Charter Summary
	Field
	Value

	Project name
	Automated Production Reporting (Pilot Line)

	Sponsor
	Operations Sponsor

	Project manager
	Internal Project Manager

	Business problem
	Manual reporting delay up to 24 hours

	Objectives
	Latency < 60 seconds, uptime ≥ 99.9%, KPI totals match shift logs

	Scope
	Single production line pilot, planned cutover window

	Approval date
	Oct 1, 2025



Project Phases and Dates
	Phase
	Date range
	Key output

	Phase 1: Requirements and KPI Definition
	Oct 1, 2025 to Oct 7, 2025
	KPI list, acceptance criteria, scope sign-off

	Phase 2: Data Mapping and Security Design
	Oct 8, 2025 to Oct 21, 2025
	Data dictionary draft, SQL schema, security approach

	Phase 3: Development
	Oct 22, 2025 to Nov 13, 2025
	Python middleware, SQL writes, service setup

	Phase 4: Testing and UAT
	Nov 14, 2025 to Nov 28, 2025
	Recovery, accuracy, load tests, UAT results

	Phase 5: Pilot and Handover
	Dec 1, 2025 to Dec 12, 2025
	Pilot monitoring, closeout, and handoff are complete



Top Risks
	ID
	Risk
	Likelihood
	Impact
	Mitigation

	R1
	OT, IT access delays
	Med
	High
	Early firewall allowlist request, pre-approval review

	R2
	Developer time constraints
	High
	High
	60-hour time block commitment approval

	R3
	KPI definition drift
	Med
	High
	KPI glossary and data dictionary, QA validation in UAT




