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First of all, through the introduction of news events, the specific reasons for the implementation of the project are explained. Then, it puts forward the overall goal planning and expected results of the project, and analyzes the specific benefits of the successful implementation of the project.

Then, the SWOT analysis of the enterprise is carried out. The main purpose of the analysis is to find out the weaknesses and threats existing in the enterprise, and further prove the necessity of the project implementation. At the same time, by finding the advantages of the enterprise itself, we can later explain that the project can be successfully implemented and provide certain basis.

Then it puts forward specific measures for project implementation, including social resources to be used, specific time planning and responsible departments for project implementation, media channels, etc. And make a basic budget estimate for this series of measures.

Finally, it analyzes the specific reasons for the successful implementation of the project, and carries out certain risk analysis in order to improve the success rate of the project implementation, finds out the possible risk factors, and puts forward corresponding solutions to manage and control the risks.

[bookmark: _Toc16854]1. Project Description with Business Case
Didi, U.S. trip-hailing firm Uber Technologies Inc.'s largest global rival, had rapidly developed in China until the recent killings of passengers. Upon booking a ride via Didi in central China, authorities say, a 21-year-old flight attendant was killed in May.

That was followed by the rape and assassination in August of a 20-year-old woman who used the carpool service of Didi's "Hitch," police said. The incident triggered an investigation of Didi and other ride-hailing services by China's Ministry of Transport and other government arms. The Ministry of Transport announced via an online account that various security and emergency response measures had to be improved by Didi.

Didi Chief Executive Cheng Wei apologized for the company's failings, the company said in a statement." As a young company, Didi still needs to work on many shortcomings and imperfections that have brought the public great concern," Mr. Cheng was quoted as saying. "We will never neglect safety for any reason or excuse."(KUBOTA, 2019)

[bookmark: _Toc29284]1.1Aim and objectives of project
It can be seen from the above-mentioned cases and the statements of the government and company's senior management that Didi must further strengthen and improve its security. Therefore, the main purpose of the project is to enhance the platform's safety protection for customers and drivers, especially to meet customer safety requirements. At the same time, the project expects to achieve the following goals.

· Reducing customers’, especially female customers, bad complaints about sexual harassment and other incorrect actions of the driver, so that customers can ride the platform safely and comfortably. (Passengers' satisfaction with Didi Chuxing safety is expected to reach 80% in the first quarter of 2020.)
· Provide protection for the driver's personal safety and health, such as avoiding driver fatigue through technical means, or driving too fast.(Through technical and safety training, it is expected that in the first quarter of 2020, the probability of safety hazards and accidents of Didi drivers will be reduced by 20%.)
· Provide special safety assistance for special people, such as infants, minors, mental patients, the disabled, the elderly, etc.(Through the purchase of children's safety seats and other equipment and the training of service awareness for drivers, it is expected that Didi Chuxing can meet the travel needs of 20% of the special population in the first quarter of 2020.)

[bookmark: _Toc26959]1.2Potential benefits
Which groups will the implementation of the project bring certain benefits? Here, a stakeholder analysis tool will be used for analysis. Stakeholder analysis is a process of systematically gathering and analyzing qualitative information to determine whose interests should be taken into account when developing and/or implementing a policy or program. (Schmeer, 1999)

	Stakeholder
	Stake in the project
	Impact
	What do we need from them?
	Responsibility

	Corporate decision-making executives
	Project planning and decision
	High
	Monitor the progress of the project and ensure the implementation of the project
	Project Manager

	Government departments, such as the Ministry of Public Security and the Ministry of Transport
	Collaborate with Didi on security and regulate the legal operation of the travel industry
	High
	Provide resources for Didi, such as background checks and safety training for drivers
	Project collaborators

	Platform registered driver
	Follow the new security regulations established by Didi and provide reasonable suggestions
	Medium
	Able to cooperate with the Didi's security reforms and ensure that their behavior is ethical
	Project participants

	Platform consumer
	Provide suggestions and feedback for the platform
	Medium
	Strengthen communication with Didi, and Enhance mutual trust with the enterprise
	Project Proposer

	Ordinary citizen
	Understand the safety regulations implemented by the project and give an understanding in public opinion
	Low
	Understand and promote Didi's efforts and changes in security.
	Project promoter



Based on the above analysis, a stakeholder map will be drawn and divided into four categories. For these four categories, different attitudes will also be adopted during the implementation of the project.

