Project Charter

(Statement of Work)
Project Name: Assessment and Re-implementation of VISUAL Enterprise
Client Name: Window Fab, Inc. Classification: Planned
Document Revision: 1.0 Submission Date: 01/01/2006

Document Purpose: Thisdocument isthe ‘heart and soul’ of the project itself, forming the basis upon
which to proceed. This charter defines the project and the way it will be managed, establishing a
fundamental agreement between all project stakeholders. With out such clear direction, the team will waste
time, miss requirements, have unrealistic expectations, and likely go over budget.

Project Purpose
This project will assess the suitability and viability of continuing with V1 i in the
process of decommissioning it in favor of another software package. If itis i
then key areas will be re-implemented to make better use of the software. Th
control, quoting and estimating, work orders, operations reporting, cost accountin ts, and
establishing written procedures. Thiswill establish a fundam:
CRM, sales analysis, forecasting, and strategic materials pl

Business Objectives
e Need sufficient and accurate informatioj i 0 make informed

needed to better control volatile costs.
e |nformation needs to be consolidatec ocation so that there is only ‘one truth’

within the company.

Project Objectives

VISUAL, and challeng iginal assumptienseof how it is configured. A reasonable amount of data
cleansing will be done t ing to operate correctly, establish a more appropriate chart of accounts,
, and prune o )

S S 1o be made consistent between operational detail and accounting.

d brought into the software. Reports need to be carefully selected or written as
ion needs, are consistent, and will require minimal customization.

selected and implemented at Window Fab, Inc. back in 2000 under previous
ownership and m ement. Since none of the current management team was part of that selection process,
it is not clear why this software was chosen, other than its ability to do product configuration. Apparently
that was a compelling future need that was envisioned; however the company has, and continues to operate
as ajob shop. There is discussion about making the product configurable through some standard parts;
however there are many barriersin accomplishing it.

Current management quickly became aware that VISUAL was not meeting their needs. Information
coming out isinconsistent, some areas are marginally implemented, and many sub-systems exist outside in
the form of spreadsheets and written records. Management does not know if these problems are due to not
finishing the original implementation, a deterioration of procedures, an issue of training, or inadequate
software. It is clear, however, that neither the information flow, nor the data coming out meets the needs of
the company. Foremost is the general lack of timely and adequate information needed to make informed
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day-to-day business decisions. This seems to be concentrated in the tactic information areas, since high
level monthly reports appear to be adequate.

Management is resolute that something must change. Either the system needs to be properly implemented,
or replaced with one that better meets the needs of the company. Since there are so many unknowns this
decision can't currently be made intelligently. There needs to be some form of assessment that will indicate
why the software is not providing the information needed. Management seems willing to avoid in depth
analysis and take a ‘leap-of-faith’, provided there is a reasonable consensuses of the suitability of the
software.

There is not much confidence in fundamental information such as inventory. A variety of windows and

reports are used, with each giving a different set of numbers. Nobody knows if thisis due to corrupt data,
not understanding the way the software works, or wrong procedures. This has|
interpreting these sources to find the truth, which may or may not be reality . It has been difficult to
get people to work with a system when they don't trust basic information

summary document being keyed in. This area has several probl
implemented within the system. Estimating is often as much art@siit is sci yle and
‘tribal knowledge' of the preparer. Attempting to standardiz ledge can

be very difficult sinceit is both a human and a software prot Iem i hold-out in an
implementation, and often gets left behind since it is uni em. Currently
extensive spreadsheets are being used to prepare an.estimate, with i ion being used by each
estimator. These versions are a special problem g i g them are areflection

estimating source data coming from many inak o improve procedures by knowing the actual
margin on previous jobs, and the amount 0 [ aintain the spreadsheets.

Thisis particularly true ) sing types of transactions. Since information ripples
» ore isn't anyone right now who feels confident enough to make
fngs up worse.

thislog jam so that they can get the operational information that they
and are willing to make tough choicesin areas that are impeding

The project will include the following:

1. Assessment of the gap between business requirements and current software capabilities for
management to make a go - no go decision from.

2. Fleshing out the missing parts of this Project Charter and devising a Project Plan detailing the
schedule and responsibilities.

3. Look at the configuration of VISUAL to seeif the way it is currently processing transactions
makes sense, and if not make changes based on cost-benefit.

4. Getinventory to be consistent throughout the system so that reports tie out to the ledger, or have
logical reasons why there are discrepancies with procedures to resolve them.

5. Demystify the costing logic used throughout the system and adjust current nightly, and month end
processing to be compatible with the way the system operates.
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6. Establish anew chart of accountsto better align with business reporting needs, and that simplifies
the auditing of costing transactions.

