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The testing document of the project contains two test cases. The first test case is on the

prioritize project functionality. Please refer to Appendix J: Test Case Prioritize Projects for the
details. The second test case is on the assign work functionality. Please refer to Appendix K:

Test Case Assign Work for the details.
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Conclusion and Recommendation

Recap of the Nature and Extent of the Problem

The problem of project priority conflict is very steady and inevitable in all kinds of
organizations irrespective of the structure and the type of organization. The constant existence
of this problem in organizations makes it more desired to be resolved. Sometimes, the priority
of the projects is not properly communicated by high level managers to low level managers
which makes it even more difficult for the low level managers to understand the importance of
the successful completion of the high priority projects for the organization. The managers are
always worried about the projects for which they are responsible whereas the organization is
more inclined towards the successful outcome of the high priority projects. The difference of
goals among the managers causes project priority conflicts. The expert from the ProjectMinds
organization, Singh (2002), has mentioned the three categories of conflicts within the project.
Conflicts in projects typically fall into three categories: conflict over different objectives and
expectations, unclear roles and uncertainty about who has the decision-making authority, and
interpersonal conflicts among people (Resolving Conflicts, para.1). The project priority conflict
arises from the first category where high level managers and low level managers have different
objectives and expectations. The conflict among managers on resources, for example, the
conflict between the line managers and the project managers, could put the project as well as
administrative work in jeopardy. The risk of conflict is very high in any organization. The
repercussion of this problem is very severe as it could lead to the failure of the projects. The
failed projects can degrade the company’s image. It is important to recognize this problem and

assess the critical nature of the problem. It is very important to mold the conflicts into a
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constructive form that would not only increase the efficiency and performance of the
organization but also increase the morale of the employees.

The problem of gap between organizational goals and the selection of projects degrades
the performance, efficiency, and the project results of the organization. Failed projects or
terminated projects due to a poor or inconsistent selection model cause loss of business revenue
which, in turn, brings down the whole business structure. Not only is there a risk of failure of the
projects but also a case of handling more projects than the organization can handle. The
overloading of projects put too much pressure on the limited resources. As a result, the
organization suffers from the consequences of slippage in schedule and budget overruns and
conflicts among team members. It is worth putting time and effort into selecting the right type
and number of projects for any organization, for example, if an organization is launching a new
product and this new product project is not properly evaluated against other products which are
already out there in the market, then it is highly unlikely that the project would be successful. It
would be better for the organization to evaluate the projects using some criteria, such as
competitive or comparative analysis, and then select the project; otherwise, it is bound to fail.
Russell and Brown (2008) have described the importance of getting projects to meet
organizational goals: “In the past, a project that was on time and on budget was considered a
success”. The organizational goals are rapidly evolving and changing; it is very crucial for
project managers and senior managers to understand how to connect strategy to projects (Getting
Your Projects to Meet Strategic Goals, para.2). The linkage between the strategic plans and the
selection of projects builds a strong framework for the successful projects. The non-existence of
strategic plans and the selection model could allow senior managers or leaders within the

organization to select the projects based on their power and influence.
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Summary of overall accomplishments, findings, and project solution(s)

The Information Systems analyst, Ohlendorf (2001), has described in one of her articles the five
ways to resolve conflict in an organization. The five types are smoothing, forcing, avoiding,
confronting, and compromising (Conflict Resolution in Project Management, para.4). The
application that I have developed will bring the sixth type and that will be automating. The
application will alert the managers about the conflict situations when resources are being
reassigned from one project to another project. The project oriented organizations could benefit
a lot from this application in terms of resolving project priority conflicts among project
managers, program managers, and line managers. The team members of the organization would
not be overloaded with work and this would help the organization to improve its efficiency and
performance. The selection of projects using an application which has an automated scoring
model would not only help organizations to select the projects using a consistent model but
would also help in selecting the projects using the organizational goals. There are many web
based project and portfolio management applications that provide some kind of automation in
terms of time management by team members or project tracking by project managers or
generation reports for the senior managers. The existing web based applications do not provide
any automated scoring model to prioritize the projects. The “Online Project and Portfolio
Management Application” provides a technology advancement over their web based products in
the market. The application also provides a centralized source of project priority. In this way,
all the users of this application would know the priority of the project on which they are working.
Many organizations struggle to communicate the project priority from high level to low level. In
other words, team members or project managers working on the projects are usually unaware of

