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INTRODUCTION



One of the most critical times in a project’s life-cycle is at the very beginning – before mock-
ups, before a single line of code is written, before any money is spent. Effective project plan-
ning will not only help your team define the project’s goals, but also create the frameworks 
necessary to ensure these goals are realized.
Our Digital Project Planning Packet  has 12 sections, aligned to different workflows in a typical 
digital project at a museum. We refined this editable planner through client engagements and 
workshops. While the planner is geared for museum digital projects and has some emphasis 
on audience-facing projects, it can be used for any digital project.

Overview
Let’s get started first with an overview of the project management concepts covered in each 
section. Then, dive in and get started filling out (or printing out) your planner!  

INTRODUCTION
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1 – PROJECT INFORMATION

It’s important to define your project scope and objectives. This will help establish what the project will and 
won’t accomplish which ultimately builds consensus, eliminates misunderstandings, and sets appropriate 
expectations to prevent problems down the line.

2 – GOALS & OBJECTIVES

What is the project aiming to achieve? What is success and what is failure? Achievement can be accurately 
measured only if teams are evaluating the project using the same success metrics (qualitative and quantita-
tive). Get everyone to agree on what success looks like and then aim for it together!

3 – TARGET AUDIENCE
Identifying the target audience is invaluable for thinking through the visitor experience. If you can answer the 7 
questions in the packet, you’re in a great place to understand your visitors. Use Empathy Maps and User Personas 
to define your audiences even more deeply.



Project Information 4

4 – KEY STAKEHOLDERS
Identifying key stakeholders helps on several fronts; by thinking through all of those involved in the production, 
approval, and launch of your project, you’re helping to ensure all parties are kept in the loop at the right time 
and your timeline reflects a realistic process.

5 – BUDGET & FUNDING
Working through a budget is not just about upfront costs but also long-term maintenance and recurring costs. 
It is a good idea to work on this section throughout the project whether it’s at the start when figures are not yet 
finalized (write down what you know or key assumptions) and during the project as scope evolves or challenges 
arise. 
 
6 – LIFESPAN & MAINTENANCE
Understanding the expected (and realistic) lifespan of your project and the maintenance required post-launch 
are important for understanding the resources needed to successfully run your digital program for the 
long-term. Project stakeholders should have a clear sense of how long this project will be live and how it will be 
maintained so that the end of a project is not viewed as  the project failing; but rather the intended and 
controlled ending.
 
7 – PROJECT RESOURCES
Here’s a moment to think through who is fulfilling the project requirements and how the details of the project 
are being communicated effectively to all involved parties. Consider all those who may be participating 
in-house  to outside vendors you may need to source.

8 - TIMELINE
Project schedules are essential to allocating resources and helping guide a team toward a successful launch. 
At minimum, we suggest  you establish a high-level timeline to reflect key (and achievable) milestones. The 
timeline should be updated as the project evolves. It is also helpful to think through dependencies and possi-
ble obstacles. We’re big fans of Gantt charts but there are many project management scheduling tools out 
there, so use what works best for you and your team.
 
9 – CONNECTIVITY & HARDWARE
While the details of hardware and software installation, connectivity, and devices may not be in your purview 
as project manager, these items are essential to launching projects as well as planning for maintenance and 
the budget. Tear these sheets out and pass them to your IT/AV experts so that you can establish an achievable 
maintenance plan early on in the project planning process. 
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10 – CONTENT PRODUCTION
Who is producing your content? Often these tasks are distributed between in-house resources and outside 
vendors, or among several departments within your organization. Content production could mean gathering 
existing assets (collections data and media) or the creation of new assets (interpretive text, video, or new 
photography) In many cases, final design and software is dependent upon final content. Use this section to  
establish roles and responsibilities, communicate deadlines, and spotlight any potential dependencies  among 
content production, design, and software development or among the various content production stakeholders.
 
11 – LAUNCH
There is a lot to think through before launch. Often staff needs to be trained on how to use software, how to 
care for hardware, and how to talk to visitors or senior stakeholders about the project. Those who need training 
can range from IT/AV staff to docents and visitor services staff, to security guards.
 
12 – MARKETING & DISTRIBUTION
 While marketing campaigns may begin towards the project launch date, marketing teams need to be brought 
in much earlier to understand the project and prepare the campaigns. We recommend including marketing in 
the initial kickoff meeting, even if they don’t re-engage until after the mid-point. This helps ensure that your 
marketing team has enough time to prepare materials and get word out. 