7. Cleanse the database

8. Move as much quoting and estimating activity as possible from the spreadsheetsto VISUAL.

9. Make changes to the estimating process so that it is common throughout the company, and is
compatible with the logic in VISUAL.

10. Assessall thereports currently being used in VISUAL and compare to all available. Establish a
suite of reports by using standards reports, modified reports, and custom reports outside of
VISUAL.

11. Create written policies and procedures for each functional areain a manner that they can change as
needed, and will not end up in a drawer unused.

12. Look at each of the operational areas that are not being re-implemented for.improvement

13. Examine the accounting implementation as a whole to ensure the
correct information into the ledger. These include payables, rec
payroll, and HR.

14. Formulate a strategy for future implementation efforts
in the cleansed database and new procedures. Growth
forecasting, and CAD integration.

The project will not include the following:
1. Substantialy changing processesin VISUA
cost accounting.

It isimportant to make the best of t
adjunct utilities, there will be noinv nal“modules or concurrent licenses throughout the re-
alevel of comfort that the re-implemented phaes

are beneficial, it isrec ill be needed to round out the current suite.

Technolo r

VISUA i i i eam Developer, and is currently deployed on SglBase, in a
Wind ent. Any reports or analysis tools should be compliant with these

techn exities of building interfaces among them. VISUAL will be upgraded

| stake holders' to make VISUAL work, and awillingness to leave behind whatever
toolsthey currently are using.

2. Critical judgments need to be made by management to break any impasses, and keep the overall
process moving.

3.  Team members must be willing to investment a significant quantity of time each week for the
duration of the project.

Project Risks & Mitigating Factors

1. Basing critical decisionswithout complete analysis may result in some surprises down the road
since it won't be possible to envision what we might encounter
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2.

Database cleansing can be tricky in terms of not making a mess of what is already there. Since
there are several ways to do the cleansing it will be a matter of balancing the assurance of purity
vs. cost, and then living with the consequences.

Project Strategy / M ethodology

1.

Some things simply can’t be know until they are known. Thisis very true with implementing
enterprise-wide software, sinceit isimpossible to know how everything will interact until it is
being used. This project will capitalize on the fact that the software has been is use for several
years and is now going through afresh start.

The go / no-go decision of sticking with VISUAL will be made quickly by management after the
pro’s and con’s are determined from a basic bumper-to-bumper assessment of the existing system.
Most likely the decision will be made to stick with VISUAL, unlessash per is discovered.
ini costs, and to
retain ownership of the process. The primary role of Virant will be the project, do

A weekly team meeting will be held at aregular ti me [ put. The
project plan will define specific tasks with weekly
keep the project plan alive by circulating Minutesto al
We will approach the training gaps with inm i d independent
study. Virant will supply handouts and oth erl ' etween the user
manuals, and what knowledgeisreally n
rsory verbal overview of
the database. Either use the purgi nytllltlest i roneous transactions, or
initialize a new database and pu it. Thiswill ultimately come down to
spending about a day inside the dat technical merits of each option. From this
examination, it will be ajudgment cz
to be done by Virant.
It iscritical to have ggod w 2N (0. make thisprojectalong-term success. Theplanis

erialsin one place, awar-room needs to be
ing and working space for the team, and will have at least

Project Leader: Peter Erdman (The Virant Group)
Manufacturing Leader: ###HHHH

Financial Leader: ##HHHHHH

Systems Leader: #HHHHHHH#H#E

Subject Matter Experts

THHHHHHHRHHR
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Project Organization
The following guidelines should be used for documentation, organization, and communication:

1.
2.
3.

Key Responsibilities
Peter Erdman (The Virant Group) is responsible for:

ok wNE

Window Fab, Inc. isresponsible for:

NogokwdhpE

Project documents will be written in Microsoft Word.

The Project Plan and schedule will be created and tracked using Microsoft Excel.

Thefollowing FTP site and directory shall be used to store this charter and all subsequent

documentation and work-in-progress components to facilitate remote sharing:
ftp.virantgateway.com / Login: window Password: ####H##HH

The project team will review progress at the regular weekly staff meetings.

Involved parties will utilize electronic mail, dialogue, and completion criteria on aregular basis as

vehicles for project communication.

The project sponsor and Virant will briefly talk at least once a month to assess the overall progress

of the project and issues that may be impeding its movement.

Managing the scope of the project.
Creating the project plan.
Facilitating weekly meetings.
Making recommendations of how to best use the sy
Being aresource for any technical work needed.

Guiding the team through the necessary thth

einfor ecisions.

Determining the scope of the projec
Ensuring the project follows the vi
Controlling costs of Virant on op
Doing virtually all of the hands-on
Establishing a war-room wi
Gathering requiremen
Spending time absorbin
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