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Project Purpose 

Update aging systems using world wide industry recognized standards.

It has been determined that the most effective way to achieve our goals is by implementing a Services Oriented Architecture Solution, based on new technology from XYZ Copr.   With a strategic help from our Vendors, we update the core of our Insurance System
The need for redevelopment has come about for the following reasons:
· Some software as old as 20 years

· Many of the applications created in languages reaching “end of life”

· Too complex, due to constant add-ons and re-design some components are too costly to maintain.
· Inconsistent data due to many flexible, and subsequently uncontrolled field definitions
· Processes that do not match the ideal business processes of the Company, hence leading to workarounds

· Outdated - core design was for business processes from 15+ years ago

· Difficult to find skilled programmers familiar with older languages

This project represent the first step to insure that all of ABC Inc. present and future Information System needs can be met, and the organization will stay competitive in the future.
Project Scope 

On the Highest level the project can be broken down into two parts.   

1. We implement the core of the SOA architecture on our systems.  Basically setting up the systems to handle the new software and database requirements.
2. Develop the Insurance application.

While the overall strategy is to have all of ABC INC.’s systems fall under the SOA umbrella, the re-development of other applications do NOT fall under the scope of this project.

Rational Unified Process (RUP) will be used as the methodology to control the project and measure its success.

Part of the mandate will be train essential staff on SOA and RUP.  This will ensure success of this and future projects

Project Objectives 

Primary Objectives:

· Re-development of Individual Life application
· Standardization of our foundation technology architecture, using SOA
· Deliver the first product as quickly as possible (18-24 months)

· Adapt to Best Practices standards as set out by the world wide insurance community

· Use off the shelf components where possible

· Minimize integration with legacy systems

· Minimize risk by using an experienced partner

· Update our underlying technology to meet or surpass current standards

· Adapt the Rational Unified Process to our IS department

· Realize more rapid product development and delivery

Secondary Objectives:
· Reaffirm our leadership position
· Achieve sustainable competitive advantage, & reduce cost

· Fully integrate all processes and systems
· Further strengthen our innovative products
· Improve our expense ratio through process efficiencies
· Leverage existing client and agency relationships
· Maximize the customer experience
· Ease entry into new markets to realize Growth potential
· Produce measurable KPIs (Key Performance Indicators)
· Provide the data and information that the business needs
· Create one generic insurance management system that supports multiple products

· Begin parallel delivery of Genco and Lifeco products after IL

· Buy in from all levels of the organization
Resource Requirements 
	     ABC INC.
	External 

	Project Sponsors (4)

Business Analysts (5)

Subject Matter Experts (4)

QA and Testing (2)

System Analysts (2)

Technical Architect

Programmers (8)

Project Manager (1)

Tester (TBD)

DBA 

Data Architect
	SOA Architect

Technical Architect

Integration Architect

Project Manager

Programmers

Business Analysts

Product Modeler




Roles and Responsibilities 
	Resource
	Role
	Responsibility

	Bob Newberg
	Sponsor
	Project Support

	
	
	

	
	
	

	
	
	

	John Doe
	VP of E-Commerce and Technology Solutions
	Project Overseer 

	Jane Doe
	RUP Project Manager
	Project planning, tracking, change control, risk management & reporting

	Lisa Jones
	Sr. Analyst Programmer
	System Architecture and Application Development

	Marry Smith
	Sr. Analyst Programmer
	System Architecture and Application Development

	Mike Brown
	Business Analyst
	Application Services

	Nancy White
	Business Analyst
	Application Services

	Juddy Fish
	Sr. Analyst Programmer
	Application Development

	
	Key Beneficiary
	

	
	
	

	
	
	


Additional Requirements

· Infrastructure platform: application server, database, integration middleware, hardware, enterprise scheduler, security

· Development support tools

· Testing tools

· Training: SOA training 

· Training: tooling (on Rational Software, Requisite Pro, Rational Functional Tester)
Project Approach 

High-level milestones:
· Acquisition of SOA from IBM

· RFP to XYZ Corp. for assistance in implementing SOA based software at ABC INC.
· Evaluate and possibly purchase pre-built SOA standard components

· Training staff in SOA, and new development tools
· Receive estimates and scope for remainder of project

· Acceptance of next phases

· Validate business processes at ABC INC. vs. the SOA best practice
· Requirements Gathering – detailed set of requirements describing the full needs of the business process for Individual Life, referencing the SOA
· Business Modeling – complete set of use cases describing the business process 

· Analysis and Design – complete set of uses cases describing application requirements

· Development Develop new Individual Life system on new Insurance System “Framework”
· Testing – testing the applications and procedures

· Deployment – actual implementation of the new system after it passes all requirements

· Post-Deployment – review of software, and stakeholder satisfaction of the final product
· Begin planning other lines of business on the Insurance System “Framework”

Project Deliverables 

It is the intention of ABC INC. that the initial project will focus on creating a generic “insurance management system”, in phased deliverable approach.