Define your project scope to help establish what the project will and won't accomplish. This 
helps build consensus among stakeholders and set expectations.
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PROJECT INFORMATION

Project Name

Project Scope (1-2 sentences or 3-4 bullet points)

(1-2 sentences or 3-4 bullet points)Out of Scope

Project Information 6
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PRO-TIP
Dig a little deeper by answering the following 
questions using the S.M.A.R.T method.

S
Specific

M
Measureable

A
Achievable

R
Realistic

T
Timebound

Think about how your team defines project success (and failure). Big picture, what is this 
project looking to achieve? Define these priorities, qualitative outcomes, and quantitative 
measures. Get everyone to agree on what success looks like and then aim for it!

GOALS & OBJECTIVES

Which strategic goal or initiative?

Is this project tied to your museum’s strategic plan or other institutional goals?

YES NO
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Who will do this?

Will you evaluate this project?

When will they do this? (during beta vs. post launch)

MoSCoW is short for Must have, Should have, Could have, and Won't have. First, list out the project pain points 
you wish to solve. Then, label each one using MoSCoW. Or, just try labeling each one as a High, Medium or Low 
priority. Then try this exercise for qualitative and quantitative objectives.

Prioritizing with MoSCoW

Problem / Pain Point MoSCoW / Priority Level

List and prioritize the problems or pain points this project is trying to solve
(and/or how this project is enhancing an experience)

YES NO
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Qualitative Goals MoSCoW / Priority Level

List and prioritize qualitative goals
(e.g. educational, entertainment, marketing, curatorial, research etc.)

Quantitative Goals MoSCoW / Priority Level Specify Number or Range

List and prioritize measurable outcomes. If possible, add actual numbers to quantify success thresholds
(e.g. traffic #, engagement % and time, learning outcomes, revenue $, etc.)

PRO-TIP
Ask Why 5 Times. Remember to ask why 5 times when identifying priorities. Limiting the number of 
high priorities or 'must haves' will help avoid stakeholders grading everything at the must-have level.



Identifying the target audience is invaluable for thinking through the visitor experience. If you 
can answer these high-level questions, you’re in a great place to align your goals with your 
visitor's goals and intentions. Use Empathy Maps and User Personas to go even deeper.

TARGET AUDIENCE

Target Audience 10

Elaborate:

What is the expected dwell time?

MIN TIME: MAX TIME: AVG TIME:

Who are you primarily targeting?
PRO-TIP

Skimmer, Swimmer, and Diver are labels 
used to describe visitor intention and 
engagement time. Are you targeting visitors 
who will skim the surface, or dive deep? Or, 
swim the distance depending on interest 
level or visit purpose?

3

SKIMMER

SWIMMER

DIVER



NONE LOW MODERATE HIGH

YES NO

INDIVIDUAL USE MULTIPLE PEOPLE / GROUP USE

Who would not be an ideal target audience?

How will you accommodate multiple people?

Target Audience 11

What is the expected subject matter expertise of the primary targeted audience?

Is this for individual or group use?

What is primary age target?

How long?Is there a learning curve?



Projects are typically defined and refined iteratively alongside the funding and budgeting 
process. While you may not have all the details worked out when you're getting quotes or 
writing proposals, you can get on the right track by documenting what you do know: cost 
drivers and funding triggers.

As of today, is this project funded:

What is the contingency plan if funding does not fully materialize?
Will the scope or launch date change? How?

FUNDING & BUDGET

Funding & Budget 12

What is total estimated budget?

LIKELY MINIMUM LIKELY MAXIMUM CURRENTLY 
APPROVED

4

FULLY PARTIALLY NOTA AT ALL
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Edit this list below to best match your project. Assign approximate dollars or, at least, ptercentages of the 
budget. Sum the dollars (or percentages).

How is the total budget divided?

Research/Concepting

Design

Software Development

Content Production & Development

Hardware

Installation

Onboarding / Training

Rights & Reproduction / Licensing

TOTAL

Annual or recurring costs:

Description Expected Cost



Project Owner:

Project Manager:

Who signs off?

Consider any additional stakeholders whom may be involved in this project such as Executives, IT/AV staff, 
Visitor Services, and Marketing as well as external stakeholders such as vendors or board donors.

Core Project Stakeholders:

KEY STAKEHOLDERS

Key Stakeholders 14
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PROJECT RESOURCES

Project Resources 15

Do you have a vendor partner identified?

Do you have a quote or estimate?

Did you or will you be sending out an RFP? Why or why not? 

Describe key drivers of cost or scope changes:

For Outside Vendor

6

YES NO

YES NO
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Have you written a project brief or specification?

If no, how are you communicating project requirements?

