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Abstract

The anatomy of a saessful small business web solution can be broken down into six
chronological phasesach comprised of activities and deliverables in five general.areas
This paper explores and illustrates this basic anatomy using a sampling of small business web

projectsimplemented by the authander the business narHarvest Internet Solutions LLC

These sample projects, each lasting three to five months, are a representative subset of
interactivewebst es i mpl ement ed over t he atAspar se of t he
Universityincluding, but not limited to, forensic engineering, banking, wholesale plant sales,

financing, reakestate, construction, light industry and industrial services.


http://harvestinternetsolutions.com/default.aspx
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Introd uction
The anatomy of a successful small business web solution can be broken down into six
chronological phasesach comprised of activities and deliverables in five general.areas
This paper explores and illustrates this basic anatomy using a sammimglbbusiness web
projects implemented by the authorder the business narHarvest Internet Solutions LLC

These sample projects, each lasting three to five months, are a repressubs@ieof

interactive websites implementedthe private sectawver t he course of the
studies including, but not limited to, forensic engineering, banking, wholesale plant sales,

financing, reakestate, construction, light indtry and idustrial services.

A small business web solution is a commercial website that includes interactive online business
functionality. Table 1 illustrates the breakdown of a typical interactive small business web
solution in terms of chronological phases anéas of activity.

Tablel

Anatomy of a Small Business Web SolutioOverview

Project Phase | Project Site Content Site Graphics Business Commercial
Management Functionality

Preliminary Activities and Activities and Activities and Activities and Activities and

Scope Deliverables Deliverables Deliverables Deliverables Deliverables

Definition

Final Scope Activities and Activities and Activities and Activities and Activities and

Definition Deliverables Deliverables Deliverables Deliverables Deliverables

Implementation
Part 1.
Base Site

Implementation
Part 2: Online
Interactive
Business
Functionality

Integrated
Testing and
Deployment

Turnover and
Closeout

Activities and
Deliverables

Activities and

Deliverables

Activities and

Deliverables

Activities and
Deliverables

Activities and
Deliverables

Activities and

Deliverables

Activities and

Deliverables

Activities and
Deliverables

Activities and
Deliverables

Activities and

Deliverables

Activities and

Deliverables

Activities and
Deliverables

Activities and
Deliverables

Activities and

Deliverables

Activities and

Deliverables

Activities and
Deliverables

Activities and
Deliverables

Activities and

Deliverables

Activities and

Deliverables

Activities and
Deliverables

Introductbpn
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The remainder of this paper will examitie anatomy of a successful small business web
solution as presented in Table 1. The paper will address for the reader the activities and
deliverables characteristic of each projelsasgPreliminary Scope Defiion, Final Scope
Definition, and Implementation Part 1: Base Site, Implementation Part 2: Online Interactive
Business Functionalityntegrated Testing and Deploymentd, Turnover and CloseqQuising
exampl es fr om t h eTheactivitibsand debverablepfm eaehmpltase.will be
identified and classifieth terms of the five project areéBroject Management, Site Content,
Site Graphics, Business Functionality, and Commernmiapped across the top offla 1.

Introductbpn
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Phase 1
Preliminary ScopeDefinition

Common sense dictatesthti you candét articulate in writd.
almost certain to get something you doné6t wan
late. The preliminary scope definition phaedps the cliat think through andrticulate what
they wantandthusensure common sense prevaikhis phasetarts the dialogue with the client
completed in detail in Phase i terms of project deliverables, schedwdestand team
relationshipsTable2 identifiesthe Preliminary Scope Definition activities and deliverables
associated with each areapobject activity.

Table2

Phase 1 Preliminary Scope Definition Activities and Deliverable

Project Project Site Content Site Graphics Business Commercial
Phase Management Functionality Management
Preliminary | Activities Activities Activities Activities Activities
Scope Determine Determine Determine Determine Identify and
Definition preliminary cd i ent 6s Graphics interactive establish
Scope Objectives Requirements e.g business relationship vith
corporate colors  functionality. client business
Determine Determine and/or logo and contacts
schedule cl i ent 6 s preferences. Determine data
constraints content needs, driven Obtain sufficient
types and functionality basis for an
Identify and amount of Deliverables accurate cost
establish content. Completed Front Determine estimate and
relationships End Assessment Hosting detailed proposal
with client Deliverables Questionnaire Requirements

and Preferences Deliverables
Completed Front

project team Completed Front

End Assessment

Obtain sufficient Questionnaire Determine End Assessment
basis br a Hardware & Questionnaire
proposed Software
project plan Capabilities
Deliverables Determine
Completed Security and
Front End Encryption
Assessment Requirements
Questionnaire
Deliverables
Completed
Front End
Assessment

Questionnaire

Phase 1 Preliminary Scope Definition
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Preliminary Scope Definition - Activities

The first two phases of any successful smadlibess web solution are dedicated to
understanding and documenting agreement on the project stopxt management related
activities provide a guiding framework for the entire proj@tterefore hey are woven
throughout the project. In the experieraf the author projectsost ofterfail, not due to
technical challenges or schedule challenges; given enough money the$eicha solved.
Projects fail due to lack of systematic project management.

