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[bookmark: _Toc28980883]EXECUTIVE SUMMARY
The following report is concerned with a detailed explanation of how the Project Plan of developing Japher Motors Integrated System was created and the steps and methods used along the way. It gives an overall evaluation of the project build team’s performance, the issues faced during the process and solving them. In addition, the report identifies a Risk Evaluation Matrix and Quality Assurance Techniques for the project.
The report is based on the Project Management Presentation conducted in class of Project Management module of Cloud Computing Course.
The work on the Project Plan was done in the scope of two months. Physical meetings were conducted weekly and the tasks were divided amongst the group members for presentation as follows:
Biancamaria Di Napoli – Scope, objectives, developing website prototype.
Michele Chiarello – Data Migration, Training of staff, developing application prototype.
Giuseppe Ventimiglia – Time estimates, WBS, Gantt chart, CPM.
Ralitsa Nikolova – group leader - Stakeholders plan, Communication plan.
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[bookmark: _Toc28980885]ABOUT US
BiGMiR is a newly developed small software company created in 2019. It has four team members and a great potential for growth. The team consists of  highly capable and technological literate people who excel in different areas. Additionally, each of the team members possesses various software development skills. They are as follows:
· Biancamaria Di Napoli – Manager
· Michele Chiarello – Head Developer
· Giuseppe Ventimiglia – Project Manager
· Ralitsa Nikolova – Project Manager
At the beginning of October 2019, BiGMiR was introduced to its first client – Mr. Japhet.
[bookmark: _Toc28980886]ABOUT THE CLIENT
Mr. Japhet is the owner of a small business – an auto mobile service company. His team consists of three mechanics, a receptionist and himself. They provide service and repairs to German manufactured cars and trade of spare parts from a store within the premises of the company. The company – Japher Motors is well established and has been in existence for about 20 years. For this period their daily activities, system operation, and data keeping processes have not changed much. The need of moving with current business trends and promote his business have caused Mr. Japhet to contact BiGMiR to help with achieving his ambitions.
[bookmark: _Toc28980887]CUSTOMER REQUIREMENTS
A fundamental step in shaping a Project Plan is evaluating the customer’s requirements. In this case, they are as follows:
1. Basic business processes for Japher Motors are the booking and payment system and the sales of spare parts. Upgrading to an information system which would have the ability to manage all of them implies that a unified database must be created containing all data connected to each system. The information held in the database will be related to customers’ details, appointments (past and future), a catalogue of the services Japher Motors provides and a catalogue containing the product inventory.
2. The system will integrate all business processes together. It will have the ability to output various documents - print reports, invoices, confirmation tickets.
3. Customer service is going to be improved by storing customers’ details and their history of visits. This way Japher Motors’ employees will be able to understand customers’ needs better and fulfil their requirements more efficiently.
4. Safe handling of personal data – following mandatory regulations for handling personal data.
[bookmark: _Toc28980888]PROJECT SCOPE
After evaluating the customer’s requirements, the project scope was shaped. The product will introduce a two-part software system consisting of a website and a desktop application which will be the mains in digitalizing Japher Motors’ business processes and providing Mr. Japhet with a new and more efficient way of running the company.
[bookmark: _Toc28980889]PROJECT OBJECTIVES
The objectives were identified according to the customer’s requirements as well.
1. Simplicity – creating a simple product, easy to maintain and operate with, is one of the main goals of this project. As the company’s operation has not changed for so many years, there is a need of smooth adaptation to the new system and an easy transition.
2. Reliability – gaining and keeping Mr. Japhet’s trust is of great significance for a beginner company as BiGMiR. Developing a high-quality and reliable product is the way of keeping him as a long-term client.
3. Affordability – creating a low-cost product combined with high quality of performance would introduce BiGMiR to a bigger market of clients who need an easy and stable transition to the digital world.
[bookmark: _Toc28980890]THE PRODUCT
The Integrated System for Japher Motors will consist of two main parts: a desktop application and a website. These two parts are going to be connected by a unified database located on a server installed by BiGMiR in the company’s premises. A domain name and a payment module for the website are going to be purchased. All other resources are going to be provided by BiGMiR. This way the expenses for Japher Motors are cut to minimum.
