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1. INTRODUCTION

1.1 Project Introduction

The Community Web Centres project will establish a series of community-based Internet centres, managed by ABC Limited on behalf of both the community management committees and the East Caledon Local Authority Consortium.  The Centres must be fit for purpose and delivered within budget and fully functioning by 30 September 2003.

The project will be split into two phases:

· Phase 1 - to develop and implement an Internet Portal for each community centre to use as a home page.  The Web Portal development, the provision of the web server and related equipment will be fully implemented by March 2000. 

· Phase 2 - to develop and implement a standard Web site and user configuration for each Community Centre.  All of the Centres will be equipped, community champions trained and local news and forums populated with “seed corn” information.

1.2 Project Background

The Community Web Centres project is part of the Economic development element of East Caledon Local Authority Consortium long-term Rural Communities Action Plan. 

The £18.5 million scheme, which combines public, private and community companies and groups, is due to span 6 years from 2001. It is divided into four distinct elements - Housing and Environment, Training and Enterprise, Community and Education and Sports and Leisure. 

The Community Web Centres project aims achieve the strategic objective of:

· Enhancing the employment prospects, education and skills of local people, particularly the young and those at a disadvantage

· Promoting equality of opportunity.

· Developing links of common interest between many small rural communities

· The Community Web Centres project also forms part of an international Internet-connected community network. 

2. DEFINITION
2.1 Objectives

The Community Web Centres will:

· provide a focus for improved rural community access to information and advice 

· encourage the development of local information, projects and information exchanges under the management of local people and community organisations 

· to provide IT experience, advice and training 

2.2 Benefits

The project is expected to produce the following specific benefits:

· Training provision through outreach work and specialist training based on distance learning materials developed by further education establishments.

· Data links through the Internet providing a wide range of information, advice and databases 

· Electronic and printed publishing capabilities such as:
· up-to-date information about local community activities

· listings of community groups / contacts 
· access to existing databases
· community newsletters
· links to other web sites / communities to exchange ideas / material etc 

2.3 The Deliverables

2.3.1 Phase 1

To simplify management of the project, Phase 1 has been split into five separate elements.  The deliverables for each element are described below.

Web Portal
· A refurbished shop or small office for the physical site of the web server, i.e. the Web Host

· IT equipment requirements specified, procured, installed and tested in the Web Host

· The establishment of a pilot community centre, equipped with telecommunications and IT equipment

· The design, development and testing of the Web portal software 

Training
· Developing a series of distance learning training courses for delivery over the Internet

· A series of open days aimed at raising local awareness and basic skill levels 

Promotion

· A programme of promotional activity including:

· Introduction to the Community Web Centres

· Seminars to “Introduce the Community Web Centre” and related promotional advert 

· Home flyer drops and local shop posters

· Explanatory leaflets about the Community Web Centres and what they can be used for 

· Registration programme

· Appointment of local community champions

Future Development of Community Web Centres
· Plan for the management of the Community Web Centres during Phase 2, including proposals for ensuring long-term commercial sustainability  

· Plan for the use of the Community Web Centres, particularly developing linkages with other community projects both in the UK and within the EU

· Plan for web-based training programmes during Phase 2 

Project Structure 
· Project Initiation document (this document) 

· Phase 1 Plan - to include phase 1 plan, risk analysis and defined deliverables 

· Phase 1 'Close' Review 

· Plan for Phase 2 Initiation 

2.3.2 Phase 2

The specific deliverables for Phase 2 will not be defined and agreed until Phase 2 Initiation.  However, the general areas to cover will include the below:

· Develop and implement an ongoing management structure and sustainability plan 

· Develop and implement an ongoing usage plan 

· Develop and implement an ongoing training and education plan 

· Develop and implement an ongoing communication plan 

· Relate lessons learned from the Community Web Centres project to the wider EU Rural Communities Development programme 

2.4 High Level Plan - Phase 1

The following chart indicates the planned implementation timetable for the Community Web Centres project:

2.4.3 Scope

Although this project is interdependent with other East Caledon Local Authority Consortium projects - its management and delivery should not be compromised by potentially linked projects such as Women Returners to Work, Growing Small Businesses or Young Entrepreneurs.

These projects should be managed in their own right and issues between them managed at the East Caledon Local Authority Consortium programme level. 

3. MANAGEMENT

3.5 Organisation

Phase 1 comprises five elements, each of which will be managed separately.  The named managers are not responsible for 'doing' all the work but will request inputs from the supporting resources. 

	Jim Smith
	Project Sponsor (on behalf of East Caledon Local Authority Consortium)

	Alison Allcroft
	Projects Director, overall responsibility and East Caledon Local Authority Consortium Board Member

	Alan Mitchum
	IT Projects Co-ordinator, responsible for day-to-day management and development of the IT project. 

	Joanne Smith
	Rural Enterprise Development Manager, responsible for the development of rural communities and to support opportunities for enterprise utilising the Internet Community Centres as a resource.

	Gordon West
	Administration


Support Personnel:

	Colin Morris
	Carpentry and Joinery Craft Instructor

	Mike Moreby
	Building Craft Operations Instructor

	
	Several trainees from the Construction Training Centre.

	Liam Walsh
	Unipart DCM - Project Structure Consultant

	Liz Arthur
	Unipart DCM Community Partnerships, DCM involvement coordinator


3.6 Approach

There are four project management stages within Phase 1: 

	Initiation
	The production, agreement and approval of this document

	Planning
	Clarifying the deliverables - what we expect to achieve, how and who does what, detailed task planning, risk analysis

	Implementation
	The 'doing' of Phase 1, and the producing of most of the Deliverables. In reality, this starts up front - and important aspects include how we monitor and control the project, and how we report and communicate progress.

	Close
	A brief review of Phase 1. How have Deliverables, Objectives and Benefits been produced against time, quality and cost requirements? How effective has the project management process been?


This does not mean that we must wait for each stage to be completed before proceeding. They are intended to be discreet management stages - checks to ensure we tackle the project logically and don't miss anything out. 

3.7 Monitoring and Control 

It is recommended that the project team meets on a regular basis - at least fortnightly - to review progress against the plan, issues, agree next steps etc. 

Additionally, progress should be reported monthly to the Project Sponsor. 

4. EXTERNAL FACTORS
4.8 Assumptions

The availability of those named to form the Project Team and undertake tasks as planned. 

· The availability of necessary budget to complete the tasks. 

· The involvement and buy-in of local community groups to the IT Hub. 

· Project Team support of the project management structure. 

· That interdependencies with other BCRS projects are recognised - but that they do not change the scope or affect Deliverables on the IT Hub project. 

4.9 Risks

· Planning to open the IT Hub within a very tight timescale to meet contractual obligations 

· Perceived lack of Barton community involvement during early stages / sceptism about benefits 

· Not being able to procure suitable IT equipment 

· Unipart DCM graduates not available to undertake Team Challenge in early January 1998 

· Lack of short term funding available to complete Phase 1 

· Difficulty in defining ongoing purpose and management structure for IT Hub 

· Trying to do too much and confusing scope with other projects 
· Lack of medium / long term funding available to complete IT Hub and related BCRS projects 

5. JUSTIFICATION AND APPROVAL
5.10 Costs

Insert (high level) budget figures 

5.11 Costs v Return

insert as relevant 

5.12 Approval

This Project Initiation should be agreed by the Project Team and approved by the Project Sponsor
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