The first step in any small business web solufioojects is teestablish team relationships and
determine a preliminargcope that is sufficiently defined to develop a document in Phase 2
which serves as a final scope document, the project plathabdsis of an unambiguous
commercial agreement.

Int he area of content activities are focused o
and only then their specificcontent needand available contetypes and those of their

customers. Activities contributing to decisions related to geaphvolve determining

availability of, or the need for, a logo, as well as identifying required or preferred corporate

colors and any client preferences concerning siteutay Technical issues addressdhis phase

include:

1 Identifying any interactivéusiness functionalitincluding data driven processes
1 Identifying hosting requirements and preferences that will determine server side code
1 Determining security and encryption requirements

Preliminary commercial groundwork is also laid during this plgsestablishing a relationship
of trust with t he andinpagticutardtmining sufficiemtebasis forao nt act s
accurate cost estimate and detailed proposal in the next project phase.

Preliminary Scope Definition - Deliverables

There is aisgle deliverable which serves as the process focus and documentation of the
Preliminary Scope Definition, the Frontend Assessment Question8aieAppendiA for a
typical example taken from a project for an organization of estate and trust planning
professionalsBluegrass Estate Planning Council

The client is provided with a standardized Frentl assessment questionnaint@ch they are
required taake adequate time to carefully consider and complete.

Subsequertb the clients return of the completed questionnaire a meeting is held with the client
team where all the answers can be explored and clarified. The resulting conclusions are
documented and provided to the client for approval. Once approved, the conapiétesfined

Front End Questionnaire becomes the basis the detailed proposal and project plan developed for
client acceptance in Phase 2, Final Scope Definitfahe Preliminary Scope Definitioprocess

is not successfully completed the project is el by the developer rather than invest time,

Phase 1 Preliminary Scope Definition
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effort and reputation in what most certainly will be a failed proj@gical Front End
Assessment Questionsed by the authare shown in Figure 1.

Site Development Objectives and Feature

What is the one sentence that summarizes the purpose of the site and what you have to offer
on the site? (This is the key to the site design and content!)

List Your Business Objectives or Other Objectives for the Site:

Who are anticipated to be the primary users of this site? (Who are your site customers?)

List Your Site User/Customer Needs to be Addressed by the Site:

List Specific Web Pages you would like to see to Support Your Business or Other Objectives:
List Requested Site Features Supporting Your Business Objectives (e.g. Customer
Contact/Feedback, E-commerce, Database Access, File Sharing, and Security for Private

Information etc.)

Web Site Theme and Graphics:

Do you want to upgrade the appearance and graphic design of the site?

If so:

Design Layout and Colors will be proposed by Harvest Field Internet Solutions to complement

the sites business and aesthetic purpose.
+« Is there an organizational logo available in electronic format? :
« Are there any specific organizational color(s) that must be used?

« Are there any specific features you would like to see as part of the site graphic design?
(e.g. Image roll-overs)

* Are there sites you admire that give a flavor of what you are looking for?

Web Site Content:
Content/Data will need to be prepared and provided in electronic format by Bluegrass
Estate Planning Council
What content do you currently have for posting and in what format?
What additional content will you need to generate for posting an in what format?

What data base information needs to be accessible through the site?

Hosting Requirements:
*  What company currently hosts your site?

. Harvest Internet Solutions will need the usernames and passwords for:
o  The hosting account (To Administer Site Technical Features)
o The web site (To upload new Files)
« If new site features are requested that are not supported by the current host

technology or a better suited host exists, Harvest Internet Solutions will recommend a
host with the required technical capabilities.