· High power, high interest: Corporate decision-making executives (These are the most important stakeholders, and we should prioritize keeping them happy with your project’s progress.)
· High power, low interest: Government departments (Although they are not interested in the specific content of the project, because they have administrative power, we should work to keep these people satisfied.)
· Low power, high interest: Platform registered driver and platform consumer (We’ll want to keep these people informed and check in with them regularly to make sure they are not experiencing problems on the project.)
· Low power, low interest: Ordinary citizen (Just keep these people informed periodically, but we won’t overdo it.)

	Power/influence of stakeholders
Low to High
	Government departments
	Corporate decision-making executives

	
	Ordinary citizen
	Platform registered driver
Platform consumer

	
	Interest of stakeholders
Low to High



If the project can be successfully implemented, the potential benefits obtained by all parties are as follows.

	Stakeholder
	Benefits

	Corporate
	The company's image will be improved, consumer satisfaction with the platform will increase, and the platform's market share will be consolidated and improved.

	Government departments
	Industry operations are more standardized, and society is more secure and stable.

	Drivers
	When passengers trust Didi and continue to use services, it translates to better income for drivers (Liao, 2019).

	Consumers
	Travelling is more comfortable and personal safety is guaranteed.

	Ordinary citizen
	Citizens raise their awareness of security by understanding the efforts that Didi make on security.



[bookmark: _Toc12411]2. Environmental analysis
Before planning a specific project plan, first perform SWOT analysis on the company. Conducting a SWOT analysis is a powerful way to evaluate your company or project. (Dan, 2019)

[bookmark: _Toc17948]2.1Strength
The first is the advantage of fund accumulation. From July 2012 to July 2019, Didi has obtained a total of 18 rounds of financing from more than 30 investment institutions and individuals, with a financing scale of nearly 21.2 billion U.S. dollars, becoming the largest "unicorn". (Crunchbase, 2019)

Second is the advantage of market size. Didi has a presence in around 400 cities and towns in China. It has a user base of around 450 million customers and operates over 30 million rides every day. In China, it has a market share of 80% in taxi e-hailing and over 85% in private car e-hailing. (Singh, 2019) 

Third, Didi's business layout is broad. Didi's business is mainly deployed in the field of travel and has achieved in-depth layout. Basically, the travel-related requirements from the perspective of drivers and users have layouts. In addition, Didi is also actively expanding its business overseas, and it also involves food delivery, finance, and hotel businesses outside the travel field.
[image: 未命名文件(1)]
(Didi's business layout)

[bookmark: _Toc14080]2.2Weakness
The first is that Didi has hidden dangers in safety. In 2018, Didi Hitch has been exposed with two murders of drivers in succession, which has led to a series of social analysis on Didi's product safety, such as the unreasonable process of Didi's customer service in dealing with emergencies, no investigation on the cases that have already been complained about, negligent management responsibility, information disclosure of users, etc.

Secondly, Didi has insufficient transportation capacity. In the morning and evening rush hours of the city, or in rainy days, it is difficult for passengers to call the car through Didi. Generally, they need to wait in line or increase the fare.

The main reason for this situation is that, on the one hand, the travel demand of passengers is increasing, on the other hand, Chinese government has issued a series of regulations to regulate the sharing travel industry, which to some extent limits the number of drivers and cars. (Liao, 2019) The regulation in Beijing and Shanghai are the strictest in all. Both cities require the drivers and cars to have local residence cards and license tags respectively. A group of data from Didi shows that the proportion of cars meeting the demands is only 20%. (Wang and Zhao, 2017)

[bookmark: _Toc13677]2.3Opportunity
In recent years, the development of travel technology is gradually changing the lives of residents and the travel industry. According to BCG statistics, the share of profits generated by shared travel is likely to increase to 76 billion US dollars by 2035, accounting for 20% more profit than travel. In the future, more residents will choose new travel modes such as electric vehicles, self-driving cars, and car-hailing. 

[bookmark: _Toc21380]2.4Threat
The first is that government regulatory policies are more stringent. Since June 2018, relevant departments have further strengthened the supervision of the ride-hailing industry, and related regulations have been promulgated and implemented. In September, in the face of frequent safety problems, the Ministry of Transport and multiple departments have gradually settled in Didi Chuxing, Shouqi cars, Shenzhou special cars, and other online-booking cars and Hitch platform companies have carried out special safety inspections.(URORA, 2019)

In addition, the development of online taxis has affected the interests of taxis. After the taxi strikes in 67 cities, 56 cities have introduced policies restricting online taxis. In addition, online car hire has led many private car owners to join the industry, which has intensified urban traffic congestion. Therefore, the more congested the city, the more likely the government will introduce restrictions. (PMCAFF, 2018)

The third is increased industry competition. Although Didi acquired Uber China in 2016, more and more local companies have entered the travel market and threatened its dominance. (Wang, 2018)
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(Didi's competitors in different branches of the travel industry)

[bookmark: _Toc18198]3. Operational Requirement
The whole project includes three aspects, the planning in the early stage, the implementation in the middle stage and the publicity in the later stage. In order to ensure the smooth implementation of the project, it is necessary to fully consider the use of effective social resources and mature science and technology during the planning process. The resources required for the project and the specific measures to be carried out are as follows. 

