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1. Bridging the Gap 
The purpose of  th is  document is  to  gu ide you th rough the Gap Analys is  s tage of  the BRIDGE 
Implementat ion methodo logy.  I t  is  a  very  impor tant  s tage because the ou tcome wi l l  ensure we make 
the necessary  changes that  correct ly  re f lec t  your  requi rements .  I t  is  important  that  you succeed in  
do ing a robust  analys is  and rev iew of  the system and to  e f fec t ive ly  communicate the deta i ls  o f  the 
changes you wish us to  make to  the system so that  i t  f i ts  your  requi rements .  The u l t imate ou tput  o f  
th is  s tage is  a  s igned-of f  Statement  o f  Work document  which wi l l  spec i fy  the a l terat ions and changes 
we need to  con f igure re la t ing to  your  so lu t ion.   

 Step Detai l  

HOMEWORK 

Onboard ing  The s ign ing of  the proposal  and procedures requ i red for  
Vendor onboard ing.  

In i t ia l  Homework  EBMS Sales wi l l  p rov ide  you wi th  system spec i f i cat ion 
document  so that  you can s tar t  assess ing your  Gap. 

Kick-Of f  
A sess ion for  in t roduct ions and to  a l ign expectat ions 
around pro jec t  de l ive ry .  The d iscuss ion wi l l  centre  around 
the s teps out l ined in  th is  document .  

Gather  Import  Data  

EBMS to send  import  templates.   
You are to  prov ide a da ta ext ract  (unders tood that  th is  
may take severa l  weeks) ,  and opt ional ly  any notes on the 
system spec i f icat ion document  o f  the Core Solut ion – 
depending on the complex i ty  o f  any feedback the 
feedback may be incorporated in to  the system in  
preparat ion for  the user  or ientat ion.  

ORIENTATION 

Core Prov is ion ing  

Once you have suppl ied the data for  import ,  p rov id ing the 
data matches the import  templates,  then we can expect  
roughly  a  1-week lead t ime to  conf igure and se t  up the 
system.  
I f  there a re compl icat ions or  addi t ions in  the  import  
template,  th is  may af fec t  the 1-week lead t ime.  

User  Or ientat ion  Once the system is  set  up,  we wi l l  schedule a 1-hour  
sess ion for  in i t ia l  handover user  t ra in ing .  

REVIEW Core System Review 

From here you have two weeks to  use the system and,  i f  
you have approved a budget  for  customisat ion as par t  o f  
the pro jec t ,  a  l is t  o f  feedback can be compi led and sent  
for  EBMS to rev iew.  
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2. Homework 
2.1. Onboarding 
At th is  s tage we wi l l  es tab l ish a contractua l  re la t ionship and handle the  admin is t ra t ive act iv i t ies  
needed for  vendor s ignup and invo ic ing.  

We recommend a contract  for  any pro jec t  o f  a  va lue greater  than $30,000  AUD. 

This  s tage wi l l  substant ia l ly  occur  before the  s ta r t  o f  the pro jec t ,  coord inated by your  Pro ject  
Manager,  the EBMS Genera l  Manager and EBMS Pro ject  Manager .  

 

2.1.1. Client Project Manager Onboarding Checklist 
As the c l ient  Pro jec t  Manager,  i t  is  recommended that  you:  

•  Read and unders tand the proposal .  

•  Read and unders tand Field Guide B1 -  BRIDGE -  Project  Introduction  and th is  document .  

•  Co-author  a  dra f t  Pro jec t  Charte r  wi th  your  coun terpar t  ( the EBMS Pro ject  Manager)  –  making 
sure that  your  Sponsor i s  sat is f ied wi th  every th ing.  

•  Estab l ish wi th  your  coun terpar t  any r isks  for  the  pro jec t .  

•  Estab l ish wi th  your  coun terpar t  any documentat ion or  repor t ing requi rements  that  have not  
been la id  out  in  the proposal  or  EBMS documentat ion (note that  addi t ional  e f for t  wi l l  br ing  
addi t ional  cost ) .  