Figure 1 Front End AssessmeBixample Questions

Phase 1 Preliminary Scope Definition
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Phase 2
Final Scope Definition

Final scope definition involves creating a document that serves as both a project plan and
a proposal which when coupled with a commercial agreement formalizes the project scope. This
document fleshes othe preliminary scope determined in Phase 1 with technical and
commercial details and includes both a Web Structure Diagram, and a relsaulexd schedule
that serves as a basis for the project plan and bubglele 2 shows the activities and
deliverable associated with each project area during this phase:

Table3

Phase 2 Final Scope Definition

Project Project Site Content Site Graphics Business Commercial
Phase Management Activities and Activities and Functionality Management
Activities and Deliverables Deliverables Activities and Activities and
Deliverables Deliverables Deliverables
Final Activities Activities Activities Activities Activiti es
Scope Develop A Create a Website Include Include required Do Cost
Definition | Proposal Project Structure Diagram graphics business Estimate
Plan reflecting the showing pages anc commitments  functionality in
Final Scope navigation in proposal proposal Propose Cost
relationships and Cost Basis
Develop a Deliverables
resourcdoaded Map Content to Deliverables ProposalProject Establish a
project schedule  Web Pages Proposal Plan Contract
usingscheduling Project Plan
software Deliverables Deliverables
ProposalProject Proposal /
Deliverables Plan with: Project Plan
ProposalProject
Plan with: Commercial
Web Stucture Agreement
Resource Loaded Diagram
Schedule
Listing of Pages
and Mapped
Content

Phase 2 Final Scope Definition
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Final Scope Definition- Activities

From the standpoint @he project management, content, graphics, planned budinastsonality

and commerciadreasthe central activity is to createpaoject PlarProposaleflecting the final

scope The PlarProposal addresses all the areas discussed under the Final Scope Definitions
Deliverables Section below. It includes botreaourceloaded project scheduéd a Web

Structure Diagram the creation of which are two key activities in themseAresnportant

aspect of the schedule is that it includes all client activities and milestones as well as developer
activities. The Pr@ct Plari Proposal goes though a numloérounds of client review and
resultingrevision until a clearshared understanding of the project scope is reached and

documented.

Additional activitesin the commercial areare to use the resource loaded saletb create a

cost estimate and weate a commercial agreement whiwhen linked with the project Plan
Proposalcreates a contradiVhether a cost is proposed on a fixed price or time and material

basis depends on the degree of uncertainty inciyees Where little uncertainty exists such as

the development of the base site and server side scripting (Phapefentation Part 1: Base

Site), afixed price is best for the client. On the other hand due to high contingencies involved
with a fixed pice if there are significant scope uncertainties such as the technical uncertainties in
developing a new server side business process (Phagsetnentation Part 2: Online

Interactive Business Functionalittime and material costing is best for thewtifor this part of

the job

Final Scope Definition- Deliverables

There are two key deliverables from PhaseRPXoject Plaii Proposal and a Commercial

Agreement

The firstdeliverablea Project Plai Proposaincludes a detailed description of th@ject as

well as a resource loaded schedule and a web structure diagram.

The project Plan Proposal documents agreements in the following technical and commercial
areas:

Site Theme: Site Objectives:
Project Overview:

Phase 2 Final Scope Definition
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Schedule:
Expectations and

Site Features: Internet Advertising

Copy Rights: Cost:

Searity: Commitments: Termination:

Domain Name and Sample Pages / Moakps: Limit of Liability:

Hosting: Site Business Content: Non-disclosure

Web Site Diagram Ongoing Site Maintenance
SeeAppendix B for an example from a project for a forensic engineering confpangent
Reconstruction Analysis

Two major components of the Project RRroposal ard) a resourcdoaded schedulSee
Figure 2) creaed using Microsoft Proje@ 0 0 Zifi2) a Web Structure Diagra($ee Figure

3).
ID [TaskName Finish Oct 06 N
17|24 1 [ 8 [15]22 |29

1 Prepare Proposal and Sign Commercial Thu 9/14/0¢

Agreement
2 Issue Proposal and Finalize Commercial Fri 9/8/0€

Agreement

3 Finalize Commercial Agreement Thu 9/14/0¢€
4 | Commercial Agreement Signed Thu 9/1 4/0(‘.39’14
5 |Set-up Site and Animation Hosting Thu 9/28/0¢
6 Set-up Site Hosting Tue 9/19/0€ i, Harvest - Wils on,ARAl - Sh
7 Set-up Animation Server Thu 9/21/0€| [}, Harvest - Wilson,ARAI - §
8 Move Site to New ARAI Host(s) Thu 9/28/0€ Harvest - Wilson
9 | New Site Hosting Set-up Thu 9/28/0€ & 928
10 | Graphic Design Thu 9/21/0¢
11 Implement Graphics We d 9/20/0€ i} Harvest - Wils on, Graphics
12 Approve Graphics Thu 9/21/0€ IlAR@-WmaS
13 | Graphic Design Complete Thu 9/21/0¢| 4 921
14 |Develop Preliminary Site Pages for ARAI Thu 10/5/0¢ H

Review

Figure 2 High Level Schedule Excerpt

To illustrate the mapping of content and site navigation a Web Structure diagram is developed
for inclusion in the Project PlainProposal. This diagram provides a clear illustration of what

pages are included in the site and how they relaigure 3 shoes a diagram createAacident

Phase 2 Final Scope Definition
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Reconstruction Analysis, forensic engineering firm needing both a professional web presence
but also the ability to confidentially share large files (>1 GB) with both clients and collaborators
in the legal and engineering professions.