[bookmark: _Toc29965]3.1Resources
Government department
Police department-Didi should work closely with the public security department to conduct background screening of vehicle owners to prevent people with severe criminal records, fugitives, drug abusers, and severe mental illness from entering the platform. At the same time, a normal review mechanism should be established to provide regular background for registered drivers on the platform Screening.

In addition, Didi should invite local police, professors of public security universities, and fire departments to organize training activities for Didi drivers, driver service managers, and partners in many cities across the country. The training content should include a variety of safety knowledge such as "traffic regulations, driving safety support, accident emergency measures, personal safety protection measures, prevention of online fraud, fire protection, first aid" and other aspects.

Supreme people's court-Introduced the screening of the list of untrustworthy persons, the enforceable persons who can be found publicly could not register as the owners of the downwind car. In order to promote the construction of the social credit system, credit punishment was performed on those who breached their trust, so that they automatically fulfill their obligations as determined by the legal documents in force. According to the relevant provisions of the Civil Procedure Law of the People's Republic of China, the Supreme People's Court "Several Provisions on the List of Persons", since October 24th 2013, the platform of "Publishing and Inquiry of the List of Entrusted Persons in the National Court of Infidelity" has been opened to the public, and all sectors of the society can use this platform to query the information on the persons in breach of national trust.(Meng, 2016)

Technology
Face recognition-Before the driver takes the order, he needs to face the mobile phone camera to complete the required facial recognition actions, detect the registered driver's identity through face recognition technology, and prevent fraudulent registration with other people's identity and driver replacement orders.

GPS-Real-time monitoring of correct driving directions. At the same time, if it is found that the vehicle stays in a certain place for too long or deviate from the planned route, the mobile phone application will send an alert to the user to let the user feedback whether the trip status is normal.

Audio recording-In order to ensure that after the dispute between the passenger and the driver, there is a certain basis to follow. During the trip, the mobile phone will be used for recording, and the camera installed in the car will be used for recording. This data will be encrypted, will not violate the user's privacy, and will be automatically deleted within a specified time.

Driver Hour Limits-Didi can also learn from Uber. To help make roads safer for everyone, Uber automatically locks drivers out of the app when they reach the consecutive driving hours limit. They must then take a substantial break before they can drive again. (Uber, 2019) This purpose prevents drivers from fatigue, especially at night.

One-click alarm in the application-During the route, if a passenger encounters an emergency, they can call the police via phone and text message in the mobile app to communicate with the police in a timely manner.

Social organization
Commercial insurance-Cooperate with insurance companies to provide car owner and passenger accident insurance free of charge for each trip.

Charity Foundation-Provide public welfare assistance to ride-hailing drivers who have suffered major disasters, accidents, and illnesses that have caused serious financial burdens on families and affected normal life. Pay close attention to and support the healthy life and development of the group of ride-hailing drivers.

Education platform-Didi should make full use of "Internet +" and big data to innovate the security education model. "Internet +" is an action initiative proposed by the Chinese government in 2015, that is, "Internet + traditional industries". By using the Internet platform and modern information technology, the Internet and traditional industries are deeply integrated. (Du, 2016) Didi can increase the learning classroom in the car owner's application. Car owners can use the learning classroom to learn online punishment regulations and service specifications, safety details and other content, and improve their own safety level through examinations.

In addition, during the implementation of the project, some additional details need to be paid attention to, namely, safety protection for special people. For example, safety seats should be added for infants in the car, and minors and people with mental illness should be accompanied by a legal guardian.