•  Ass ign (or  have ass igned) personnel  to  the key pos i t ions in  the pro jec t  (Pro ject  Manager,  
Subject  Mat ter  Experts ,  Key Users) .  

I t  is  mandatory  tha t  you:  

•  Ensure there  is  a  s igned  contract  wi th  EBMS (or  s igned proposal  for  a  low va lue pro jec t ) .  

•  Prov ide EBMS wi th  a  Purchase Order  number and any vendor s ign-up forms requi red by your  
organisat ion.  

•  Estab l ish a payment  schedule commensurate wi th  the ant ic ipated cost  and ef for t  to  EBMS 
across the length of  the pro jec t .  

•  Co-author  the Pro ject  Charter  Document  wi th  your  EBMS Pro ject  Manager.  

•  Prov ide the necessary  inputs  so that  your  EBMS Pro ject  Manager can  dra f t  a  Pro ject  Plan.  

•  Ensure that  your  IT Department  is  br ie fed  about  th is  pro jec t  espec ia l ly  i f  there is  in tegra t ion or  
spec ia l  host ing requi rements  as par t  o f  th is  de l ivery .   
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2.1.2. Initial Planning 
At th is  s tage we wi l l  bu i ld  an in i t ia l  Pro jec t  Plan .  Th is  is  a  ‘DRAFT’  on ly  and wi l l  be f ina l ised on 
approval  o f  the Statement  o f  Work document .  Un t i l  th is  t ime,  we wi l l  endeavour to  keep i t  accura te and 
to  meet  your  t ime const ra in ts .  

Delays dur ing the  l i fecyc le  o f  a  pro jec t  can  occur ,  de lays may be at  the request  o f  EBMS but  more 
f requent ly  are at  the c l ient ’s  request .  Any delay  wi l l  af fect  the project  t imel ine and wi l l  probably 
affect  the expected solut ion del ivery date.  The per iods of  EBMS act iv i ty  genera l ly  cannot  be 
shor tened as we t ry  to  de l iver  qu ick ly  and only  a l low the t ime that  we actua l ly  need.  Remember that  
our  s ta f f  members a re of ten booked to  work  wi th  more than one c l ient ,  so  unexpected de lays may 
cause longer de lays as we need to  rebook resources. 

You wi l l  f i nd that  some act iv i t ies  o f ten take longer than expected,  espec ia l ly  t ime needed to  gather  
and conf i rm requi rements  on the c l ient  s ide and the t ime taken to  rev iew and prov ide feedback.  I f  
there are de lays caused by the c l ient  a f fec t ing the progress of  the pro jec t ,  EBMS wi l l  invo ice fo r  work  
a l ready completed.  

An updated p ro jec t  p lan wi l l  be prov ided  in  the event  o f  a  de lay.  We wi l l  a lways seek to  be t ransparent  
and upfront  regard ing the impact  o f  de lays on the pro jec t  p lan.  We wi l l  a lways do our  u tmost  to  
ach ieve the best  resu l t  for  you.  

As the c l ient  Pro jec t  Manager,  you wi l l  need to  -  

•  Book in  your  team members and in form them of  p ro jec t  t imel ines and what  is  expected of  them. 

•  Share scheduled leave i f  re levant .  

 

2.1.3. Initial Homework 
Once we’ve rece ived a s igned proposal  or  con tract ,  EBMS wi l l  prepare and prov ide the fo l lowing 
resources which wi l l  ass is t  wi th  your  analys is  and rev iew of  how your  process requi rements  wi l l  f i t  our  
Core so lu t ion:  

•  EBMS Technica l  documents 

o  System Spec i f icat ion  

o  User  Manual  

I t  is  opt ional ,  bu t  we h igh ly  recommend that  you prov ide us wi th  a  data ext ract  which we can import  to  
your  branded so lu t ion  which we wi l l  be prepar ing for  you in  the meant ime.  Exper ience has taugh t  us  
that  your  team wi l l  be o r ientated to  the  so lu t ion more qu ick ly  i f  they can see data in  the system which 
they wi l l  recognise.  Th is  wi l l  great ly  he lp  us to  p rov ide you wi th  a  so lu t ion that  wi l l  meet  the 
expectat ions of  your  team dur ing the in i t ia l  or ien tat ion meet ing.   
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2.1.4. Kick-Off Meeting 
This  meet ing wi l l  be the f i rs t  o f  many meet ings between EBMS and your  Pro ject  Team. Where we can,  
we l ike to  make our  c l ients  our  f r iends.  In  th is  meet ing we wi l l  keep th ings l ight-hear ted to  bu i ld  a  
pos i t ive and opt imis t ic  a tmosphere f rom the  s tar t .   

