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Software Release Phase 1 – Preliminary Requirements Gathering

What:    This document covers Phase 1 of the Software Release Life Cycle.    It includes a  one-to-two page description of recommended deliverables for this phase.  

The Preliminary Requirements Gathering Phase of the Software Release Process is an information gathering  phase - initial release requirements definition begins based on information from previous projects and releases.  Issues that will influence the contents of this next release are identified such as from customer service, marketing, SW test engineering or development. Defects in the bug tracking system are reviewed.  Preliminary SW architecture development plans are reviewed and analyzed for impacts to the release.

The information gathered and generated in this phase is reviewed again in later phases as the scope of the release work is examined and tradeoffs possibly become necessary.  As the individual projects that will compose this release are initiated and kicked off, their planning information will evolve and be incorporated into a refined release plan. 

Why:    There are usually many candidates for inclusion in a software release.  This early requirements gathering phase is important for ensuring that information and issues from previous releases and projects, and those that have arisen in the interim, are all brought into the release planning process.  

The phase specifically ensures early identification of potential work  that would probably not be part of the new product requirements naturally developed on individual projects.  Examples of this might be:

· Bug fixes

· Porting base software or applications to new language or platform

· Upgrading software tools

· Upgrading software test tools

· Minor enhancements

· Maintenance work on non-critical projects

· Installation scripts, test scripts, build or make scripts, configuration management, etc.

All such elements can swell the true work involved in a software release-- and if they aren't accounted for early, unreasonable release expectations may be set- and hard to change!

How:   Review the deliverables suggested in this document (See Checklist on the next page).  Adjust for your particular organization,  project type, or company.  

Perform the activities described in those deliverables.  See the Software Release Life Cycle Team Member Glossary if you have questions about the roles listed as Driver and Contributor for a deliverable.

At the end of this phase, you will be prepared for Phase 2, Scope Definition.  Phase 1 will generate a candidate list of all the features, major projects, bug fixes, etc. to include in this release.  In phase 2 that compiled list will be analyzed further to understand its scope, so that if necessary tradeoff decisions can eventually be made.

Related documents:

Software Release Life Cycle Overview 



 HYPERLINK "http://www.projectconnections.com/knowhow/template_list/phases/general.html#soft_lifecycle" 

Software Release Life Cycle WBS



 HYPERLINK "http://www.projectconnections.com/knowhow/template_list/phases/general.html#soft_team_glossary" 

Software Release Team Member Glossary



About the Author 

Peter Michels has served as Director of Engineering and Program Management, Senior Project Manager, Software Development Manager and software developer in large and small companies with most recent focus in commercial wireless and 802.11 network  communications.  

Pete's professional interests are in project recovery, organizational behavior and organizational restructuring.

It has been commented that Pete has a higher tolerance level than average for negativity, which he explains must be the reason he enjoys, remains in and excels at the project management profession.  Pete has also been quoted as saying "almost everything is a project of some sort."  Apparently, he uses MS Project for many personal activities too.  Pete firmly advocates that schools should teach basic project management along with consumer economics and shop classes.  Pete has an irreverent sense of humor and finds a something amusing in most projects or programs.  Pete's last team shirts read "If you can't juggle, don't join the Circus" next to a juggling clown  logo on a unicycle with the sleeve reading "Ringmaster."

Pete contributed this series of software release life cycle overview documents and templates from his hard-won experience putting together software release methods in a growing software company.  Even as the company grew a sound process for developing each  hardware/software project, they found they needed an overlay to help with planning of their overall releases-- which often brought together 10-20 individual  (and complex in themselves) software and platform projects, as well as numerous feature enhancements, to enable them to make the necessary releases to the market.

The deliverables defined in this document, as well at the others in the Software Release Life Cycle series, can be adapted and used for planning of various kinds of software releases.
NOTE: This document is written in the form of a typical development process reference.    If you are trying to create a methodology document for your software release teams, you can edit this document and the other SRLC phase documents to form your process reference.