[bookmark: _Toc14998]3.2Project management
In the process of project management, Gantt charts will be used to clarify the specific responsibilities of different tasks and the deadlines for completing tasks. Frequently used in project management, a Gantt chart provides a graphical illustration of a schedule that helps to plan, coordinate, and track specific tasks in a project.(Rouse, 2007) The project is scheduled to start in January 2020 and be completed in three months. It should be noted that online and offline safety training for drivers is a continuous and normal mechanism. The number of online trainings is based on monthly units, and the offline training is based on quarterly units.
	Time
Items
	Week1-2
	Week3-4
	Week5-6
	Week7-8
	Week9-10
	Week11-12
	Responsibility Monitors

	Background screening
	√
	
	
	
	
	
	Human Resources Department

	Introduced the screening of the list of untrustworthy persons
	√
	
	
	
	
	
	Marketing Department

	Face recognition
	√
	
	
	
	
	
	Technical department

	GPS
	√
	
	
	
	
	
	Technical department

	Audio recording
	
	√
	
	
	
	
	Technical department

	Driver Hour Limits
	
	√
	
	
	
	
	Technical department

	Commercial insurance
	
	
	
	√
	
	
	Human Resources Department

	Charity Foundation
	
	
	
	√
	
	
	Human Resources Department

	Education platform
	

	
	
	
	√
	
	Technical department

	Training activities for Didi drivers
	
	
	
	
	√
	
	Human Resources Department

	One-click alarm
	
	√
	
	
	
	
	Technical department

	Equipped with child safety seat
	
	
	√
	
	
	
	Purchasing department

	Car camera equipment
	
	
	√
	
	
	
	Purchasing department

	Media publicity
	
	
	
	
	√
	√
	Marketing Department



[bookmark: _Toc32611]3.3Media publicity
In order to enable more consumers and the public to understand the project, as well as the specific measures in the project, we must combine social media for publicity. Here is the choice of media channels.

	Media
channel
	Pros
	Appropriate target audience

	WeChat
	WeChat has a large user base and a wide age coverage. Enterprises can publish articles on specific measures of projects through the WeChat public platform. Moreover, WeChat's friend circle function can increase the exposure of articles through interpersonal communication.
	Young people aged 18-30 and middle-aged people over 30

	Weibo
	Weibo is a kind of square social platform which is widely used by young people. Its advantage is that it can communicate and interact with enterprises in a timely manner, and enterprises can send hot topic labels for discussion by netizens.
	Young people aged 15-25

	Didi software
	Didi's own software is also a good platform for publicity. As long as users turn on the notification function of mobile software, they can receive the push of corresponding messages, or view the corresponding messages when using the software.
	Didi consumers

	Mobile News client
	Mobile news client is one of the main ways for people to get news information, and it is also a good choice for public propaganda. Through real and objective news reports, it can shape the positive image of enterprises.
	The public



[bookmark: _Toc9649]4. Financial Projection
According to reports, Didi invested more than ￥2 billion in security in 2019. (Liao, 2019) Assuming that Didi also has a large-scale investment in security in 2020, then this project, as one of them, will have enough financial support.

Didi has never been profitable since its establishment six years ago. Didi reportedly lost a staggering 10.9 billion yuan ($1.6 billion) in 2018. (Anonymous, 2019) Of course, it needs to be clear that this project cannot directly generate obvious benefits, so it cannot reach a break-even in a certain time. But from a long-term perspective, if the project can be successfully implemented, it shows that the company is willing to take more social responsibility. Corporation social responsibility could enhance corporation's brand image and good brand image could generate more relational benefits. (Luo, Zhang and Wang, 2009)

Next, we will estimate the funding needed for the project in different parts. In the face recognition, Didi can cooperate with Beijing Megvii to get technical support and help. This company is the world's leading artificial intelligence technology company. Its main fields are face recognition, face analysis, artificial intelligence, computer vision, smart business, financial technology, digital solutions, robotics and automation. (Shu, 2019)

In the network security training for drivers, Didi can cooperate with third-party education platforms, such as Driving Treasured Book. This is a driver simulation test software, which contains a lot of road rules and safety awareness education that motor vehicle drivers should follow. The safety class established by Didi in the owner's client can be introduced into the software's question bank.

In the purchase of safety seats, Didi can choose local brands from China named GoodBaby. This brand ranks No. 1 on the "TOP10 Chinese Baby Carriage Market Brand Ranking List" released by iiMedia Ranking.(iiMedia.cn, 2019) It can be found through online sales channels that the average price of a child safety seat (0-4 years old) is around ￥2,000.

In-car camera products, Didi can be purchased from Qihoo 360. As early as September 2016, the two companies have reached a strategic cooperation. The main cooperation at that time was that Didi will be the first to be equipped with a 360 driving recorder, promote the identification and evidence collection of road accidents, regulate drivers' safe driving behavior, and ensure driving safety.(auto.sohu.com, 2016)According to the price of online sales channels, the average price of a single product is ￥500.

