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Software Release Phase 3–  Negotiation  and Planning

What: This document covers Phase 3 of a Software Release Life Cycle.    It includes a  one-to-two page description of recommended deliverables for this phase.
The Negotiation and Planning phase is focused on bringing a full release team together, based on the desired release scope defined in the phase 2 preliminary plans.  The team will continue to plan the release, bringing individual project information into a set of master plans that encompass the entire package of the release  Scheduling of specific resources, time, equipment, money, etc. are all combined and various final trade-offs are made between scope, quality and time.  Elements may be dropped from the release scope at this point by necessity.

The Release Vision document is created and iteratively updated during the phase to reflect final release scope decisions as tradeoffs are made.  The Vision helps ensures the release will meet the needs of the customers and their quality expectations. 

The SW architecture is completed to document what is required technically to meet the Release Vision, and is referenced by the entire team and by individual projects.

The detailed project plan is created, and the associated budget is formalized and approved.

Why: This phase provides the opportunity for all the various threads of development and production to come together under one master release plan.  This plan includes the total budget, the total resource allocation, the high-level view of the total architecture, etc.  The final release scope cannot be decided until some of the project-level work plans and estimates are available.  This phase provides a construct for bringing that info together to make final decisions.

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 4, Release Plan Refinement.  Phase 3 generates the initial detailed release plan for development work.  During phase 4 the team will refine the testing aspects of the plan, as the individual projects get far enough along for that information to be available.   

Related documents:

Software Release Life Cycle Overview 

Software Release Life Cycle WBS

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 Phase 4 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 3  Negotiation and Planning  - Completion Checklist

Check
Document #
Document Description

	q
	3.1
	Updated Release Vision

	q
	3.2
	Release Team Roles List

	q
	3.3
	Release Team Communication Guidelines

	q
	3.4
	Release Team Responsibility Matrix

	q
	3.5
	Update Software Architectural Specifications

	q
	3.6
	Release Risk Assessment and Contingency Planning

	q
	3.7
	Release Review (RR) Meetings & Minutes

	q
	3.8
	Release Verification Plan

	q
	3.9
	Release Schedule (with Resources, Milestones, Inter-project Dependencies and Resource Allocation Map)

	q
	3.10
	Release Integration Plan

	q
	3.11
	Release List of Tools, Equipment and Facilities

	q
	3.12
	Total Release Budget Required

	q
	3.13
	Ongoing Critical Issues List

	q
	3.14
	Release Launch Notification

	q
	3.15
	Negotiation and Planning Phase Exit Criteria


Each “Deliverable” definition includes:

Document Name: The name of the document.

Driver:  Person or persons primarily responsible for making sure the tasks are accomplished and accomplished correctly.  Not necessarily a contributor to the deliverable.

Contributors:  List of persons with knowledge about or responsibilities for the accomplishment of the tasks.  Not necessarily an author to the deliverable.

Prerequisites:  Any activities that must be performed before the Driver and Contributors can complete these tasks.  Some of the prerequisites may come from individual project or product development teams.  These deliverables may have a different name than referenced in this document, but are still considered prerequisites to complete the phase.

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.

Updated Release Vision

Deliverable 3.1
Driver:  

Software Release Project Manager

Contributors:

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

Prerequisites: 

Phase 2 Scope Definition Exit criteria met

Purpose and Audience: 

To continue to keep the release team aligned on the goals and content of the release.  This is an "aligning document". It records the release team’s common agreement on the purpose of the release, benefits to the customer, and major features of the release and system being developed.  Ensures that all interested parties agree on the scope of the release.

The draft vision and preliminary release plans from phase 2 give the starting point of the Vision - they define all the elements considered to be a priority for this release by the management team.  Now  a full release team will come together to plan the release in detail and ensure that any tradeoff decisions stay true to customer needs, and update the Vision accordingly.

Used by all release team members and stakeholders as the established and limited set of release objectives- forms the "contract" for the release. Must be formally endorsed by the release team, with any future changes approved by the team as well.