the project priority.
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The capstone project application would help the organizations to enforce the weighted
scoring model to select the projects. This enforcement of selection model would prevent the
mixing of politics with the project management, for example, if an organization does not have
any selection model, then most of the projects in the organization are selected by senior leaders
or sponsors without any evaluation criteria. The senior leaders use their power and influence to
select the projects. These kind of selected projects are known as sacred cow projects. As
described by the organization, Info Source, politics are inevitable in every organization and can
have a big effect on all kinds of decisions from selection to termination of projects. The priority
and budgeting of the project are determined by the politics within the organization. The politics
in an organization may be defined as actions by senior managers or groups of managers to attain,
develop, and use power and other resources in order to obtain preferred outcomes when there is
uncertainty or disagreement over choices. The existence of political behavior is much more
likely to occur when competition among the projects for the scarce resources is high and also, the
selection models are highly uncertain. If this is the case, project selection is ripe for politics
given the uncertainty surrounding the feasibility of projects and the competition between projects
for funding: “Such selection will be based not so much on facts and sound reasoning, but rather
on the persuasiveness and power of the people presenting the facts” (Project Selection and
Organizational Politics, para. 2). The application that | have developed ensures the existence of a
consistent selection model that would definitely help the firm keep politics away from the
selection of the projects and of course, prioritize the projects based on the model, not on politics.
The application enforces top management to select the projects based on the automated web
application which results in reducing the impact of internal politics on the selection and

prioritization of the projects.
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Recommendations regarding project solution

The application that has been developed as an outcome of this capstone project can be
used by all the project oriented organizations. Organizations using this application can add admin
functionality to the application. The functionality would allow administrators to add, modify,
and remove the organizational goals from the system. This functionality would give flexibility
to the organizations to customize and configure the organizational goals of the weighted scoring
model. The strategic plan of the organization keeps on changing from time to time, so addition
of the admin functionality would be a good add to the application. The admin functionality could
also be used to create new projects within the system. This would allow organizations to add
new projects to the application system and make them available to be prioritized by the senior
managers. Currently, this application does not provide team members of the project to log into
the application and log the number of hours worked on the project tasks. The organization could
modify the application to provide a time logging functionality for the team members of the
project. The functionality would allow team members to enter working hours not only on the
weekdays but also on the weekends. As we have seen, due to a lot of work pressure, many
employees end up working on the weekends. This would help the project managers to distribute
the workload appropriately among the team members. This functionality would allow project
managers to keep track of their projects in terms of hours and days. This would help project
managers to generate billing reports for the senior managers. Currently, this application does not
allow the project managers to divide the projects into tasks using the web page. Organizations
using this application could develop a new web page for the project managers to create new tasks

for the projects that are being assigned to them.
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The artifacts that are developed and designed as the outcome of this project, for example,
class diagram, sequence diagram, architecture diagram, and entity relationship diagram, could be
used by the organizations to understand and enhance the functionality of the application. There
are many things that could be added to this application to make it competitive with other web
based project and portfolio management products. Nowadays, the auditing and reporting
features of a product are the most required and used features. With the introduction of a new
table within the existing database, the capstone project application could be extended to have an
auditing and reporting feature. The new table could be used to record all the actions taken by the
managers and team members, for example, time logging or assignment of team members to the
project or prioritization of the project. The logged actions can be used for the reporting feature.
The reporting feature could be made available either in Adobe portable document format or
Microsoft excel format. To make this application competitive with other web based
applications, organizations could provide the language bundles to support multiple languages on
the application. With globalization, many organizations have their branches spread all over the
globe. The addition of a multiple languages support could allow the users of the application to
select the language on the login page of the application. This functionality would definitely
increase the number of audiences who will be using the application and also, users will feel
much more comfortable in using and understanding the functionality in whatever language they
are comfortable with.

