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[bookmark: _Toc28863585]1. Introduction
TATB is a small IT company. The name comes from the initials of its founders Tawhid, Adrian, Thomas and Bogdan. In the following report I will present our first project. Our services were required by Japher Motors. Japher Motors is an automobile service company, is a small business with only five members including the owner Japher, but with almost twenty years’ experience. As I said their team consist in only five people, the owner Japher which manage the business, the receptionist and three mechanics. They repair only German cars with automatic and manual transmission. Also they have a small store with same spare parts. Their main business processes are booking and payment and both are managed by the receptionist. For the moment they take bookings physically in the store or by phone, the receptionist must write on paper all the information including the payments information. Mr. Japher contacted us to develop a new solution for his company to be easier to manipulate the information and keeping records.
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Before accepting the offer all of us sat together with Mr. Japher and discussed about his requirements. In the meeting, Mr Japher told us that his business must be able make, edit booking information for his customers, add or delete customer’s information, save payments in database and a mini store where he can check the stock for spare parts. After the meeting we understand that all these tasks are done by the receptionist, so we decided to spend a whole day with the receptionist to understand better the tasks. 
[bookmark: _Toc28863587]2.1. First steps

After the meeting with Mr. Japher and the day spent with the receptionist we understood exactly what we needed to do. Therefore, because the budget of the company is not very high and based on our experience, we decided that a web-site will be the best solution for Japher Motors, but the web-site will be just for internal use, it will not be available for customers for now. 
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Now, after we understood the tasks and we choose the technique (internal use website), we must to divide our work in tasks and sub-tasks. This technique is name work breakdown structure.
According with the website www.visual-paradigm.com  the “work breakdown structure (WBS) is developed to establish a common understanding of project scope. It is a hierarchical description of the work that must be done to complete the deliverables of a project. Each descending level in the WBS represents an increasingly detailed description of the project deliverables.”
For our project we found four main tasks. First one is Planning. On this task we have another three sub-tasks: Data Collection with another two sub-tasks: Business Analyse (we set 14 days for this sub-task) and Goal Fixing (7 days) in total for Data Collection we spent 21 days (3 weeks), Assuming Project Duration (5 days) and Assuming Project Cost with another two sub-task: Customer Cost (5 days) and Budget (5 days) in total 36 days for Planning.
The second task is Developing and we set a total of 49 days to develop the website. For this task we set four sub-tasks: Designing (with front-end and back-end with 7 days for each), Programing (with front-end and back-end with 14 days for each), Testing (5 days) and Feedback Collection from Developer (2 days).
The third task is Implementing and we planned to do it in 24 days. This task has four sub-tasks: Software (5 days), Data Migration (5 days), User Documentation (with two sub-tasks: Manual Creation (7 days) and User Training (4 days)) and Feedback from Customer (3 days).
The last task is Maintenance. We decided to offer two months (60 days) of free maintenance for Japher Motors. The first fist two weeks (14 days) will be Physical Support – because in the first two weeks is most probably to find small errors in the code and we must correct them – and another forty six days for Remote Support – in these we will direction the user by phone or controlling their computers with TeamViewer.  All these information are displayed in the Fig.1. 
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Fig.1 – Work Breakdown Structure.
[bookmark: _Toc28863589]2.3. Critical Path Method (CPM)
Another technique that helped us to plan and organize better our work. According with www. 2020projectmanagement.com “the critical path is the longest sequence of activities in a project plan which must be completed on time for the project to complete on due date. An activity on the critical path cannot start until its predecessor activity is completed; if it is delayed for a day, the entire project will be delayed for a day unless the activity following the delayed activity is completed a day earlier.”
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Fig.2 – Critical Path Method.
As you can see in Fig.2 our tasks start from Begin with Meet Mr Japher and finishing with the maintenance. 
[bookmark: _Toc28863590]2.4. Gantt Chart

For a better view and planning we created a Gantt chart. As you can see in Fig.3, the chart helped us to know when to start a task and how many days we should dedicate to that specific task. Being a team of four, some of our tasks are overlapping because two different members can do two different tasks in same time (each member working for a task) or because two or many tasks can be done in same time (for example when we start the design of the website we did the front-end and the back-end simultaneous). 
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Fig.3 – The Gantt chart.
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Communication plan is necessary in any project management. It’s very important to communicate with the company. In our case, because we are a small team (only four members) and Japher Motors as well (five members) is very easy to keep up to date. In bigger companies, they have different departments (for example IT department, Finance department) which can be in different floors or even in different cities and each department has a supervisor or manager. In this case is more complicated to keep up to date because the member of the team should communicate the status to their supervisor, the supervisor should meet with another supervisor to discuss and make decisions and finally, communicate the decisions to their team members. In our case – as internal communication – we work in same room and communicate all the time. As external communication, we are keeping Mr Japher informed all the time. We send him a report of work status weekly and if something goes wrong we contact him by phone immediately.
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Another step in our project management is to find all the persons involved in the Japher Motors business. For this we created a stakeholders plan. According with www.thebalancecareers.com a stakeholder plan is a “formal document outlining how stakeholders will be engaged in the project.” The stakeholders can be grouped in two – internal and external. In our case, the internal stakeholders are: employees, managers, board members and investor or owner. The external stakeholders are: customers, suppliers, government agency, community groups, labour unions and creditors. 