States what is in the release and what is NOT.

Recommended Accomplishments:

· Update the Vision during phase 3 for any changes made to scope of the release.

· Provide a Cost Analysis or Benefits Analysis with the Release Vision.   Break down any obvious sub-parts of the release, where the analysis is available from the product development projects.

· Have the release team sign the final vision at the end of Phase 3.  A signature on the Release Vision means the signer buys in to the scope decisions made and documented in the vision, and takes responsibility for those components of the Release Vision that affect that individual or, if a manager, the manager’s group.

Continued next page

Updated Release Vision

Deliverable 3.1 (continued)
.

Recommended Contents of a Release Vision:

Introduction and description of the release (brief).

Executive summary or overview.

Target customers, their problems or needs, and the benefits this release provides to the overall goals of the company.

Strategic requirements of the company that the release will solve or enhance.

Key issues customers will use to judge the quality (measures of success) of the release.

Key technologies and key features that are changed or added to the system in this release.

Crucial release factors as applicable. May include:

· Migration from previous releases

· Interaction with components, objects or packages from previous releases

· Proposed potential for system extensibility, expansion, maintenance or functionality growth (show how SW can extend, if needed)

· Physical environments effected by the release

· Safety and liability issues

· Quality and reliability issues

· Ergonomics and usability

· Users’ abilities (or not and why i.e. what got traded off?)

· Distribution method and deployment of the release

· Documentation, training, servicing, maintenance and distribution issues of the release

Release Team Roles List

Deliverable 3.2
Driver:  

Software Release Project Manager

Contributors:

SW Project Leaders, Release Team, Executive Management

Prerequisites: 

Phase 2 Scope Definition Exit criteria met

Purpose and Audience: 

To communicate to the release team who is responsible for each important functional area of the release. Each team member is likely to refer to the Team Roles List occasionally to address specific issues. The SW Release Project Manager uses the Team Roles List as a primary tool for ensuring that the proper members are committed to the team and included in decision making and release execution activities.
Recommended Accomplishments:

Makes clear who, from each functional group, is to be involved in the software release, and what his or her role is (that is, SW Release Project Manager, Chief SW Architect, SW Project Leaders, SW Engineer on project X, Release Integration Lead, SW QA Lead, Customer Service, Tech Pubs writer, etc.).

It is important to start this list early in the release planning to ensure that critical release team roles are filled early.   Release team members' involvement can be made clear, both to the individual and to the rest of the release team.

Clarify technical and decision-making responsibility of various “managers and leads”.  For example, responsibilities can be allocated according to domain expertise.  A responsibility matrix chart with decision making authority, suggestion/advice responsibility, approval authority, review requirement, etc. can be made for the team.

Release Team Communications Guidelines

Deliverable 3.3
Driver:  

Software Release Project Manager

Contributors:

Release Team, SW Project Teams, Executive Management

Prerequisites: 

None

Purpose and Audience: 

To identify the guidelines the release team will use to communicate during the release and make meetings, reviews, etc. more effective for those clearly defined purposes.

All release contributors and support team members will use this info.

Recommended Accomplishments:

State type and frequency of meetings.  For example:

· Status meetings

· Bug review meetings

· Deliverable review meetings

· Issues meetings

· Other

Determine meeting guidelines (Meeting rules)

Identify (if applicable) remote team member communications guidelines:

· Conference call needs and frequency

· Status sharing email template and frequency of reporting status

· Pagers or cell phones acquired and distributed

· Other

Track action items with action item, name of responsible individual, due date and expected results.

Cross-project communications and opinions and reviews needed.   Each project may impact others at the design level.   Set up mechanisms to ensure proactive communication between project teams and the Release Team, like copying Project Leaders and others on status reports, inviting team members from projects to release architectural reviews, and so forth.