ARAIl Web Site Diagram

ARAI Home Page

1
Login
Contact/ Experience Leltereizny Page
Directions Facilities (Optional)

Case Study 1
w/ Animations / Images

= Case Study 2
w/ Animations / Images

. Case Study 3
w/ Animations / Images

Document
Upload &
Download
Pages
(Optional)

Figure 3 Example Wb Structure Diagram.

The second key deliverabid the Final Scope Definition phasethe Commercial Agreement
where both parties commit to the Project RldProposalliscussed abowhereby creating a

contract when signed.

A typical commercial agreement for a project completedsioifin Land Surveyings shown in

Figure4.

Phase 2 Final Scope Definition
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Harvest Internet Solutions
5400 West Oaks Drive
Fuquay Varina, NC 27526
Phone 919 607 2486

August 7, 2009 wwilson@harvestnetsolutions.com

Mr. Mike Griffin

Griffin Land Surveying

209 S. Fuquay Ave.
Fuquay Varina, NC 27526

Subject: Commercial Agreement for Griffin Land Surveying Web Site

Dear Mike,

Harvest Internet Solutions proposes to develop the Griffin Land Surveying Web Site as described in propo8@| REvision 0, dated April 2,
2007. This agreement is for development of both Phase 1 andPbéfe site as described iretproposal.

For tax purposes Harvest Internet Solutions will be considered an independent contractor. A signed IRDRattké required tax ID
information will be provided to Griffin Land Surveying. Griffin Land Surveying will send an IRS Forr@-M08C at year end to the IRS and to

Harvest Internet Solutions.

Sincerely,

William R. Wilson

Accepted For Griffin Land Surveying:

Signature:

Title:

Date:

Figure 4 Commercial Agreement

By referencing thdinal negotiatedrersion of the Project PlanProposal specifically, in this
caseHIS 1 07, Revision 0, dated April 2, 200the commercial agreement fully defines the
scope for contract purposasd formallyinitiates theproject implementatiophasesliscussed in

the following sections.

Phase 2 Final Scope Definition
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Phase 3
Implementation Part 1: Base Website

Implementation of a small business web solutian be divided in to two parts or sub
phasedor discussion and planning purposes Implementation Part 1: Base Site and
Implementation Part 2: Online Interactive Business Functionality. Thesersgesan be
completed either in series or parallel depegan the needsf the clientand capabilities of the
clientand developer teupport the implementatioifable 4 shows the activities and deliverables
associated with each of these fliases of the solution implementation comparison The
remainderof this section deals witRhase 3 Implementation Part 1: Base SitBhase 4
Implementation Part 2: Online Interactive Business Functionaldiscussed in the subsequent

section.

Table4

Phases$ and4 - ImplementatiorPats 1 and 2

Project Phase Project Site Content Site Graphics Business Commercial
Management  Activities and  Activities and Functionality Management
Activities and  Deliverables  Deliverables Activities and Activities and
Deliverables Deliverables Deliverables
Implementation Activities Activities Activities Activities Activitie s
Part 1: Kick-off Do Content Do a final Build simple Monthly or
Base Site Meeting Mappingto graphics functionality Milestone
(Sometime done in pages. design. using browser side¢ billing 7 Part 1
series, sometimes | Regular Client scripting e.g. typically fixed
in parallel with Part| 7 Developer Obtain Content CreateStyle feedback pages price
2 implementation) | Working From Client Sheets.
Meetings Deliverables Deliverables
Build basic site Procure Stock  Browser side Invoices
Deliverables Graphis scripted functions
Agendas and  Deliverables Billing
Minutesto Static Web Obtain Client Statements
document pages or web  Photos or take
status, decision: pages with Photos
and ation browser side
items scripting Create flash or
other active
graphics
Deliverables
Site graphic
design