[bookmark: _Toc28863593]2.7. Develop the front-end and back-end

As I said before, we decided to create a web-site just for internal use. To develop the web-site we used HTML, for design we used CSS and because the project deal with database we had to work with PHP and SQL as well. The web-site will be hosted online. We worked in our company computers and move all the data in the host, just the database was created directly in the host. We choose to create a folder where we create the file index.php and all the information needed was stored in specific folders – that helped us to work clean (see Fig.4).
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Fig.4. – The folder with our files.










The web-site is very simple to use – we created just four buttons with the main functions of the business (bookings, customers, payments and parts – see Fig.5).
[image: ]
Fig.5 – Web-site home page.

In the Booking section, the receptionist can create a new booking or edit/delete an existing one (Fig.6). Once a car was repaired the receptionist can access the booking details and click on “Car is finished” – see Fig.7 - and that specific information is deleted from bookings list – because is done – and moving in the payments list – to keep safe a historic of payments (see Fig.8). When the receptionist is creating a new booking, the system generates a random id of booking and asks for car details (make, model and registration number), date and the car problem (see Fig.9). As the Mr. Japher told us, the cost of repairing is 100 plus all the parts needed. If the parts needed are in stock then will be written in car problems form and the price will be added automatically to the total. (Fig.10 and Fig.11). If the parts are not in stock, should be order by the receptionist and add it in the “Parts and Accessories” section. As you can see in Fig.6, there is a search bar to make it easier to find a booking in case that the company has too many bookings. In Fig.12 you can see the result after a search.  
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Fig.6 – Booking section.
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Fig.7 – Car Finished button (ER64MGX still in booking list).
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Fig.8- Payments list (ER64MGX moved from bookings to payments).
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Fig.9 – Create a new booking.
[image: ]
Fig.10 – Add a new booking with 2 parts (oil filter and oil 10w40)
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Fig.11 – Booking created with 100 basic price + the 2 parts (oil filter 15 and oil 10w40 33) total 148
[image: ]
Fig.12 – Parts list where you can see the price of the oil filter and the oil 10w40
[image: ]
Fig.13 – Search result after “AA11BBB” 

In Customers section the receptionist can add new customers or edit the details of an existing one (see Fig.14). When the receptionist tries to add a new customers is asked about his address, phone number, email, his make and model of car and the registration number (see Fig.15). Because the company works only with German cars, in the make form he/she can choose only German cars. 
In Payment section the receptionist can check all the time the payments done in the past. There is a search bar because the list will be too long to search a transaction manually (see Fig.16).
 In the Parts and Accessories section the receptionist can check the stock and add new products in the list (see Fig.17).
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Fig.14 – Customers Section.
[image: ]
Fig.15 - Add new Customer.
[image: ]
Fig.16 – Payments section.
[image: ]
Fig17 – Parts and Accessories section.
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According with www.e-pspl.com “data migration is referred to as the process of transferring data from one location to another new and improved system or location. It effectively selects, prepares and transforms data to permanently transfer it from one system storage to another.”
Because Japher Motors used paper system and now we create a proper database which is hosted online, they must move all their data manually from paper to computer.  

[bookmark: _Toc28863595]2.9. User Training 

Because we developed a new solution for Japher Motors, we must to show them how is working and how to use it. So, for that we dedicated eleven days – seven of them to create the user manual where we write detailed all the function of the web-site and four days to train the users. We spent three days with Mr. Japher, to show him all the details and just one day with the receptionist. We spent more time with Mr. Japher because he manages the company and he must train all new members of the team or if the receptionist will leave somebody should know how work the new platform and this person should be Mr. Japher. 




[bookmark: _Toc28863596]3. Risk Management 

As all project should have a risk management, our project has one as well. We decided to develop a web-site because the risks are very low. One of the risk and the most important is the online server. Because we choose to host the web-site online, is possible that the server can be unavailable for few seconds to few days. With the server down the website cannot be accessed. In this case, because Japher Motors is not a big company and they do not have too many customers at same time and because the server cannot be down for long time, the receptionist can write all the information on paper, like they did before, and move the information to system once it is recovered. 
 
[bookmark: _Toc28863597]4. Conclusion

After three and half months we delivered the project and Mr. Japher and his team were pleased with our work - https://bogdanho.com/JM/index.php?p=home. Before delivering the final product we checked the web-site adding information to see all the functions required by Mr Japher are working correctly. We worked well as a team and we respected the deadline.
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