The main ob ject ive wi l l  be to  ensure everyone  unders tands and buys- in  to  the de l ivery  methodology.  

Remember that  the scope of  the pro jec t  is  a l ready agreed at  th is  po in t ,  so i t  is  important  that  the  
c l ient  Pro ject  Manager and EBMS ref ra in  f rom any input  dur ing the  meet ing which has the potent ia l  to  
change the agreed scope.  Al lowing  f ree- form d iscuss ion on ‘what  we cou ld do ’  can lead to  fa lse 
expectat ions,  cost  b lowouts  and d isappointment .   

As the c l ient  Pro jec t  Manager,  you should:  

•  Conf i rm dates for  th is  meet ing wi th  your  EBMS Pro ject  Manager  

•  Book your  team members and Pro ject  Sponsor in to  th is  meet ing 

•  Prov ide the l is t  o f  a t tendees to  your  EBMS Pro ject  Manager  

•  Arrange a  venue wi th  in ternet  access and a screen/pro jec tor  

•  Co-author  an Agenda for  th is  meet ing wi th  the EBMS Pro ject  Manager and d is t r ibute i t  to  a l l  
a t tendees 

On the day o f  the event ,  we wi l l :  

•  Take you through our  k i ck-of f  s l ides and expla in  the process  

•  Walk  through the  in i t ia l  proposal  and scope 

•  Clar i fy  the in i t ia l  requi rements  as needed 

•  Cover  any other  top ics agreed in  the agenda 

Please take the k ick-of f  s l ides to  hear t ,  as  they re f lec t  some hard- learned lessons.   

Fo l lowing the meet ing:  

•  EBMS wi l l  prov ide you w i th  an emai l  address to  inc lude in  a l l  communicat ions.  Th is  wi l l  ensure  
that  a l l  EBMS pro ject  team members are adv ised.  

•  Col laborat ive ly ,  we wi l l  f ina l ise the Pro ject  Char ter  and submi t  i t  for  approval .  

•  We wi l l  d iscuss the handover o f  the ‘van i l la ’  Core  so lu t ion to  your  team and wi l l  book a da te to  
conduct  the or ienta t ion and handover meet ing.   
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2.1.5. Introduce us to your IT Department 
At th is  s tage we should have a good unders tanding of  what  in f ras t ructure  and in tegrat ion  support  is  
requi red.  Th is  wi l l  be a  good t ime to  in t roduce EBMS to your  IT Department .  Th is  wi l l  he lp  us to  
correct ly  synchronise ac t ions and to  ensure  we comply  wi th  your  IT Department ’s  po l ic ies  and 
procedures.   

We wi l l  organise a meet ing between the fo l lowing to  d iscuss and p lan:  

•  EBMS Technica l  Lead 

•  EBMS Integrat ion Engineer 

•  Cl ient  Pro jec t  Manager  

•  Cl ient  IT Represen tat ive  

Please make sure you have any in format ion re levant  to  th is  p lanning shared amongst  the at tendees 
before the meet ing ,  as  th is  can be a huge t ime saver .  

Please refer  to  Fie ld Guide I1  – In frastructure  and Integrat ion  for  more in format ion  

 

2.2. Orientation 
The purpose of  th is  s tep  is  to  conduct  a  system demonstrat ion so that  a l l  members of  your  team are 
or ientated on how the  ‘van i l la ’  Core so lu t ion works and is  nav igated.   

