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I Project Closeout:
Testing and Client Approval
Testing and evaluation were conducted with OGC client personnel for feedback. Usability was rated high by all the professional prospective users during initial demonstration and evaluation sessions. Prospective users favorably noted the ability to access files located on various drives via hyperlinks in the Knowledgebase and the clean, simple interface of the input form. All prospective users reported the system was easy to use and said they would be using the system on a regular basis.  
Once all testing and evaluation was complete the project was deemed completed by the project manager and project group.  It was then presented to the client, the General Counsel, for review and final approval. The General Counsel approved and accepted the project. 
Disposition of Assets

An audit of the project will not be required since no additional, direct expenditures were made, nor were any additional assets purchased for the project.  All work was conducted by volunteers of OGC; therefore no reallocation of personnel is necessary. 
Project Archives

Project Archives are maintained in the Group’s Project Web Site, located at http://userpages.umbc.edu/~gleason .  This site contains all the formal project deliverables, but also such documents as requirements statements for the system, the working database model, and an updated WBS showing what projects tasks have been completed to date.  Additional project files and draft documents not fully required for archiving are contained in the group’s file exchange located within the course website. 
II Lessons Learned:
Team Work

A team effort is best on an information technology project such as the OGC Knoweldgebase development project. A team can bring together varied backgrounds, experiences, and abilities.  A wise project manager will surround him/herself with a variety of good people who bring different perspectives to the project.  On the other hand, a project should have one definitive leader with the authority and responsibility to oversee all aspects of planning, implementation, and testing.  Too many project managers can add great ideas and innovative solutions, but can actually slow the process down.

Virtual Team Work
Personal experience gained from working with other UMBC students on this group project primarily relates to the formation of and work within a virtual team. Since three team members live nearby the campus and one team member lives on the west coast, there was no other practical option than to have a virtual team. Thus, the ability to form and work as a virtual team to complete the class project is a major advantage in itself.  Virtual chat rooms assisted in real time communication between all members of the group.  Using the virtual chat also enabled all group members to have a record of the items discussed and future plans for the project.  Phone communications were used more often for one-on-one conversations to clarify specific functions.
Kick Off Meeting

The team had a face-to-face kick off meeting with three local members in physical attendance and one member (on the west coast) attended by teleconference. This two hour meeting enabled members to share experiences informally, establish a working rapport, and build trust necessary to successfully complete the project.
Schedules and Planning: Expectations vs. Actual
Bottom up Planning

Bottom up planning is essential. A good overview of the project can provide the general categories of functions and work for the project, but the details come from bottom-up planning.  This was made especially clear as we began work on the project and details emerged requiring adjustments from the initial project statement to the WBS. Backwards planning (in an attempt to finish by the end of the semester) can lead to over allocation of employee resources resulting in what we endearingly refer to as the “Superman” effect.  Particularly at the beginning or end of a project, there are certain people who required to complete various tasks or sign off on items completed. If there are only certain people who can perform these procedures, those people are likely to be overworked if planning is not done more carefully and updated as the project progresses.

Continual Updating in the Face of Initial Delay

One virtual team downside is that unexpected schedule problems appear to arise more often than with face-to-face teams. This unexpected scheduling problem came from every member, and one student even worked on part of the class project while working at an overseas office. Work and summer vacation schedules seemed to have combined to make for some difficult scheduling over the course of the project.  Communication within the virtual team environment combined to add difficulty to the scheduling effort. It is easier for a face-to-face team to off-handedly share information or give early warning about upcoming schedules that would affect the project schedule. Although the team attempted to carry out this communication, it is more difficult in a virtual environment.
The team member absences and competing requirements caused schedule delays and pushed the project completion back.  Milestones are very effective in keeping project members mindful of trying to keep a project on time and under budget.  Setting appropriate milestones at regular intervals and task duration limits should help to keep the project on track or force project teams to adjust the scope or time or both on the project when resources are constrained. 
In the present case, the development of the Knowledgebase itself was completed, but the additional elements that would be expected in any professional project (and which were scheduled into this project) were delayed beyond the true, effective end date for the course and this academic project.  Additional work to finalize an effective, substantive data input, and downstream efforts to document the system and train users will continue after semester’s end using OGC staff. As an academic exercise, it was a valuable learning experience in just how much can be accomplished within the context of competing factors such as summer vacations, real life work requirements and travel, and competing, more urgent class requirements.  

Through this experience we learned about the impact and interplay of scope and time within the context of fixed resources and competing requirements.  This project was an excellent demonstration of the principles Schwalbe discusses in the early chapters of the textbook, and a valuable lesson in what can happen to a project which simultaneously contains a short time frame, a scope of work with many tasks and deliverables, competing requirements from other sources, and no ability to negotiate changes in time, budget or resources.
III Post-implementation evaluation:
User Evaluation
The staff evaluators and the General Counsel judged the system to have met the technical specifications, expectations in usability, and constraints originally envisioned for the system. Legal constraints of privilege and confidentiality were resolved by eliminating privileged documents from the universe of acceptable documents that can be loaded into the Knowledgebase.  In this manner, no unauthorized personnel, whether team or otherwise, could come into contact with sensitive documents.  Regardless of the level of sensitivity, all files were maintained at all times within a protected network server.  

Budgetary Considerations

The budget was met since no money has been spent on the project, save the countless hours already allocated by team member’s respective positions.  The project was simply added to the current workload of paid employees.  The project was undertaken using software and hardware currently residing on the OGC systems.  No additional server space was necessary as files are being reallocated and indexed and not copied.

Expected Labor and Cost Savings


The historical situation within the OGC was one of stand alone silos of information and documents OGC personnel draft, but now the OGC has the start of a combination of all those silos into one searchable listing.  Once it is largely populated, it could save several hours or days in researching and drafting time each week.  Additionally, because the office is segregated into different functions, and separated by floors and time (very busy schedules with little to no time for collaboration), this database gives OGC the ability to conduct some of that collaboration, even in the physical absence of the collaborating personnel.  The Knowledgebase serves as the vehicle for that collaboration.  It also serves as a labor saving repository of catalogued, searchable information.  
Using a simple average of the professional salaries within the OGC (excluding paraprofessional and administrative support personnel), with an anticipated total of 8 hours of labor saved each week over a 50 work week year, the direct labor (excluding fringe and indirect cost burdens) cost savings are estimated to be over $67,000 annually, as shown in the table below.





Table 1 Annual Direct Labor Cost Savings



	Averaged Hourly OGC Prof. Rate -- Direct Cost (unburdened with Fringe or indirect costs)
	Estimated Total Hours Saved per Week
	Weekly Estimated Cost Savings
	Minimum Annual Estimated Cost Savings

	 $                  168.27 
	8
	 $      1,346.15 
	 $    67,307.69 


There will be a continued effort to document OGC data entry conventions, privilege rules, and system workings.  There will also be an additional joint training session to ensure all users can manipulate the system with ease.  These efforts are not expected to exceed six hours in total duration.
IV Conclusion

The initial work that went into the planning, analysis and design of the Knowledgebase led to a successful and rapid development of the application itself.  What remains to be completed after the end of the academic term is only the follow up actions of some training and documentation of the system.  These follow up actions are easily accomplished with minimal effort by in-house staff. Overall, the OGC Knowledgebase project is considered a success by the client, and the OGC staff looks forward to loading and sharing documents across offices and floors of the UMBC Administration building.  More importantly, the OGC staff looks forward to the anticipated increase in efficiency and the decrease in total response time to clients.
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