Release Team Communications Setup Checklist (Sample)

	q
	Release web-site established with access and areas of responsibility for sections delegated. Have appropriate people put a link the release URL on any internal company or department web pages to release web page. Place this specific release web page on the Release Team Home page.

	q
	Release Team voice mail group established.

	q
	Release Team email alias established and core team members’ names added.

	q
	(If applicable).  Email distribution list for news flashes (notices of progress, accomplishments, and so forth, including people outside team).

	q
	Release team "Meeting Guidelines" and meeting ground rules established, published and posted on web (or emailed).

	q
	Meeting place and times established.  Rooms reserved, phones and other equipment reserved, etc.  Dial-in capability established for remote teams, etc.

	q
	Unusual conditions and constraints of communications are accounted for and agreed upon (i.e. offsite team members, remote teams, etc.).


Release Team Responsibility Matrix

Deliverable 3.4
Driver:  

Software Release Project Manager

Contributors:

Executive Management, Functional Managers, Release Team

Prerequisites: 

3.2 Team Roles List

Purpose and Audience: 

Communicates the level of responsibility each team member has for various release activities to the release team, the functional managers and Executive Management staff.

The Software Release Project Manager and release team references the matrix to ensure that the right people are involved in various release activities, such as contributing to or reviewing particular documents.

Recommended Accomplishments:

Helpful for clarifying:

· who has primary responsibility for an activity

· who fills a specific "lead" role

· who gives inputs to documents or guidance on activities

· who should be involved in reviews and what degree of authority they have for influence (i.e. final decision, advisory, peer influence, etc.)

It is not meant to list responsibilities for all the individual tasks (those should be shown in the Release Schedule with Resources), but can list critical tasks, deliverables, or areas of responsibility to clarify whom should be involved in reviews and approval and who has accountability.

Good uses for the responsibility matrix:

· Use the matrix to clarify technical and decision-making responsibility of various functional managers and technical leads.  For example, divide responsibility and accountability according to domain expertise.

· Use the matrix to clarify roles of cross-functional (non-development) groups during the Definition and Negotiation phase; for example:

· Get Customer Service or Customer Support involvement for early identification of any deployment or roll out conflicts

· Get Product Marketing involved on the see-saw negotiations of possible services and changes to services that are possibilities during the release

Update Software Architectural Specifications

Deliverable 3.5
Driver:  

Chief SW Architect

Contributors:

Project Leaders, Project Technical Leads, Technical Domain Experts, Release Team

Prerequisites: 

Phase 2 Scope Definition Exit criteria met

Purpose and Audience: 

Complete any additional updates to 2.2 Software Architecture Specifications.  

Recommended Accomplishments:

See earlier documentation in 2.2 Software Architecture Specifications.

Release Risk Assessment and Contingency Planning

Deliverable 3.6
Driver:  

Software Release Project Manager

Contributors:

Release Team

Prerequisites: 

Phase 2.5 Preliminary  Risk Management Plan

Purpose and Audience: 

Identifies the key "project" risks of the release as early as possible so that these risks can be managed effectively. The release team initially uses this list to analyze the amount of proposed technological and "release process" risk the upcoming release will include and decide whether to eliminate any innovations from the release to reduce risks, save time and money. The SW Release Project Manager then uses the Release Risk Assessment list to ensure that all areas of risk are adequately planned for and to later track that the risks are being eliminated, alleviated or minimized.

The various project, product, development and release leads use the Risk Assessment list to ensure that they develop test plans and contingency (backup) plans for each area of risk as appropriate.

The creation and continuous review of a Risk Assessment list provides heightened awareness of possible problems during the progress of the release.  Contingency plans provide the awareness of how to handle an actualized risk.  The activity of preparing the risk list and contingencies plans, and consequent awareness of these possibilities tends to lower the likelihood of certain risks actualizing because the awareness makes people consciously or unconsciously include the “known” risks as part of their planning activities around these risk topics.

Recommended Accomplishments:

List of the upcoming release projects' technological innovations, assessed for risk and potential project and release-level impact.

Review and include individual project Feasibility Analysis reports, as appropriate.

