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Technology Project Plan for Herff Jones

Introduction

Herff Jones Photography Company decided to move from film to digital photography in 2004, which meant consolidating its business into one facility that allows the company to better utilize its resources.  In order for Herff Jones to gain competitive advantage over their competition, the company is in a position where it must improve their technology.  One way of improving technology is to enhance the companies existing website by including online catalog sales to their customers.  Not only does Herff Jones need to implement online catalog sales, but also features for self-service or use of real-time customer support.  Herff Jones competitors do not offer online ordering of digital photography prints but they are very close to implementing this system.  Herff Jones began converging from film to digital in 2004 and is now in the process of implementing a new website to be finished by January 1, 2006.  Herff Jones plans to also enhance their website to show real-time inventory available for sale and customer order status.

Databases

Electronic customer relationships are becoming increasingly important to remain competitive.  Herff Jones has decided to develop relationships in order to improve customer service and satisfaction, personalize service, optimize marketing, and improve customer relations by providing easier systems for the customer.  Herff Jones also wants to reduce customer service costs through “self-service” features such as search functions and order delivery status and to grow profitability by analyzing customer information to optimize marketing efforts.  

Herff Jones website is specialized with Camrax image database software.  Camrax software specializes in imaging, high-quality compression that produces small image files, and database modules (http://www.camrax.com).   The advantage of using Camrax software is that customers can view their images immediately.  Herff Jones also uses Knoware Image Database, which allows customers to view all their images simultaneously.  “The imaging is full 32-bit compression and decompression giving exceptionally fast loading times and high quality images zooming instantaneously just by clicking on the image, up to 800% of the original image size” (http://www.camrax.com).

Herff Jones feels it is very important their website show real-time inventory and customer order status.  Herff Jones has purchased InQuiero, which is an Internet enabled remote support solution designed especially for the use by support departments to offer enhanced remote assistance for customers and employees.  There is no prior software needed.  

There will be a live contact button on Herff Jones website for the customer to click on.  The customer is then sent to a support staff member immediately or when a line becomes open.  There are three ways for the customer to communicate with a support staff member.  The customer can communicate by chat, voice over IP, or video conferencing.  The support staff member has a remote control that will allow the employee to take over the customer’s computer for any help with retouching, cropping, or any other questions the customer needs help with.  There are 256 bits AS encrypted that does not allow any unauthorized access (http://www.hjpro.com). 

Programming

Another application that is going to be introduced by Herff Jones on their website is Image 21.  Image 21 is where film and digital photographers and customers can use Herff Jones’ full-service product line to order color corrected prints with services like retouching, personalized wallets (which Herff Jones competitors cannot do), and custom items.  Photographers and customers can order Image 21 products and services through ProShots or ROES software (HJPro.com).  

ProShots is a digital workflow that will save time by posting images to an individual Internet storefront for family members to view images.  ProShots also allows the customer to purchase directly online, post a slideshow for family members to view, and add captions or comments.  There is a 20% coupon for new users, which makes this a nice client-pleasing feature.

ROES DP2 Server is integrated with Kodak DP2 software and 

processes Herff Jones client’s orders automatically (softworksroes.com).

Networks


Once a Herff Jones employee finishes photographing a school, the images are downloaded over Gigabit Ethernet to Pi Media’s central file storage facility. From there, using proprietary image management software, post production staff convert the files to CMYK, and merge the images with text and other layout objects into a final catalog page. The client can remotely log on to this server and follow the progress of the images and pages throughout the process.  Once the pages have been proofed, and the entire catalog completed, the pages are converted to PDF files and sent to the printing plant. No color separations. 

With the exception of page proofs, the fully calibrated and profiled Lacie (and some newer LCD monitors) are what's used to judge image quality, from the camera though to the final printing stage.

Because these cameras and backs are used in tethered mode, with an image appearing on the workstation monitor seconds after it is taken, the photographer and stylists tend to use the large screen for judging lighting, composition and for making other esthetic image judgments, rather than the camera's viewfinder. Capture One's Composition Mode is used for this to preview the image as often as necessary, without it taking up any disk space. 

Customers can then view their images on the Internet using Camrax software and the Knoware Image Database.
Systems Analysis and Design Process


Use cases aid in the systems analysis and design process by breaking down the process in a step-by-step manner so that every step can be evaluated.  Herff Jones used four main analysis: (1) cost-effectiveness analysis, (2) feasibility analysis, (3) cost-benefit analysis, (4) and risk-benefit analysis.  

Herff Jones also used a Spiral model, which allows the analysis and process to be completed in phases. Each step is then divided into its own sub-step and analyzed until each step is perfected.  This allows Herff Jones project manager to hand over certain functions more frequently rather than giving them all the functions at the end of the development process.


During the designing process of the enhanced website, Herff Jones looked at:

· Function:    Is the design at hand functional and does it add to or solve the problem at hand?  What is the exact use of the project?

·  Appearance:   How will the project look once it is completed?  What will make the project attractive or appealing?

·  Materials:   What materials are needed?  Are they affordable for Herff Jones? Do they have the right physical properties, such as strength, rigidity, color, and durability? 