Phase 3 Implementation Part 1
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Project Phase Project Site Content Site Graphics Business Commercial
Management  Activities and  Activities and Functionality Management
Activities and Deliverables  Deliverables Activities and Activities and
Deliverables Deliverables Deliverables
Implementation Activiti es Activities Activities Activities Activities
Part 2: Online Continued Active content Build Master Createprocess Monthly or
Interactive meetings and  e.g.database Page tsupport flow diagramsto Milestone
Business hold points for  content graphics and modelbusiness billing 1 Part2
Functionality client approval navigation for  proeses. typically Time
(Sometime done in Deliverables  active and Materials
series, sometimes | Deliverables Populated ASP.NET Do serverside
in parallel with Part| Agendas and  Online pages. code behindor Deliverables
1 implementation) | Minutesto Database(s) active functions  Invoices
document Build individual with
status, decision: pages needed t¢ PHP(Linux Billing
and action support active  Hosting) Statements
items functions or ASP/ASP.NET
(Windows
Deliverables Hosting)

User interface

pages for active

business
functions

Design and deploy

server side
database(s),
Access, SQL
Server. (Windows
Hosting)

MySQL (Linux
Hosting)

Deliverables
Server side Code

Process Flow
Diagrams,

Deployed
Database(s)

Implementation Part 1. Base Site- Activities

Throughout the project and integraldeery phase, project management activities keep the

project ontrack. During implementation a cliedeveloper kickoff meeting and regular

working meetings focused around the project schedule created in the previous phase provide the
communications anceédback to stay with the plan and budget or to make scope changes only by

documented consensus as the project evolves.

Phase 3 Implementation Part 1
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During this phase the basic site is bthiat includes the individugdages and the navigation

structure as a Web Structure diagrammyithe scoping phaséevelopment tools are selected

based on capability and cost effectiveness for developer and client lalikeidual pages and

site navigation are built wusing Front Page 200
De v e | oEppeessEditior2003 or 2005A number of graphithemesare proposed and one is
selected, purchased from a graphic designer and custoimiaedordance with the schedule and
constraints in the Project PldroposalStyle sheets are created and/or modiéilsd using the

tools listed abovePhotographs and other graphics to be included in the site are obtained from

the client,digital photos takeby the developer for client approval or purchased as stock photos
andedited as needed with Microsoft Image Cang e.rFlash animations and video streaming

or downloads are creatég the developeor purchasedepending on complexity, cost

effectiveness and schedule constraifigsh animations including photo rollovers are created

withTr endy ,Mdtiendi 5t 3. 0E o r If a3oga isréghi@diths.also created

for client approvalusingli cr osoft | mage Composer E am Laughi
included in the site Any browsetside scripting is completed typically using JavaScript for the

best cossbrowser compatibilityPromised content is generated and provided by the client by the
milestone dates previously agreed in the schedule. This content is mapped to and included into

individual pages.

From a commercial standpoint gllaphic and otér content is subject to strict copyright scrutiny

and licenses purchased where needed. This phase also generates the first invoices and monthly
billing statemenbn amilestone payment schedule specified in the projectiPRioposal.

While monthly biling for time and materials are sometimes ysdting according to

deliverablemi | est ones e. go bars&p sii ¢ Enssrptherearded dalded

is received and recovered as the project progress and only as the project progresses.

Implementation Part 1. Base Site Deliverables

The key deliverable is from this phase is the basic small business website with a professional
look and feel reflecting the clients business objects. The resulting site integrates content,
graphics and basic brser side functionality. Table 5 shows a sampling of home pages created

for this project with an associated linkthe actual siteTwo of the sites are currently successful

Phase 3 Implementation Part 1
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and active. The thirdan international vacation real estate listing senaltieough still active

was a victim of the current economy due to a

Table5
SampleWebsitePages

Griffin Land SecondHomesOniine. Net .
G; Surveying Inc.

. -
i ==
v

A WIDE SELECTION OF HIGH QUALITY

SHRUES, TREES AND GROUNDCOVERS

FOR THE PROFESSIONAL LANDSCAPER

AND THE HOMEOWNER

The @I Group.

Adcockis Nursery Griffin Land Surveying Second Homes Online

Other supporting project management and commercial deliverables during bgitesels of
implementation include standardized meeting agendas as shown inJ-andeninutes as well

as invoicess shown in Figure 6The details of the meeting minutes shown in Figure 5 provide

detailed insight into the subjects and activities which characterize regularly held project working
meetings. The invoice in Figuecre at ed wusi ng Qui c k eisanekampke ofand B

billing tied directly to completedveb project milestones.

Phase 3 Implementation Part 1
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Figure 5 Typical WebProject Meeting Agenda/Minutes.

Phase 3 Implementation Part 1



















































































































































