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Abstract  In an Advanced Identity Management 

Technology Company the purpose is to create 

solutions to identifying individuals in a system 

(such as a country, a network, or an enterprise) and 

controlling their access to resources within that 

system by associating user rights and restrictions 

with the established identity. The objective of this 

project was to reduce the manufacturing cost of an 

advance iris identity product so it can have a 

competitive price in today’s advance technology 

market. A Project Management methodology was 

used to plan, organize, secure and manage all the 

require steps and processes to deliver the product 

to the customer on time with the requested 

specifications. A plan was created using project 

management tools to re-design the product and 

tackle the sales issues due to high manufacturing 

costs. As part of the closure phase, a summary of 

the project which was completed was provided to 

communicate all lessons learned and 

recommendations for future projects. 

Key Terms  CPM, Gantt chart, Post Project 

Review, Project Status Report. 

INTRODUCTION 

This project was held in an Advanced Identity 

Management Technology Company focused on 

developing next-generation systems for the global 

access control and identity management markets. 

An iris recognition system was evaluated; this kind 

of iris biometric product is a leading new 

technology which eventually will be a very 

competitive market in the technology industry.  

Since this is a company focused on developing 

next-generation systems, it is very important to 

satisfy today’s digital driven consumers.  Offering 

revolutionary hardware and software products and 

solutions without a competitive price will point to 

consumer’s dissatisfaction. It is impossible for this 

company to sustain itself without its consumers.  

To achieve a competitive product with an 

outstanding performance but at the same time have 

a moderate manufacturing cost so it can be offered 

at a price that consumers can afford, a Project 

Management approach will help to identify the 

necessary processes and project tasks to 

successfully complete the project objective and 

sustain the company in competence among other 

advanced technology solutions organizations. This 

way the root causes can be identified in order to 

implement corrective actions for processes 

improvement. 

METHODOLOGY 

For this project development, the 5 basic 

project management processes were used.  Project 

management is the discipline of planning, 

organizing, securing, and managing resources to 

achieve specific goals. The 5 phases included in 

this methodology are: Definition, Planning, 

Execution, Control and Closure [1]. 

The Definition phase allows the team to 

explore and elaborate the idea for the project The 

goal of this phase is to examine the feasibility of 

the project and decisions are made concerning who 

is to carry out the project.  The tool used during this 

phase was  

 Project Charter: This is a document that 

names de project, summarizes the project by 

explaining the business case in a brief 

statement, and also lists the project’s scope and 

goals.   



 

 

The Planning phase is to create a specific list of 

things that need to happen in order for the goal or 

goals to be met. In this process, the project plan is 

derived in order to address the project requirements 

such as, requirements, scope, budget, and timelines. 

The tools to planning the project were the 

following:   

 Work Breakdown Structure: A work 

breakdown structure (WBS) is a chart in which 

the critical work elements, called tasks, of a 

project are illustrated to portray their 

relationships to each other and to the project as 

a whole.  

 Critical Path Method (CPM): Critical path is 

the sequential activities from start to the end of 

a project. It is used to determine timing 

estimates for the project, each activity in the 

project, and slack time for activities. 

 Gantt chart: The Gantt chart is one of the 

most widely used tools for presenting a project 

schedule because it can show planned and 

actual progress. A time scale is indicated along 

the horizontal axis. Horizontal bars or lines 

representing activities are ordered along the 

vertical axis. 

The Execution and Control phase involves 

coordinating people and resources, as well as 

integrating and performing the activities of the 

project in accordance with the project management 

plan. During the Execution phase, the project 

manager spends a considerable amount of time in 

communication making sure the resources are 

available to do their work and know what work 

needs to be completed. Project Control utilizes all 

the plans, schedules, procedures and templates that 

were prepared and anticipated during prior phases 

[2]. This phase consisted in the following 

processes: 

 Conduct Project Execution and Control 

Kick-off: is where the Project Manager 

conducts a meeting to formally begin the 

Project Execution and Control phase, orient 

new Project Team members, and review the 

documentation and current status of the project. 

 Manage Project Execution: is where the 

Project Manager must manage every aspect of 

the Project Plan to ensure that all the work of 

the project is being performed correctly and on 

time.  One example is requesting Project Status 

Report to keep all team members updated. 

The Closure phase includes the formal 

acceptance of the project and the ending thereof. 

Administrative activities include the archiving of 

the files and documenting lessons learned aims to 

address.   

 Complete and store Project Acceptance 

Form: where the Project Manager, Customer 

and Project Sponsor acknowledge that all 

deliverables produced during Project Execution 

and Control have been completed, tested, 

accepted and approved. 

 Carry out a Post-Project Review: here a 

project summary is documented so that the 

project manager and his teammates can use the 

experience they have gained in future projects.  

RESULTS AND DISCUSSION 

The discussion of the problem statement will 

be presented using a Project Management approach 

and the results obtained to fulfill the project 

objective will be shown.   

Define Phase 

The Definition phase helps to clarify the 

understanding of the problem.  A project charter 

was made in order to define the project statement, 

objective statement, business impact, project scope 

and project schedule (Figure 1).  