For Internal Resource

Who must approve scope changes?

Who must approve scope changes?

YES NO



These two factors are important for understanding the resources needed to successfully run 
your program in the long-term. Project stakeholders should have a clear sense of how long this 
project will be live and how it will be maintained so that end of lifespan is not evaluated as a 
failure.

LIFESPAN & MAINTENANCE

Will you archive the project when its lifespan is over?
Why and how? How much will it cost?

Lifespan & Maintenance 17

PRO-TIP
Technology changes rapidly - hardware, 
software, design norms and user 
expectations. Most tech projects have a 2-5 
year lifespan.

Give a specific timeframe for how long the project 
will live on once it’s launched.

Lifespan:

7



Lifespan & Maintenance 18

Will this be internal resources? Vendor or consultant resources? Describe.

Who will be managing maintenance? 

Will this be turn-key or require internal team members? From which departments? Or, will this be provided by a 
vendor? Will support be remote or onsite? Describe.

Who will be managing technical maintenance? 

What are the requirements of the maintenance plan over the lifespan of the project?
Check all that apply.

      software updates or upgrades
      content updates

      hardware repair or replacement
      license renewal



TIMELINE

Timeline 19

When does this project need to go live? Indicate if it's tied to an event (e.g. opening, grant 
or budget deadlines, PR campaign).

Early concept, firm concept, writing spec or RFP, execution, post launch, etc.

What stage is this project?

In the table below, identify 5-7 major milestones.

Example milestones: kickoff, design approval, content submission, final edits, app acceptance, and launch.

Milestone Description Date

8



Hardware

•    Will the museum be providing hardware, or will guests bring their own?

•    What is the contingency plan for those without devices or not wishing to use personal devices?

•    What kind of hardware are you considering?

•    Will you buy, lease, or rent?

•    Who will source the hardware?

•    Do you have a repair budget? If so, what is it? If not, what will you do if hardware becomes non-functional?

•    Who will set up and install devices or hardware?

IT/AV, CONNECTIVITY & HARDWARE

IT/AV, Connectivity & Hardware 20

9



Connectivity

•    Does the device or hardware need an internet connection? Periodically or at all times? Wifi or data cable?

•    If applicable, what is the visitor user experience logging onto Wifi? What points of friction exist or can be removed?

Maintenance

•    How will upgrades be handled, and are they included in the price (if performed by an outside vendor) or 
budget (if performed in-house)? Upgrades may include content, hardware, or software. 

•    What is the support/warranty for hardware or software? See section above on recurring costs. 

•    How and when will you deal with obsolescence of hardware or software? See Lifespan section above.

IT/AV, Connectivity & Hardware 21

•    How will power (charge) be supplied to the devices?
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CONTENT PRODUCTION

Who is producing assets and content?

•    Written Content:

•    Copy Editing:

•    Images:

•    Audio:

•    Video:

•    Closed captions:

•    Other Media:

10
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•    Translations:

•    Who participates in edit rounds?

•    Who has approval?

Who is responsible for securing or clearing rights?

Do you anticipate any assets requiring a longer timeline for clearance?

Who can provide the brand guidelines, style guide, or typicals?

At what frequency do you plan to update content? (weekly, quarterly, never etc.)

Does design need to reflect the museum brand or exhibition style guide?

YES NO
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LAUNCH

Soft and Hard Launch

PRO-TIP
While the focus of many projects is concepting, design, and content development, it can be helpful 
to bring in stakeholders from IT/AV, Marketing/Communications, and/or Visitor's Sevices at the 
project start to set expectations and then again before launch to coordinate their slice of the project.

11

Do you plan to have a Soft launch?

YES NO

What is the date of the Public Launch?

If so, when?
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Staff Training

WHAT WHO WHEN

Software

Hardware

For visitor facing projects, consider training for:

WHAT WHO WHEN

Visitor Services Staff

Docents

Security Staff

Who will participate in the soft launch (include any internal team members and
if you will include visitors)?
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MARKETING & DISTRIBUTION

Whether you’re distributing on mobile, physical kiosks, or online, it’s important to consider how 
you will ensure your digital project reaches your visitors. For internal projects, think about how 
you’ll communicate before, during, and after the launch. The questions below unpack your 
marketing communications and distribution instructions.

Typically, this may include print deadlines, web asset deadlines, press release date, event dates, etc.

What are the key marketing deadlines?

Description Deadline

What types of printed assets
will be produced?

       Posters
        Postcards
        Brochures
         ________________

What types of digital assets
will be produced?

        Social media
         Website
         Newsletter
         ________________

12
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