SW Release Phase 1 – Preliminary Requirements Gathering

Checklist for Phase 1 Preliminary Requirements Gathering Completion

Check
Document #
Document Description

	q
	1.1
	Current Defects Evaluation Plan

	q
	1.2
	“Prior Releases” Problem Review Plan

	q
	1.3
	Review of Existing Product (Project) Maintenance Plans

	q
	1.4
	Review Preliminary Software Architectural Overview

	q
	1.5
	Preliminary Requirements Gathering Phase Exit Criteria


Each deliverable definition on the following pages  includes:

Document Name: The name of the document and the phase of the software release process during which it is created/ delivered. 

Driver:  Person primarily responsible for making sure the tasks are accomplished and accomplished correctly.  Not necessarily a contributor to the deliverable - but the one who makes sure the deliverable gets done.

Contributors:  List of persons with knowledge about or responsibilities for the accomplishment of the tasks, required to contribute to the deliverable's creation.

Prerequisites:  Any activities that must be performed before the Driver and Contributors can complete this deliverable.

Purpose and Audience: Describes why this information is needed and who needs it.

Recommended Accomplishments: List of recommended deliverables content, related activities, and decisions that should be accomplished before the deliverable is considered complete.

Current Defects Evaluation Plan

Deliverable 1.1
Driver:  

Software Release Project Manager

Contributors:

SW Project Leaders, Software QA Engineers, Product Managers (Marketing), Customer Service

Prerequisites: 

None

Purpose and Audience: 

This step is recommended to guarantee that all problems, issues, upgrades and updates that have been added to the defect tracking system or otherwise documented are considered for inclusion in this release.

The marketing group may have enhancement requests and wish lists.  There may be “lessons learned” meeting notes from completed projects that may have documents delayed or postponed enhancements or non-critical functionality.  Customer service “unfixed” bug reports and incompatibilities list, etc. should be reviewed.

Recommended Accomplishments:

The appropriate persons meet, discuss and formulate a plan to analyze and review the current defects entered into the defect tracking system.

Review bugs by priority and critical impacts.

Assign priorities and effect-levels to any defects requiring more information.

Review proposed enhancements to existing products and projects that were inadvertently added to the defect tracking system as bugs.  Suggestions are likely from marketing, development, test and customer service.  Determine if scope of the enhancement is minor (similar to a bug fix) or major (larger than a typical bug fix).  Move major enhancements into planning phases as separate projects.
Summarize the various categories of bugs and issue a report.  The report should contain information on:

1) What bugs should  get fixed during the upcoming release?

2) Who is responsible for fixing the bugs and performing the identified minor enhancements?

Continued next page
Current Defects Evaluation Plan

Deliverable 1.1 (continued)

3) Will the bug fix or enhancement be included as a project team's deliverables or fixed during a maintenance phase of the release (i.e. "Bug" week, Alpha, Beta, etc.)

4) Will the bug be fixed by a specific individual or assigned to a project team or group and the individual identified later?  (this early identification is useful when a specific individual or a specific group is the likely candidate for performing the work)

5) Identify the expected work effort of the bug fix or minor enhancement.  Estimate this where required or identify this bug or enhancement as requiring additional analysis.

Document the decisions and actions. 

“Prior Releases” Problem Review Plan

Deliverable 1.2
Driver:  

Software Release Project Manager, Software QA Manager

Contributors:

SW Project Leaders, Software QA Engineers, Product Managers (Marketing), Customer Service, Software Release Project Team

Prerequisites: 

At least a draft version of the 1.1 Current Defects Evaluation Plan.

Purpose and Audience: 

The goal of this 1.2 deliverable is to capture information for release content planning that is not documented elsewhere.    (Some of the previous release's errors will already be documented in the defect tracking system and thus covered under 1.1.)  
Reviews are performed with input from persons with any vested interest in errors, problems, bugs, minor or major enhancements, etc. identified in the immediate previous release as “needs” or “wants”.  Problems submitted from internal and external (customers) sources should be included.  

Any problems with the release process, identified during the previous release’s lessons learned meeting, should be included and documented.

Recommended Accomplishments:

Conduct review meetings with contributors to determine what issues, errors, bugs, needs, wants, etc. have been identified from the immediately previous release.

Determine if intermediate patches to the previous release are appropriate.  If so, plan the integration of the patch into the future release.

Review lessons learned report from the prior releases and review any release process problems.  Analyze these and include any needed changes.