[bookmark: _Toc28980891]DESKTOP APPLICATION
The software desktop application will be installed on the customer’s computer and is going to be used by Japher Motors’ employees and owner (Figure 8). It will allow them to access the database and easily manage a variety of functionalities:
1. Inventory – tracking the quantity of stocked items and producing a list of items out of stock, that need to be ordered from suppliers. Also, querying relevant information about the products for sale or services provided will be possible.
2. Sales – processing payment transactions and updating the product catalogue (after a sale is made) and customers’ history of visits, generating invoices(Figure 10).
3. Customer details – creating, updating, or deleting details and checking their service history (Figure 11).
4. Booking – creating, updating, or deleting appointments for repairs, consultations, or basic servicing. Generating a confirmation ticket after every appointment made, that could be sent to the customer by email.
5. Generate various reports – profit, expenses etc. which could be used for forecasting and analysis purposes. 
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The website is created with the purpose to make an easy access direct channel, connecting Japher Motors’ customers with the products and services provided and increase the customer network of the company (Figure 12). Main functionalities are:
1. Providing detailed and accurate information about the repairs and service variety and responding prices.
2. Online store – detailed catalogue of the products offered for sale, including photos, description, price, available quantity. There will be the ability to order and pay online for the items (Figure 16). 
3. Ability for the customer (registered or as a guest) to book an appointment, using an implemented calendar (Figure 14).
4. Ability for the customer to register and keep safely their personal information, history of visits and services provided (Figure 15). 
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One of the most impactful steps to be taken is identifying the stakeholders for Japher Motors and their involvement in the process of creating a suitable product for the company. (Concepta Technologies, LLC, 2018)
In this context, two basic categories of stakeholders were determined – internal and external. (Surbhi, 2017)
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This category can be split into two sections as well – BiGMiR on one side and Japher Motors on the other.
[bookmark: _Toc28980895]Project Build Team (BiGMiR)
1. Manager – this is the person making the final decisions about timeline, scope, and budget.
2. Project Manager – the person who shapes the overall development process and will act as a point of contact for the other stakeholders.
3. Developers Team – the people who build and maintain the system based on feedback from other stakeholders. They provide expertise on which of the required features are feasible and how long it would take to execute each of them.
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1. Owner of the company – Mr. Japhet.
2. Japher Motors’ employees – a group of users which will interact with the product directly. The software needs to fit into their current workflow and make their everyday tasks easier to accomplish, thus increasing the quality of the customer service provided.
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1. Japher Motors’ customers – another group of users which will interact with the product directly. They will also give input focused on the services and information the system provides.
2. Suppliers:
a. Software applications used in the process of development the product.
b. Hardware trade companies – providing the equipment needed for deployment of the system.
c. Spare parts suppliers.
3. Competitor companies – companies with similar status, resources, activities, and size.
4. Government – standards and regulations that must be followed during the execution of the project.
5. Society -  as a software development company BiGMiR has an obligation to society to follow certain business ethics – loyal competition, recycling standards, safe disposal of equipment etc.
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For the more direct involvement of some of the main stakeholders, there are sections on the system created to assist with receiving feedback. For example:
· On the website, a comment section will be created directly connected to http://google.com where end users will be able to leave feedback about the overall performance of the company.
· On the desktop application, a module will be implemented for the employees, where they can leave feedback, ask questions, or make suggestions.
On the other hand, the contract with Japher Motors will include a three-month maintenance period. In this period, the users will be able to get used to the new system and the above-mentioned feedback will be gathered weekly and discussed with Mr. Japhet. If there are valuable updates that he would like to implement, they will be brought to the attention of the developers and whichever of them is feasible, will be executed.
The communication between BiGMiR and Mr. Japhet will be conducted through a remote communication channel on demand (phone calls, video calls).
In addition, internally for BiGMiR, the following communication plan is established:
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Figure 1. Internal Communication Plan (TeamGantt, 2019)
[bookmark: _Toc28980899]WBS
For the project to go smoothly, with minimum number of obstacles on the way, the overall work needs to be broken down into small, manageable tasks. The following chart illustrates the way of doing that.