· Construction:   Will it be difficult to construct?  How many employees will be needed for completion of the project?

· Safety and Security:  Is the project safe for Herff Jones and will customers feel secure with the website? (http://www.netnam.vn/unescocourse/sys_ana_des/21.htm).
Internal and External Stakeholders

One step that a project manager can take to define all the contributors and stakeholders on a project is to create a Roles and Responsibility Matrix. The Roles and Responsibility Matrix contains a list of all the potential stakeholders, a description of their roles and responsibilities in relation to the project, and an assessment of their involvement, influence, and strategy concerning communication.

A key element of identifying individual stakeholders is to understand their individual priorities. Each stakeholder has specific characteristics as well as unique communication needs. These communication needs can include:

· Awareness 

· Understanding 

· Commitment 

· Advocacy 

The intent is to move stakeholders through the following stages with the ultimate goal of Advocacy for as many as them as possible. For example:

· Awareness — Stakeholders are aware the project is under way. 

· Understanding — Stakeholders have a sound understanding of the purpose and the progress of the project. 

· Commitment — Stakeholders support the project, believe it is worthwhile, and would act if prompted. 

· Advocacy — Stakeholders proactively communicate and take action required in support of the project. 

Business Risks and Security Risks


The biggest barriers to e-business today come from customers.  Herff Jones needs to address some concerns that customers might have in regards to the features, uses, and benefits of the enhanced website:

· Will customers accept the fact that their photos are online and that they cannot physically touch them?

· Are customer’s needs and expectations met?

· Is the website easy to maneuver through even for someone who does not know how to operate a computer?

· People tend to not trust the security and online ordering.  Does the website make it clear to the customer how secure the website is?

· People may feel that there is no easy way to pay other than by credit card.

· Do the benefits of ordering online outweigh the time it takes to place an order from a local photography studio?

Herff Jones needs to be very active and not passive when receiving feedback from their customers.   The company needs to evaluate those concerns immediately and find corrections and not be blinded by the company’s own biases.

There are times when websites are down due to maintenance, software, and other issues that may arise.  Customers take time out of their schedule to spend awhile in viewing and purchasing photos.  If the website is down for whatever reason, it may discourage them from possibly not ordering pictures at all.  There may be times when senior students sitting number has been entered incorrectly.  When that sitting number is used to view a certain senior image then it could take the customer a long time in finding out where the correct senior images are. 

If a customer has a question on the Herff Jones website, they will eventually be able to speak to a support staff member.  

When the customer clicks on the live contact button and as soon as a support staff member is free, the customer can then discuss any questions.  There are times when customers have to wait up to 10 minutes.  This could leave customers upset with their online shopping experience. There are times when people are too busy to take the time and order online and with color correction, retouching, and specialty items, it may be too complicated for the customer.  If the customer has to receive additional help from a support staff member, it could get too time consumer for the customer.

Financial Plan


The outline provision to convert to digital photography from traditional medium format and long roll cameras is to commence and be fully completed by July 1, 2006.  

This augmentation is seen as a necessary change as it has been studied and reported that within the next five years 95% of all photographs created in the USA, Japan, and Europe will be exclusively taken by digital capture techniques (theimage.com).  Herff Jones has enough resources to fund future growth and to make cutting edge research and development.   Herff Jones has allotted over $10 million dollars annually towards the implementation and training of employees for this project (http://www.hjpro.com).  The total start-up conversion is expected to be over $58 million dollars.  The maintenance costs for the conversion is expected to be over $27 million dollars.  The projection for this project is to have complete customer buy-in with and increase in revenue of 20% in the first year.  In order for Herff Jones to monitor this projection, it has begun the implementation in stages.  The company began the implementation of digital photography in the Eastern States.  The next phase was in the Midwest.  

The final phase was in the Western United States.  This would allow Herff Jones to improve on any early warning indicators.

The start-up costs for the conversion are:

• Technology 12.5 M

• Cameras 23.6 M
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• Training 22.5 M

The maintenance costs for the conversion are:
• Technology 7.5 M

• Cameras 12.3 M

• Training 7.6 M

Assumptions Towards These Projections

A through evaluation of Herff Jones performance is looked at from a financial perspective as well as a non-financial computation.  Herff Jones looked at the financial measures in determining the company’s turnover, liquidity, capital structure, sales growth, and profitability.  Herff Jones also looked at qualitative aspects of the business in making strong managerial decisions, such as, employee satisfaction, corporate culture, employee turnover, employee training and development as well as repeat business.  The balance sheet, income statement, and owner’s equity, and financial measures must be weighted with the non-financial measures when assessing candidates who may ultimately become an alliance partner.  

Metrics to Measure Performance


Herff Jones used Key Performance Indicators (KPI) to gain knowledge of:

1. Customer-related numbers: 

a. How many new customers have been aquired since the project began

b. Are existing customers happy with the convergence 

c. Is there any attrition of customers 

2. Is there turnover generated by segments of the Customers – Demographic filters are used in determining this factor.

3. Demographic analysis of individuals (potential customers) applying to become customers, and the levels of approval, rejections and pending numbers. 

4. Profitability of customers by demographic segments and segmentation of customers by profitability (http://wikipedia.com). 
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