There are a few things that | would have done differently when completing this project if
I had the chance to do it over again. One of the main areas | would look at is making rich user
interface web pages. There are so many user rich interactive functionalities provided by Hyper

Text Markup language 5 (HTML 5) and Cascading style sheet 3 (CSS 3) technologies which
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could be used to make web pages that are user friendly and appealing to the eyes. The
functionalities like drag and drop could be used instead of the simple drop down list selection.
The reassigning and assigning of team members or managers functionality within the application
could be enhanced with drag and drop features of new versions of HTML and CSS technologies.
The other thing that | would have done is to introduce a feedback web page. The feedback page
would have helped to constantly evolve and improve the application based on the end user’s
experience.

My advice to other students or professionals taking the capstone course is to start
planning for your capstone project from the day you join the graduate program. It is very
important to have a vision and goal. Make sure that you use the “Context & Trends” course as
the foundation step for the final capstone project. | had a vision from the start of integrating the
project management field with the information technology field. Therefore, it became easy for
me to write the proposal and finish my capstone project on time. The one thing | would caution
students is that it is absolutely crucial to determine the scope of the project. Sometimes, the
nature of the capstone project could lure students into doing too much and may cause timeline

issues. So make sure the scope creep problem does not creep into your project.
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Course Concentrations:

Concentration A: Project Management

Concentration B: Computing and Information Sciences

Course Course Number | Credit Hours
Project Management 0681.710.90 4
Advanced Project Management 0681.711.70 4
International Project Management 0681.712.90 4
Total: 12

Electives, Pre-requisites and Required Courses

Course Course Number | Credit Hours
Web Site Design & Tech 4004.737.70 4
Programming For Www 4004.739.01 4
Web-Database Integration 4004.751.70 4
Object Technologies 4002.710.39 4
Total: 16
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Course Course Number | Credit Hours

Geodatabase Development & Implementation 0693.704.70 4

Intro Geograph Info Sys 0693.701.70 4

Security Technology Management 0696.700.90 4

Context & Trends 0699.705.70 4

Java For Programmers 4002.714.70 -

Capstone Project 0699.775.90 4
Total: 20




The project management concentration courses laid out the framework for
completing my capstone project. The process of following the project management methodology
helped me to complete the capstone project on time without any slippage. | was able to keep
track of project tasks and finish the project tasks before the deadline dates. The deadline dates
were laid out in an MS project plan and this plan was designed as part of the project management
methodology. The knowledge that | obtained from this concentration helped me to design the
Work Break Down Structure for my capstone project. | learnt how to use software MS Project
and this software helped me to write the action plan for my project.

The Computing and Information Science courses helped me to design, develop, and
implement the “Online Project and Portfolio Management Application”. The course “Website
Design & Tech” was focused on designing the user interfaces for the websites. It was through
this course that I obtained knowledge of end-user website pages. | implemented this obtained
knowledge in my capstone project and as a result, | implemented user pages for my application. |
learnt the server side language PHP from the course “Programming for Www”. | used this
language to write the business logic for my application. | learnt the designing of SQL.ite
database and also the integration of PHP application with SQlite database from the course “Web-
Database Integration”. | used this course knowledge to integrate and design SQL.ite database
with my project application. The object oriented concepts that | obtained from the course
“Object Technologies” helped me to write the source code of my application in a way that can be
easily expanded for more functionalities and also can be changed based on the organization’s
requirements. Finally, with the help of the “Contexts and Trends” course, | was able to integrate

the knowledge from both concentrations and solve real world problems.
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Limitations