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[bookmark: _Ref28952985][bookmark: _Ref28952976]Figure 2. Work Breakdown Structure (Di Napoli, Chiarello, Ventimiglia, & Nikolova, 2019)
As shown in the diagram, the execution of the project has been split into three main sections:
1. Pre-production:
a. Defining the scope and objectives of the project.
b. System analysing and defining system requirements.
2. Production:
a. Interface designing for the website and the desktop application, database design and modelling.
b. Developing the application, website, and database and creating the links between them, so they work as one unified system.
c. Testing - a process which must be conducted almost through the whole production phase.
d. Creating internal developer’s documentation.
3. Post-production:
a. Data Migration:
i. Extraction – collecting data from paper documents - customers’ details, service prices, spare part prices etc.
ii. Transformation – the collected data is being converted into digital records.
iii. Loading – transferring the digital records in a working database.
b. Creating system documentation – such as Help System.
c. Deployment – installing the hardware and software system into Japher Motors’ store.
d. Training – this phase includes the creation of the training materials, in this case a Power Point Presentation explaining the product’s features, and the actual conducting of the training. It is planned to happen after the deployment of the product and will consist of a physical meeting including the Project Manager, Mr. Japhet and his company’s receptionist. After presenting the product they are going to be given enough time (in a scope of a day) to work with the product, test the different functionalities and hold a discussion about it.
[bookmark: _Toc28980900]TIME ESTIMATING
After determining the main tasks in Figure 2, the duration of the project was estimated using Three-Point Estimation method (Figure 3). This method provides a mathematical way of calculating the most probable time for completing a task, using the following formula:
 , where  is the optimistic time,  is the pessimistic time and  is the most probable time for execution.
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[bookmark: _Ref28981953]Figure 3. Time Estimates (Di Napoli, Chiarello, Ventimiglia, & Nikolova, 2019)
Having the duration of the separate tasks calculated, a schedule was created to help with the planning and coordination of the tasks. This schedule is represented by the Gantt chart in Figure 4.
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[bookmark: _Ref28955383]Figure 4. Gantt Chart (Di Napoli, Chiarello, Ventimiglia, & Nikolova, 2019)
Another graphical tool used for better analysing the planning process is the Critical Path Method (Figure 5) which shows a way of coordinating the tasks (including time estimates) by organising the task dependencies.
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[bookmark: _Ref28958353]Figure 5. Critical Path Method (Di Napoli, Chiarello, Ventimiglia, & Nikolova, 2019)
Having the above data in mind, it has been determined that the execution of the project is going to take up to 59 days starting from 06/01/2020. Including the three-month maintenance period, the contract with Japher Motors will be completed on 05/06/2020. After evaluating the risks and if any delays occur during the execution, the contract duration will be extended as much is necessary.
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The following risk assessment is created based on a risk evaluation matrix shown in Figure 7.
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Figure 6. Risk Assessment (Source - Author)
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[bookmark: _Ref28974589]Figure 7. Risk Evaluation Matrix (Source - Author)
[bookmark: _Toc28980902]QUALITY ASSURANCE
Identifying Software Quality Issues is done to assure that the Integrated System created for Japher Motors is living up to the expectations of the customer. This can be done through several testing techniques. For example, Prototype testing is conducted during the maintenance period and user input is taken into high consideration. Theory testing is done during the developing of the product, checking the development plan, the tools, formulas, and functions used (Exforsys Inc., 2008). 
Also, throughout the execution, standards and regulations will be followed which will have positive impact on the quality of the product.
These techniques are implemented to make sure that the software product is fit to use.
[bookmark: _Toc28980903]CONCLUSION
The main purpose of this project is inevitably entering the digital era and introducing Japher Motors to the current business trends, while making the transition simple and easy. What does the Integrated System promise to deliver? - Completing the objectives of the project and covering the maximum number of the customer’s requirements with minimum resources. 
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[bookmark: _Ref28980361]Figure 8. Main Screen
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Figure 9. Login Screen
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[bookmark: _Ref28980293]Figure 10. Payments Form
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[bookmark: _Ref28980334]Figure 11. New Customer Form
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Figure 13. Contact Form
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[bookmark: _Ref28980468]Figure 14. Booking Form
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[bookmark: _Ref28980481]Figure 15. Register Form
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[bookmark: _Ref28980419]Figure 16. Spare Parts Catalogue
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Figure 17. Login Form
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