I t  is  important  to  correct ly  br ie f  your  team members on the s ta tus o f  the ‘ van i l la ’  so lu t ion and the 
purpose of  th is  phase so  that  they unders tand that  th is  is  not  the  f ina l  product ,  and i f  the re are  
concerns over miss ing inputs  or  repor ts  that  th i s  can be de l ivered through feedback.   

I t  is  essent ia l  that  a l l  your  team members at tend  th is  meet ing in  order  fo r  them to prov ide you wi th  the 
des i red contr ibut ions on  des i red changes to  the  so lu t ion.   

In  the meant ime,  EBMS wi l l  be work ing hard  to  p rep the so lu t ion as needed and to  import  the data 
ext ract  that  you’ve p rov ided.   

Your EBMS Pro ject  Manager wi l l  keep you  updated regard ing our  progress and wi l l  schedule the 
system or ientat ion meet ing for  when EBMS is  ready.   

Dur ing th is  meet ing,  EBMS wi l l :  

•  Demonstrate the  Core so lu t ion 

•  Answer any quest ions  

•  Prov ide a c lear  br ie f  on how EBMS expects  to  rece ive your  feedback  
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2.3. Checkpoint Meeting 

 

Later  in  the documentat ion,  we wi l l  not  copy th is  content ,  but  you wi l l  ins tead see th is  icon.  

Please refer  here fo r  the  check l is t .  

Goals  o f  the  meet ing:  

•  Clar i fy  your  and our  expectat ions 

•  Address any concerns you might  have 

 

Wi th  the above in  mind,  p lease cons ider  the fo l lowing quest ions pr io r  to  your  Checkpoint  meet ing:  

•  Are pro jec t  ac t iv i t ies  c lear  and unambiguous so far? 

•  Wi l l  a l l  leve ls  o f  s takeho lders  unders tand what  you,  your  team and EBMS have completed? 

•  Have re levant  users  and  s takeholders  contr ibuted to  th is  s tage? 

•  Is  your  team funct ion ing  ef fec t ive ly? 

•  Is  the EBMS team funct ion ing ef fec t ive ly?  

•  How does your  Sponsor v iew the progress thus far? 

•  Are the commitments  made and conta ined in  the Pro ject  Charter  document  be ing act ioned? 

•  Is  the de l ivery  up to  th is  po in t  s t i l l  re f lec t ing the Pro ject  Purpose and Vis ion? 

•  Are you and EBMS st i l l  on t rack to  ach ieve the  Pro ject  Object ives? 

•  Are the r isks  and issues ra ised so far  be ing addressed ef fec t ive ly? 

•  What  are the  addi t ional  r isks  that  have ar isen and what  r isks  have fa l len away? 

Your Account  Manager looks forward  to  d iscuss ing your  answers to  the above quest ions. 
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2.4. Statement of Work Management 
2.4.1. Explore changes with your users 
Your next  s tep  wi l l  be to  rev iew the  so lu t ion wi th  your  team and to  document  your  proposed and 
requi red changes.   

EBMS wi l l  prov ide you w i th  a  change l is t  template which you wi l l  use to  document  your  requi red  
changes as you rev iew the system.  

We suggest  the fo l lowing act ion po in ts :   

•  Ask each ind iv idual  in  your  team to rev iew and p lay  wi th  the so lu t ion on  the i r  own.   

o  They should make ind iv idual  notes on what  shou ld be changed or  added to  the so lu t ion.  

o  They should a lso pr ior i t i se the i r  suggest ions in  two buckets ,  i .e .  (1)  ‘Need to  Have’  and  
(2)  ‘Nice to  Have’ .   

•  Organise a combined meet ing dur ing which you can d iscuss the proposed  changes and 
addi t ions.   

o  Ensure you dr i l l  down in to  the ‘ reason why ’  because th is  wi l l  be he lp fu l  i n format ion for  
our  technica l  team when they process the changes.   

o  Use the change l is t  template to  def ine and document  the proposed changes.   

o  Discuss and ind icate the  pr ior i ty  o f  the changes or  addi t ions you would l i ke EBMS to  
make.  

o  Where needed,  p lease use screenpr in ts  to  best  exp la in  the changes.   

o  F ina l ise the change l is t  and send i t  to  your  EBMS Pro ject  Manager.  