Additional product lines should follow but are not considered as deliverables for this project.  Separate charters will be drawn up as priorities are decided upon in the future.

The development of the new system is envisioned as being “clean sheet” development, with limited ties to existing legacy systems, except where absolutely necessary. 
Creation of a successful data migration strategy, as well as data cleanup, to ensure only accurate information is carried over to the new system.
The new system will focus on maximum automation of processes, and should include customer self service functionality wherever possible.

All solutions proposed must include an evaluation of the current in-house development resources, and where appropriate make maximum use of those resources, first to reduce the cost of the solution, as well as to maximize knowledge transfer to full time development team staff.

Constraints and Assumptions 
Assumptions
· Adequate funding will be available throughout the project life cycle (budget approval)
· Required Personnel will be available to bring the project to a successful conclusion

· Skilled outside support will be able to assist ABC INC. in a timely manner
· Required courses to train staff will be available
· Corporate direction remains the same during the project life cycle
· All required tools will be on hand when necessitated
· No catastrophic technological failures
· No major scope creep, while this is an iterative project, the fundamental goal for this project will not change
· Key users will be made available where crucial - Requirements gathering, System Specification Signoff, User Test….
· Information delivered in a timely manor and be easily accessible
· Security of insured information will be adequately addressed. 

· Project Team will agree to appropriate, realistic goals for this project.
Constraints
· Time vs. Budget constraint – where we must balance dollars vs. days to achieve optimum productivity
· Technological – we have selected to use SOA, RUP, Java and related technologies for this project, we must work with in that constraint to achieve cross-platform unity
· Limited amount of expertise available, we only have two outside sources we can deal with XYZ Corp.
Terminology 
Rational Unified Process (RUP) - a methodology that uses the iterative approach to software development.  Originally developed by the Rational Software Corporation for object oriented design officially made it debut in 1998, it was bought out by IBM in 2002, and is widely used through out the IT industry.   
The RUP is not a single concrete prescriptive process, but rather an adaptable process framework, intended to be tailored by the development organizations and software project teams that will select the elements of the process that are appropriate for their needs.
Insurance Application Architecture (SOA) – A specific platform designed by IBM based on 300 man-years of experience in the insurance industry.  It will serve as a starting point for our development project.
Risk Management 
	Risk Event
	Probability
	Impact
	Risk Strategy

	1. Significant Requirements changes during after signoff
	Medium
	Extension of project scope, delay of project, increase in budget.
	Raise to senior strategy group for decision.

	2. Business unable to identify requirements
	Low
	Delay of project.
	Bring in required resources to accomplish task

	3. Inability to transfer current data to the new system.
	Medium
	System may be not be used to its full potential.  Manual input may be required.
	Detailed data analysis and data cleansing required, during development of new software.

	4. Unforeseen Technical issues 
	Medium
	Delay, suspension, cancellation of project or system may be delivered with less functionality or quality. May be costly to resolve. 
	Build contingencies in plan, properly document and validate design specifications to mitigate risk.  Manage expectations. 

Contingency fund must be in place.

	5. Lack of required resources 
	Low
	Delay, suspension, or cancellation of project.
	Find alternative development strategy or increase funding to acquire skilled resources.

	6. Budget constraint
	Low
	Delay, suspension, cancellation of project or system may be delivered with less functionality or quality.  

System may be used infrequently, not to its full potential.
	Raise to senior executive level for more funding.  

	7. Implementation and/or integration does not meet requirements/specifications
	Low
	System may hinder good customer service, unfavorable corporate image may result.  System may be used infrequently, not to its full potential.  
	Application of careful and full system and unit test must performed before the system goes live.

	8. Performance of system unacceptable
	Low
	System may be used infrequently, not to its full potential.  Frustration with system.
	Assess expected activity.  Address any bottlenecks in the system, possibly streamline processes. 

	9. Changing corporate priorities 
	Low
	Delay, suspension, or cancellation of project.
	Raise to senior stakeholders,  re-assess project value.  

	10. Changes to Key Personnel 
	Medium
	Delay, suspension, or cancellation of project.
	Consider completion incentives to mitigate risk. 

Subsequent to event raise to senior stakeholders for decision.  

	11. Mergers,  Acquisitions, Takeovers
	Low
	Delay, suspension, cancellation of project. 
	Raise to senior stakeholders, re-assess project value. 

	12. External factors, e.g. catastrophe such as a hurricane, changing market conditions, etc. 
	Low
	Delay, suspension, cancellation of project. 
	Raise to senior stakeholders, re-assess project value.  Build a contingency fund for unforeseen events.
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