There are many limitations for this prototype application. The first limitation is that application
doesn’t support multiple selection models to select and prioritize the projects. Currently, the
developed prototype supports only weighted scoring model. The application could be extended
to support multiple numerical and non-numerical models to prioritize the projects. This would
allow senior managers to select the model based on the organizations’ requirement. The second
limitation is that it doesn’t allow the senior managers to change the weight of the organizational
goals. The functionality of making organizational goal customizable would allow senior
managers to adjust the weight of the organizational goal which could vary from time to time.
The third limitation is that application does not provide team members of the project to log into
the application and log the number of hours worked on the project tasks. The addition of this
functionality provides project managers to track the working hours on project tasks. The fourth
limitation is that application does not allow the project managers to divide the projects into tasks
using the web page. The fifth limitation is that application doesn’t have any multiple language
support, the developed prototype supports only English language. The sixth limitation is that
auditing and reporting functionality is missing. Addition of this functionality could be helpful
for the auditors to do their job and also to find out if there is any compliance violation on the
organizational policy. As far as user interface is concerned the application limitation is on the
new features on HTML and CSS technologies. The application could be enhanced to include
drag and drop features or thick box features. The last limitation is the absence of the feedback
web page. The addition of this webpage would help the organizations to improve this product

based on the end user’s feedback.
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Appendix H: Sequence Diagram Assign Work

Page 53 of 63



b

3

1: toStringi)

&
&
F

anader pag

o
|QriUserld(y

i

I
sOnUsertldf)
.‘}
heproject

L.I;ﬁb bjects()

|

|

|

|

=

I

r‘|ager

LY

I =

he assign m
<

{serldy

o

riority and -5sign work

A —— e —
® &

¥

b;b‘

et

ml may
4

-

0

Ma

&
o

dates the mfanaper of tl
13: updateTaskid

biid
o
; Djs-
+ 9: getAllUnAs signedProjach
K
“k\
A
14 System valid:#gs the proj

Py
o

an\ﬁr

qF

A

&
\,'\\iﬁ.\.lthenticate
11: up[é\ate?rojedld@
- ;
m-gip

o

&
v - I,

)\
o

-
o
&

8: Systeni“displays thef rogra

o
i&he praject

lays the managers on ¥

3
‘\\\a“mm ke
&

N
sp

&
7 getArl:\af{OfF'mj actOl

&

WS assigg'1 page

taiassian m
| o

\&

o

e 121 Syste

5itoString()
e
o
and team

“10: System

o

\ﬁg\ﬂﬁ
S

_——

¥

s
User&'élects thet

[hser select

-
e,

-7
oy

3

-

N

&

x
Program Managar

R
&
P

Page 54 of 63



Appendix I: Sequence Diagram Prioritize Projects
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Appendix J: Test Case Prioritize Projects
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Senior Manager logs into an “Online Project and Portfolio Management
Application”.

LOGIN NAME: SAM

PASSWORD: CAPSTONE

URL: http://people.rit.edu/rxg3548/capstone/web/index.php

Validate that the senior manager is successfully logged into the system with
the above mentioned credentials.

Validate that senior manager sees the “Assign Work” and “Prioritize
Projects” functionalities.

Validate that senior manager sees projects mentioned below.
e Online Project and Portfolio Management Application.
e Increasing Internet Presence Through Social Media.
e Oxygen Management System.

Validate that senior manager is redirected to the “ORGANIZATIONAL
GOALS PAGE” once senior manager selects the “Increasing Internet
Presence Through Social Media” project and submits the “PRIORITIZE”
button.

Validate that priority of the selected project is calculated and shown to
senior manager on the “ORGANIZATIONAL GOALS PAGE” once senior
manager fills the score card of the organizational goals.

Validate that new priority of the selected project is shown to senior
manager on the “PRIORITIZE PROJECT PAGE” once senior manager
submits the “GO BACK?” button on the “ORGANIZATIONAL GOALS
PAGE”.
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Appendix K: Test Case Assign Work
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