During the creation of the Release Schedule and Release Dependency Map, continue to look for areas of risk.

Create a master plan for managing the risks.  Plan may include things like meetings, regular reviews, list of invitees, documented contingencies, allocated budget, communications plan, etc.

Continued next page

Release Risk Assessment and Contingency Planning

Deliverable 3.6 (continued)
If any of these risks do become reality, related release documents should be updated and the alterations made visible — project schedule, budget, product cost, and so forth, in not only the project documentation, but in the release documentation, as well.

If any of the project risks become reality, and an alternate plan is adapted by the individual project team, remember to assess the impact of the alternate plan on the release and any other individual project that may be dependent on the project using an alternate plan.

Consider the following areas of risk:

· Business Issues (i.e. Time to Market or Time to Volume considerations) that effect the release.

· The summation of Technology Risks from the individual projects, as a whole.  How do these interact?  Identify additional risks caused by these interactions.

· Document any risks caused by product or subproject interdependencies, i.e. shared libraries, objects, packages, 3rd party software, etc.

· Resource allocation (personnel, equipment and facilities) risks.

· 3rd party products used in the release, including any interdependencies between collaborative 3rd party products.

· Alpha and Beta site identification.  What’s the confidence and quality level expected or previously experienced for both internal and external test sites?

· Confidence levels of whether Customer Service or Customer Support personnel are in place, trained and ready for supporting the release to the customer.
Release Review Meetings & Minutes

Deliverable 3.7
Driver:  

Software Release Project Manager

Contributors:

Release Team, Project Teams

Prerequisites: 

None

Purpose and Audience: 

To review proposed design alternatives and the associated impact on release schedule and release cost (time & money). Release Review minutes record a consensus on the way the release will proceed with process and technical activities, what alternatives were considered and what risks are identified.

Reviews happen throughout the release and can be informal or formal as the situation and subject warrant. The intent is to ensure the release processes and high-level architectures are adequately reviewed by the right people and appropriate release decisions are made.

Release Review minutes are used for new team members and for lessons learned reminders on future SW releases.

Recommended Accomplishments:

Review technical design approaches being considered, and associated schedule and budget implications. Remember, this is NOT the technical review, rather a review of how technology decisions will effect the SW release.  

Review interfaces between and within modules or subsystems for subsystem interdependencies that may seem contained, but would effect other subsystems in the release.

Confirm that any proposed architecture will meet the Release Vision and the appropriate technical definition documents (i.e. System Functional Specifications).

Publish meeting minutes indicating decisions, action items (next steps to take), responsible party and a delivery date or schedule next review meeting.

Continually ask the questions: Are we trying to do too much? Are we scope creeping and putting the schedule at risk?  Review the number of major innovations, severity of resource risks, interdependencies between projects in the release, etc.

Ensure that all interested parties, especially from groups not suggesting changes, are involved in reviewing the tradeoff decisions for the release.  This will minimize the grief later and lower the “surprise” levels.

Release Verification Plan

Deliverable 3.8
Driver:  

Software QA Manager or Lead

Contributors:

Release Team, SW QA Engineers, Project Teams, Product Managers (Marketing)

Prerequisites: 

3.1 Release Vision

Preliminary System Verification Plans from the sub-projects

Purpose and Audience: 

Provides an overview of the verification that must be performed for this release to the release team and all groups involved with the release

The initial version must be written early as an input to the 3.9 Release Schedule, to ensure that all necessary testing is included, at least at a rough level.

The final version will summarize the release sub-project System Verification Plans.

Recommended Accomplishments:

Provide high level explanation of all testing that this release will require, including integration, system testing, Alpha and Beta.

Software QA, Customer Services (or Support), Development Engineering, Product Management (Marketing), and Manufacturing/Operations will all contribute to this plan and review it in order to:

· Guarantee this document contains the summaries of verification and validation plan from all the projects in the release.

· Understand their individual or group testing roles required later in the release process.