 

2.4.2. Scope Creep 
Note that  some of  your project  team members wi l l  star t  to understand the extent of  the 
possibi l i t ies that  Nimblex offers .  Exper ience has shown that  th is  can turn in to  new ideas,  changes 
and process f low extens ions.  These new ideas can have an impact  on the Pro ject  Scope.  

Changes or  addi t ions ou ts ide of  the Nimblex Core spec i f icat ion document  wi l l  be assessed by EBMS 
and may incur  addi t ional  costs  over  and above the or ig ina l  proposal .   

We are happy to  d iscuss any addi t ions or  changes subject  to  them being a l igned wi th  our  proposa l  and 
the number of  hours  we quoted for  conf igurat ion.   

We might  suggest  that  cer ta in  changes or  addi t i ons be inc luded in  a  separate fo l low-up p ro jec t  i f  they 
exceed the hours  quoted  in  our  or ig ina l  proposal .   

Scope creep is  very  c lose ly  moni tored by us as i t  has cost  impl icat ions fo r  both the c l ien t  and EBMS. 
Unexpected addi t ions and/or  changes dur ing  the conf igurat ion s tage wi l l  requi re  addi t ional  t ime fo r  
EBMS to implement  and th is  ex t ra  t ime wi l l  be costed accord ing ly  to  the c l ient .   
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2.4.3. Turning BRIDGE into SIMPLE 
However,  i f  you f ind  dur ing your  Team’s  rev iew meet ing that  the re is  a  s t rong requi rement  for  large 
changes to  the Nimblex Core so lu t ion,  and you have addi t ional  budget  ava i lab le ,  then EBMS wi l l  
prov ide a Bus iness Analys t  to  ass is t  wi th  the  documentat ion of  your  requi rements .   The p ro jec t  wi l l  
a lso be moved across to  our  SIMPLE Methodology which is  more geared towards custom solut ion 
implementat ions.  Note that  th is  would need to  be supplemented wi th  budget  to  a l low for  the change in  
methodology.   

 

2.4.4. Statement of Work 
Once you have approved the Statement  o f  Work,  EBMS wi l l  commence the so lu t ion conf igurat ion .  The 
changes def ined in  th is  document  wi l l  be governed by a Change Management  Process.  Th is  process is  
exp la ined in  BRIDGE –  System Tai loring (Stage 2)  which focuses on the conf igurat ion and  crea t ion of  
your  so lu t ion.   

EBMS wi l l  keep the Statement  o f  Work upda ted dur ing the ta i lo r ing phase of  your  so lu t ion.  Th is  wi l l  
ensure that  the  document  accurate ly  re f lec ts  the spec i f icat ions of  your  so lu t ion by the end o f  th is  
pro jec t .  Th is  wi l l  he lp  us  to  manage your  Warranty  issues,  Statement  o f  Works and Support  post  
implementat ion.    

 

2.5. User Acceptance Testing (UAT) 
Genera l ly ,  EBMS wi l l  no t  be heav i ly  invo lved in  p lanning the c l ient  component  o f  tes t ing.  We 
recommend you take the  t ime now to  p lan out  tes t  cases against  the Statement  o f  Work.  

Remember that  EBMS is  bu i ld ing against  the Sta tement  o f  Work,  so i t ’s  important  that  your  tes t  cases 
are l inked back to  tha t  document ,  as  the document  re ference wi l l  be requ i red i f  a  bug repor t  is  be ing 
lodged.  

 

3. Read More 
The next  gu ide in  th is  sequence is  B2 BRIDGE – Gap Analys is  (Stage 1 ) .  

Document  Ti t le  Content  

B3 BRIDGE – System Tai lo r ing (Stage 2 )  Expla ins  the conf igura t ion of  your  system.  

B4 BRIDGE – Go L ive (Stage 3)  Expla ins  UAT,  Tra in ing  and Release to  
Product ion.  
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