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Chapter 8

Project Production

We’ve shifted from the Research & Planning phase to the Production & Deployment phase of Clockwork Media’s creative process.

In this phase there is great potential for details to overlap, collide or completely miss each other.

Executing a plan is more difficult than crafting one!

This phase is most challenging to the Project Manager because of the number of moving parts.  As always, the PM must coordinate all the people and tasks with minutiae while keeping the big picture in mind.

The PM will continually review things by examining two management concepts:

1. Rigor – how the team executes & reviews deliverables is key 

2. Agility – since changes are inevitable, things will be altered along the way…this must be done intelligently without making everyone nuts

DESIRABLE “RE” TASKS:
Reviewing

Recapping

Re-meeting

Re-familiarizing
UNDESIRABLE “RE” TASKS:
Reworking

Revising

Regretting

Establishing Timelines:

· when you expect client review

· when you expect client approval

· ensures team members feel a sense of control

Two Types of Review Meetings:

1. departmental – people within a single expertise area tend to spur each other on to better work…the goal is to evaluate deliverables against company standards

2. internal – a cross-section of disciplines…the goal is thoughtful approvals and careful evaluation 

I.  FRONT-END PROJECT PRODUCTON:

Starts with the Detailed Content Strategy & Information Architecture (Cheat Sheet 6) which can contain:

1. content audit – outlines existing content

2. content matrix – lists piece of content that need to be produced & the plan for executing it

3. content guidelines – articulate the necessary information to guide the creation of content

Effective IA:

· outlines how the end user interacts with each functional element (What happens when it works?  How are errors dealt with?)

· takes into account any standard conventions (are there product, platform or brand-specific interfaces?)

· examines which interactions need further elaboration for design

· determines detailed content features & IA

THE DEVELOPMENT TEAM MUST PAY CLOSE ATTENTION TO HOW THEIR FEATURES ALIGN WITH IA.

One of the biggest challenges with design is making sure the design team understands what the client wants from a visual standpoint.  These exercises may help close the communication gap.

· Inspiration Sites – have the client show other sites they like from a design standpoint; get examples of what captures their desired look & feel

· Style Guides – if there is an existing brand guide the client & designers should review it together

· Moodboards – bring together different design elements from web screenshots to photography to typography to achieve a particular feeling or mood
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Figure 8.2 (p.117) shows an example of a spectrum drawing.  The axis values for any concept model should be attributes that help the team find a visual solution.

Since conceptual models help provide structure to brainstorming activity, consider exploring these models.

· Spectrums – an illustration that helps explore two opposing approaches

· 2x2s – a more complex version of a spectrum drawing…it uses two sets of adjectives along axes to create a quadrant of ideas…this results in a quadrant with four possible combinations of attributes

· Grids – this is useful when there are more than 2 spectrums to explore and can generate an infinite number of layout options 

Design implies functionality.  The design must:

· indicate which elements have interactive properties

· suggest the outcome of interacting with those elements

· deliver on that promise to the end user

When something looks like a link to another web page but behaves like a

Download PDF button, a promise has been broken.

The number of unique Design Concepts (Cheat Sheet 7) presented depends on timing & budget, but three is usually the magic number.

· When presenting designs to clients:

· show how the design changes in liquid or responsive layouts or at different screen resolutions

· sell your thinking – review the reasons & rationale for your decisions…share the logic that resulted in the concepts presented

· externalize the debate – it’s not about one person’s opinion…it’s about the goals, strategies, requirements & restrictions established in the Research &Planning phase 

· ask for problems, not solutions – encourage clients to focus on what they like or dislike, not on how to solve it
REMEMBER THAT CLIENT FEEDBACK MAY BE DIFFICULT FOR DESIGNERS TO HEAR.  MAKE CRITICISM CONSTRUCTIVE, NOT DESTRUCTIVE.
The front-end development team uses the design concepts to create clickable interfaces that the end user can interact with.  The deliverables at this stage all feed into the first example of the end product – the Development Version.

Pulling this together requires the Production Plan (Cheat Sheet 8).

· Front-end development converges with three expertise areas:

· Content – final production deliverables articulate what content is needed and where…as site is being built the content must align with the needs & plans of the content strategists

· Design – the front-end developer’s job is to bring the design to life

· Back-end development – teams must coordinate when & how to hand work back and forth

· Front-end Developers:

· produce code that powers elements of the end product that users interact with

· they develop screens, forms & interactive elements

· they make sure elements are presented in a usable way
· Back-end Developers:

· produce code to power the behind-the-scenes functional elements of a product (i.e., how user-entered data is passed from a web page to a database) 

· they make sure the product works

Next we deal with Themes (Cheat Sheet 9), also called templates.  Themes are the first glance at what the end product will feel like to the end user.

The goal of themes is to balance design consistency with content flexibility and layout variation.

Themes provide the master structure for any given page.

II.  BACK-END PROJECT PRODUCTON:

This is all about building the engine that makes the end product fun.  The required documentation is a Development Plan (Cheat Sheet 10).  It is the path from a list of features to a working product.

Client reviews of the Development Plan are usually nonexistent, so department reviews are essential!

· Next on the list is Code (Cheat Sheet 11), the foundation of interactive work.

· Code is a collection of content used in various capacities to make the end product.

· Every piece of the end product that does something is powered by code.

· Code is a generic term that includes numerous languages (HTML, Flash, Java, CSS, MySQL, SSL, SQL, etc.)…it is the engine that powers all digital things.

· Custom v. Off the Shelf:

· Custom Code – developed specifically for the project…it usually requires more work…is a good option if the client wants to “own” the work

· Existing Software – programs anyone can purchase or subscribe to that have code and functionalist built in

The next stage of the Production & Deployment phase is the Development Version (Cheat Sheet 12), not to be confused with the Development Plan (Cheat Sheet 10).

· Words.

· It is the first draft of the end product
· It is not intended for the client
· It is intended for the internal team
· It’s a technical rehearsal of how the end product will look, feel & operate
· It may not be wholly functional yet
Interactive Project Management – Pixels, People, and Process – Nancy Lyons & Meghan Wilker              Page 3 of 5
©2012 New Riders, an imprint of Peachpit Press, a division of Pearson Education