· Ensure that the amalgamated software system composing this release will be adequately tested.

· Define acceptable quality goals and criteria, via metrics, to exit the Integration, System
, Alpha and Beta test phases.

· Give direction on metrics that will be used to gauge success in meeting the goals of the release.

Describe the release, validation and verification methodologies, processes and procedures without detailing specific test cases.  This is an overview of test philosophy and test case design philosophy.

Release Schedule

(with Resources, Milestones, Inter-project Dependencies, and Resource Allocation Map)

Deliverable 3.9
Driver:  

Software Release Project Manager

Contributors:

Release Team, SW QA Engineers, Project Teams, Product Managers (Marketing)

Prerequisites: 

Planning documents from phase 2

3.1 Release Vision

3.4 Release Team Responsibility Matrix

3.5 Updated Software Architectural Specifications

Purpose and Audience:

Schedule:

To plan the release in detail and communicate estimates and projections for the release's critical paths, project and subsystem interdependencies, release-level work breakdown structures and release-level resource assignments. Shows the detailed investment in time, effort and resources needed to complete the release. Useful to the Software Release Project Manager and anyone planning or monitoring the resources and progress of the release.

The entire release team and sub-project teams should be involved in composing the content and detail of the release schedule and must approve the schedules.

Milestone List:

Creation of a Milestone List focuses the attention of the release team on manageable, near-term goals. Everyone monitoring the release will use the Milestones List to understand the current rate of progress, upcoming goals, and so forth.

Inter-project Dependencies:

Shows all the inter-binding between project deliverables and dependencies across all projects, sub-projects and non-project activities in the upcoming release.

A cross-project dependencies map can be used to determine the “required” projects for the release when they are not specifically identified as direct customer deliverables.  Examples of this might be systems software projects, upgrades or ports to new OS-es, etc..  The inter-dependency map can also show which projects affect other projects if the release scope is decreased by the removal of specific projects.

Continued next page

Release Schedule

(with Resources, Milestones, Inter-project Dependencies, and Resource Allocation Map)

Deliverable 3.9 (continued)
Resource Allocation Map:

Identifies any inconsistencies in resource allocation for the individual projects and the release.  By integrating the project and release resource allocation maps into a master resource map, resources that are overloaded or under-scheduled can be identified quickly and optimized across the entire release instead of only a sub-project.

Recommended Accomplishments:

Schedule:

Develop the schedule iteratively as all other deliverables in this phase are developed and refined.

Estimate duration for each task in the release schedule. Get estimates from individual release team members assigned to these tasks.  The Software Release Project Manager and appropriate Project Leads review these estimates for “correctness.”

Use scheduling software to assign all release-level tasks to individuals.  This is the time to eliminate “group x” and vague references to “virtual” workers.  Remove any non-real people “placeholders.”

Use Gantt charts to determine task interdependencies and identify critical paths and near critical paths; have the release team review the schedule. Schedule all groups’ activities. Include time for:

· Technical and project administration reviews.

· Sub-project and System test planning and execution.

· Technical publications deliverables and reviews.

· Training plan development, delivery and support.

· Adequate integration and test time.

· Ensure that other commitments, sustaining work, holidays, vacations, etc. are accounted for.

Follow the SMART acronym — Specifics, Measurable, Achievable, Risk-Assessed, Timetable 

Milestone List:

Must list all major release-level milestones.  Should list minor release-level milestones.  May want to integrate sub-project milestones into release-level list to show associations (if useful).

The milestone list includes columns for planned date, revised date, and actual completion date.

Continued next page

Release Schedule

(with Resources, Milestones, Inter-project Dependencies, and Resource Allocation Map)

Deliverable 3.9 (continued)
Post the milestone list on the wall.  Make this highly visible.  Maybe even make it big and in color.  Draw attention to it so there's no lack of understanding the commitments that are being made.

The list should be reviewed and updated by the Release Manager regularly.  (but not too regularly or it becomes milestone list du jour).