Figure 1 

Project Charter  



 

 

Planning Phase 

A Work Breakdown Structure (WBS) is a 

fundamental project management technique for 

defining and organizing the total scope of a project, 

using a hierarchical tree structure. The WBS is 

shown in the Figure 2.   
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Figure 2 

WBS 

A CPM was made to denote the activities and 

tasks required to complete the project. Each activity 

is listed in Table 1. It indicates a designation letter, 

the immediate predecessor which means the 

activity required before the current activity can 

begin, and the duration in weeks. 

Table 1 

CPM Activities                                                                                   

 

Table 1 

CPM Activities (Continue)                                                                                  

 

The CPM diagram is shown in Figure 3.  It 

defines when tasks will begin and finish.  The 

critical path is denoted in red and it includes the 

tasks A, D, F, G, H, J, K, L, M, N, O, V and W 

which are described in Table 1. The project will 

take 30.7 weeks to complete. 
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Figure 3 

CPM 

A Gantt chart was created to help work out the 

critical path. The required tasks and activities to 

complete the project are scheduled to help monitor 

the project and keep the status updated. Refer to 

Figure 4. 

Execution and Control Phase 

After developing the Project Definition and 

Project Planning, a Kick-off meeting Agenda was 

conducted as part of the Project Execution and 

Control. The goal of the kick-off meeting is to 

verify that all parties involved have consistent 

levels of understanding and acceptance of the work 

done so far to validate expectations pertaining to 

the deliverables to be produced during this phase 

[3].  Refer to Figure 5 



 

 

  
Figure 4 

Gantt chart

 

Figure 5                                                                                    

Project Execution and Control Kick-off Meeting Agenda  

Following the Kick-off meeting agenda, the 

notes, discussion and action items were compiled 

into meeting minutes and distributed to all 

attendees for review and approval.  After everyone 

approval the meeting minutes were added to the 

project repository.  The Meeting Minutes are shown 

in Figure 6. 

 

 

 
Figure 6 

Meetings Minutes 

A Project Status Report was scheduled to 

submit on a biweekly basis The Project Status 

Report was a means of communicating regularly 

the ongoing progress and status of the project. The 

overall project status was communicated to all team 

members using the Project Status Report. The same 

report was used to communicate the project status 

to managers and other stakeholders.  A report from 

the period 4/4/12 to 4/17/12 when the Production 

Development phase was taking part is shown in 

Figure 7.  



 

 

 

 

Figure   7                                                                                   

Project Status Report 

 

A transition checklist was used at the end of 

the Execution and Control phase to focuses on 

completion of project tasks, and verification that 

acceptance criteria have been met. 

The project transition checklist provides a 

vehicle to verify completion of the project 

Execution and Control phase before beginning the 

Closure. The transition checklist forces the project 

teams and project members to formally address the 

transfer and acceptance of the deliverables and 

associated documentation. Refer to Table 2. 

Table 2 

Transition Checklist                                                                                   

 

 

 

 

 



 

 

Closure Phase 

As the deliverables of the project were 

produced and accepted, approval signatures were 

gained from the Project Sponsor. Following the 

final status meeting, the Project Manager obtained 

the Project Sponsor’s signature one final time, 

indicating acceptance of the project to date, and 

indicating approval to proceed to Closure the 

Project. Refer to Figure 8 for The Project 

Acceptance Form. 

 

Figure   8                                                                                   

Project Status Report 

A Post Project Review was made to provide a 

summary of the project which was completed. This 

document will communicate what went right and 

wrong with the project, as well as lessons learned 

and recommendations for future projects. This 

section provides enough background information to 

base the details in the rest of the document on.  

Figure 9 shows the Post Project Review which 

includes the Project Summary, Project Team and 

Staffing, Project Deliverables and Project Schedule. 

 

 

 

 

 
Figure 9                                                                                     

Post Project Review 

 



 

 

 

 
Figure 9                                                                                     

Post Project Review (Continue) 

CONCLUSION 

 Identity management is one of the issues that 

almost every organization wants to address, only to 

discover how complicated it actually is to 

accomplish from both a technology and business 

perspective. Security is today’s most important 

consideration when managing the identity of a 

human being. To manage the identity of a person an 

identification card, password or biometric is stored 

in a database to. Today the best way to secure a 

person identity is using a biometric security system, 

especially an iris recognition system. The objective 

of this project was to reduce the manufacturing cost 

of an advance iris identity product so it can have a 

competitive price in today’s advance technology 

market. 

 A Project Management approach was used to 

plan, organize, execute and control the require steps 

and processes to re-design the product and develop 

the necessary testing and production documentation 

to deliver it on time. Some tool were used such as 

Project Charter, WBS, Critical Path Method, Gantt 

chart, Project Status Report, Transition checklist, 

Project Acceptance Form and Post Project Review 

in order to complete and manage each project task 

on time. From the CPM was found the most 

important task in the project which is the longest 

time it will take to complete.  A Gantt chart was 

created to schedule the project plan and help the 

project team to finish each task on time.  Using bi-

weekly Project Status Report and meetings 

regarding those reports to manage and control the 

project team members and staff were able to 

complete each deliverable as planned. The Project 

was successfully completed on time which can be 

attributed to effective planning and communication. 

 As part of the closure phase a Post Project 

Review was created to provide the scope and a 

summary of the project completion. This document 

will communicate what went right and wrong with 

the project, as well as lessons learned and 

recommendations for future projects. 
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