If any item is immediately critical, determine if the problems should be fixed immediately as patches to the current release, documented into the defect tracking system, or assigned as deliverables to an appropriate project in the upcoming release.  It is possible to decide on doing all three to solve a problem or part of a problem and defer part to a later project or bug fix.

Document the decisions and actions.

Review of  Existing Product/Project Maintenance Plans

Deliverable 1.3
Driver:  

Software Release Project Manager

Contributors:

SW Project Leaders, Product Managers (Marketing), Software Release Project Team

Prerequisites: 

None – This can be done in parallel with other activities

Purpose and Audience: 

To review the Maintenance Plans for projects that are receiving ongoing support, to see if any work called for in those maintenance (or sustaining) plans should be included in this next software release. (By maintenance plan, we mean any plan put in place at the end of a project for support/ maintenance/ sustaining/ minor updates to that product once the initial delivery has been made.)   Here are several typical types of projects that might have maintenance plans and thus feed additional work to this upcoming release:

· Staged projects with major chunks of functionality, originally planned to cross multiple releases - some outstanding work might now need to become part of the release we're planning.

· Projects that had unplanned scope reductions during a  previous release, with those dropped features added to a maintenance plan as "follow-on changes"

· Evolutionary projects - where the maintenance plan specified what changes would be added after the initial delivery to customers  was made.

.

Recommended Accomplishments:

(Consider creating a Project Maintenance Plan for any past project, to capture assumptions about follow-on work required. ) 

Review all the existing Project Maintenance Plans.

Hold meetings to review these sources and decide what should be included in this release. 

Document the decisions and actions. 

NOTE:  Evaluate if the information from the Maintenance Plans are documented elsewhere, for instance, some of the follow-on features or issues might have also been added to the defect tracking system.  Decide where is the best place to document the needed changes, and get rid of the redundant documentation.

Review Preliminary Software Architectural Overview

Deliverable 1.4
Driver:  

Software Chief Architect, Software Release Project Manager

Contributors:

SW Project Leaders, Product Managers (Marketing), SW QA Manager, Software Development representatives, any other interested parties

Prerequisites: 

None

Purpose and Audience: 

Any persons involved with the current or on-going architecture plans for the upcoming release.  This activity is to ensure that the SW Release Team and various contributors are aware of the direction and intention of the architecture development efforts and their possible impact on the upcoming release.

This activity is really an information sharing overview to prepare for the Software Architecture Specification deliverable in the next phase.

Recommended Accomplishments:

Perform information review of any in-process software architecture plans.

After review: 

1) Determine if representative from architecture team should be assigned to release team, 

2) Determine if release team member should be assigned to track architecture team meetings, or 

3) both.

Preliminary Requirements Gathering Phase Exit Report

Deliverable 1.5

Preliminary Requirements Gathering Activities Checklist

	q
	Current Defects Evaluation Plan – bug data base checked and beg review performed

	q
	“Prior Releases” Problem Review Plan – Any new information from recently delivered prior release has been reviewed, analyzed and included or discarded.

	q
	Review of Existing Product (Project) Maintenance Plans – Projects with maintenance plans have been reviewed and part or all of changes called for in the maintenance plans have been analyzed and either included in the release or discarded.

	q
	Review Preliminary Software Release Architectural Overview – Work in progress from the Software Development architecture team has been reviewed for impact on this release. 

	q
	Preliminary Requirements Gathering Phase Exit Criteria –

· The Team Member Approval list has been modified to reflect the needs of this release. I.e., decide who should sign off on this preliminary planning phase.

· The  documents in this phase have been reviewed and approved by those people and this formed signed. 


Team Member Approvals 

	SW Release Manager:

	Date:
	


	Executive Sponsor:

	Date:
	


	Development Director:

	Date:
	


	Product Manager (Marketing):

	Date:
	


	Customer Service:

	Date:
	


	Software QA Manager:

	Date:
	


	SW Manager (Systems):

	Date:
	


	SW Manager (Applications):

	Date:
	


	SW Manager (Embedded):

	Date:
	


	SW Manager (Networks):

	Date:
	


	SW Project Leader:

	Date:
	


	SW Project Leader:

	Date:
	


	SW Project Leader:

	Date:
	



