salesperson the merchandise in on it way to their client. The salesperson receives a daily shipping report for his/her clients.

7. Salesperson verifies client satisfactory reception of merchandise by telephone based on shipping times.

8. Sales manager receives a report of all goods sold (pending client purchase order ) and shipped that day along with any back orders.

9. Purchasing manager receives the same report as the sales manager.

10. Division head gets the same report as the sales manager and purchasing manager with annotations as to what they are doing about any problems (low sales, back ordered products, etc…)
11. Process done

As you can see, Phase 2 is much more detailed. In the next step the detail is as fine as you can make it. Please send us a copy of this step so we can ask you questions about it. Try to answer all our question is Phase 3.

Phase 3. Now, the same process, but with as much detail as possible.
Example: 

Sales: 

1. Sales supervisor assigns prospects to sales person based on a geographic territory.

a. North, East, West, South

2. Salesperson calls all his/her prospects and customers at least once every 30 days.

3. Salesperson receives order from prospect or customer. 

4. Salesperson collects the appropriate information 
a. Checks that company name, address, telephone numbers are all correct. 
5. The Salesperson makes a Sales Order for this client. Includes:
a. Date

b. Products to be delivered

i. Quantity

ii. Product Code

iii. Discount (if any)

c. Terms of the sale

i. Cash 

ii. Direct bank deposit

iii. Credit - 30,60 or 90 days

iv. COD

d. Special Discounts (Sales Supervisor approved)
e. Estimated Shipping charge


6. Purchase order received.

a. Physical paper

b. Email

c. Verbal acceptance of Sales Order
7. If the client’s purchase order is NOT received in 10 days, the salesperson contacts the customer to verify the order.
8. Salesperson verifies that products, terms and pricing coincide with the Sales Order.

9. Salesperson sends Shipping Order to the warehouse. 

10. Shipping department receives the Shipping Order, collects available merchandise, packs and ships it with the customer invoice.
11. The shipping department notes on the Shipping Order and informs the salesperson of any back ordered products. 

12. Salesperson informs the customer of any back ordered merchandise.
13. The salesperson receives a daily Shipping Report for his/her clients. The report includes:
a. Back orders and possible time frame for the delay

b. Any problems filling the order

14. Salesperson verifies client satisfactory reception of merchandise by telephone based on shipping times.

15. Sales manager receives a report of all goods sold (pending client purchase order ) and shipped that day along with any back orders. Report includes:

16. Purchasing manager receives the same report as the sales manager.

17. Division head gets the same report as the sales manager and purchasing manager with annotations as to what they are doing about any problems (low sales, back ordered products, etc…)

18. Process done

You’re done! Remember: you need to complete this process for every function you plan to include in your final system. They may be much simpler or more complicated, but the work is essential. 

Be like a good carpenter: measure twice, cut once.