According to the existing network data, it is impossible to determine the specific number of registered drivers of Didi. It can only be estimated between 13 million and 15 million. Of course, considering the project budget, we cannot equip all drivers with in-car cameras and child safety seats. We can only install 100,000 cars with in-car cameras and 10,000 cars with child safety seats.

	Item
	Cost (USD)
	Item
	Cost (USD)

	Face recognition
	50 thousand
	Charity Foundation
	3 million

	Offline training
	30 thousand
	Establishment of an online education platform
	50 thousand

	Car camera equipment
	7 million
	Safety seat purchase
	3 million

	Media expenses
	10 thousand
	
	

	Total Amount:27 million



[bookmark: _Toc30165]5. Recommendation & Findings
[bookmark: _Toc10291]Through the previous analysis, we learned that although Didi has not been profitable for 6 years, it still has enough financial support. Moreover, Didi made a lot of investment in security in 2019, including capital, human and material resources, so Didi attaches great importance to security.

In addition, Didi's market share in the shared mobility industry is very high. In this case, the greater the company's capacity, the greater its responsibility. Moreover, Didi had to respond to the negative news incidents and the stricter government supervision of the industry. 

Furthermore, the technical support required for the project is also a mature technology. For example, China is ahead of any other country in the deployment of facial-recognition and other bio- metric systems. (Chang, 2018)

Therefore, the possibility of the project being successfully implemented is great. To further increase the probability of project success, a risk analysis will be used. Risk analysis is the process of identifying and analyzing potential issues that could negatively impact key business initiatives or critical projects in order to help organizations avoid or mitigate those risks. (Rouse, 2018)

First, through analysis, the possible risks in the project are determined as follows.

· The strict screening of drivers’ background means the improvement of entry threshold. The number of drivers may not be able to meet the needs of the society, and then it is difficult to take a taxi, which causes consumers to abandon the platform. 
· In-car audio and video recordings during the trip may cause some passengers to believe that their personal privacy is violated.
· The establishment of regular safety education mechanism, such as online safety classroom and offline safety training, may increase the driver's burden to a certain extent, resulting in their unwillingness to accept safety education training.
· When the vehicle drives to a remote section, the mobile phone may not have a signal, so it is unable to detect the route of the vehicle normally, and in case of an emergency, it is also unable to carry out one button alarm for help.

According to the above analysis of possible risk factors, a judgment of occurrence probability and impact degree will be made.

	Risk
	Likelihood of risk (1-10)
	Potential impact of risk (1-10)

	Difficulty in calling a taxi
	6
	4

	Drivers are reluctant to accept safety education
	5
	7

	Personal privacy is violated
	4
	6

	No signal on the phone, and some functions of the program are limited
	2
	9



In view of the above risk factors, Didi can take corresponding measures to control the risk. For example, Didi can cooperate with other third-party taxi software to add the function of "simultaneous call" in the application program in view of the insufficient transportation capacity of the platform and the difficulty for passengers to take a taxi during peak hours.

In fact, Didi has already taken measures against this situation. In July 2019, Didi announced that passengers will soon be able to order services provided by newcomers to the ride-share industry, including Guangzhou Automobile Group (GAC), First Automobile Works Group (FAW), and Dongfeng Motor (DFM) on Didi’s app. The services are expected to be available by the last quarter of the year. (Huang, 2019)

In view of the driver's resistance to safety education, Didi should strengthen the communication with the driver to make him realize the importance of safety. We can also take the measures of reward and punishment in parallel, such as giving priority to the driver who receives the passenger's order, giving prompt to the driver who does not want to receive the safety education or fails to pass the safety education, or revoking his qualification as a platform driver.

In response to the concerns of passengers about privacy violations, we should strengthen the publicity of the project, inform the real purpose of recording during the trip, and explain that all recorded data are absolutely encrypted, and will be automatically deleted within the specified time. 

Finally, in view of the problem that there is no signal on the mobile phone in the remote section, Didi can take some technical measures, such as avoiding the remote section when planning navigation, giving safety tips to the passengers who need to go to the remote section, or not opening the car service to the passengers who need to go to the remote area in the evening.

If the project can be successfully implemented, the final expected result is that the satisfaction of consumers to the travel platform is more than 80%, and Didi can become the safest travel platform in the mind of consumers. Of course, the implementation of the plan does not mean that 100% of the security risks can be eliminated, but the occurrence of dangerous events can be minimized.
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