List should include endings of Release phases, major Release reviews, individual major project milestones, integration dates, etc. Include important milestones from support groups’ activities.

The milestone list may also be shown in Gantt chart form, but the team must still track the three dates (planned, revised, actual completion).

Inter-Project Dependencies:

Show the dependencies as a graph or dependencies chart (i.e. MS Project Gantt chart).

Should be as quantitative as possible.

Resource Allocation Map:

Create a master release schedule to include all non-project activities.  Create a Resource Project for use by all individual project schedules.  Rollup all the individual project schedules into the master release schedule.  Identify and resolve any resource conflicts.

Equipment use and allocation can also be included in the master release schedule, particularly for limited-availability equipment like lab space during the Integration and Alpha phases.

The master release schedule should be as quantitative as possible.

Release Integration Plan

Deliverable 3.10
Driver:  

Release Integration Manager

Contributors:

Chief SW Architect, Development Managers, Release Team, Project Team Leaders, SW Configuration Engineer, SW QA Leads

Prerequisites: 

3.1 Release Vision

3.5 Updated Software Architectural Specifications

3.9 Release Schedule

Purpose and Audience:

To inform all interested parties of the how various components and sub-systems of the release will be integrated, based primarily on the dependency map and architectural diagrams.

Ensures that elements of the system will interface properly with each other before system testing begins.

Coordinates and schedules the integration of projects into the release in an orderly, planned and optimized manner.

SW QA and development engineers will review this document:

· For logical, sequential testing progression and thoroughness.

· To understand their roles, participation and support in the integration process.

· To understand the sequencing and scheduling order of the sub-project composing the release and how these are integrated into the release.

Recommended Accomplishments:

Concentrate on evaluating interfaces between projects and between each project and System Software (in-house or operating system) to ensure proper coverage of these interfaces during the integration.

Specify the method (for example, code reviews, design reviews, etc.) the team will use to review and evaluate designs and code for consistency with interface specifications.  The reviews and evaluations serve as a "paper check" before physical integration starts.  Reviewers should check for missing parameters, incorrect calling sequences, multiple inheritance violations, package configuration, etc.

Specify the approach to integrate projects in a step-wise process (No "Big Bang" integration!) with the release:

Continued next page

Release Integration Plan

Deliverable 3.10 (continued)
· Determine the order in which the projects, components and sub-systems will be integrated.  Remember that partial integration of a sub-system is acceptable, with complete integration at a later date.  (hint: stubs).

· Identify all dependencies for each integration step.

· Identify appropriate project representatives, from the development teams, for each integration step to provide support, advice, review problems, etc.

· Identify the point at which key functionality is brought together (even if simulators or stubs are being used) such that a working prototype of the entire system has been created. This is a critical point, essentially a preliminary test of the entire system.  This is a “worked with one X once”.

Specify tools and equipment required for each specific step of the integration.

Specify tools and equipment required for the entire duration of integration.

Specify risks, contingencies and planned tradeoffs for each step of the integration, for example, function stubs, etc.  Many of these should be available in the risk management list.

Specify resources and timelines for each stage of integration.  Communicate these timelines with milestones to project teams providing software to be integrated.

Specify criteria to enter and exit system integration.  On complex steps or stages of integration, specify the entry and exit criteria for those specific steps and stages.
Release List of Tools, Equipment and Facilities

Deliverable 3.11
Driver:  

Software Release Project Manager

Contributors:

Release Team

Prerequisites: 

3.1 Release Vision

3.5 Updated Software Architectural Specifications

3.9 Release Schedule

Purpose and Audience:

To plan for and record all the projected major expenditures for tools, equipment, and facilities needed specifically for the release activities. This list is useful to the release team members responsible for acquiring the material as well as to financial planners.

The information becomes an input to the Total Release Budget.

Recommended Accomplishments:

List all design, test, manufacturing or production, and deployment tools that may be needed.  Integrate this list with the individual project Tools, Equipment and Facilities lists.  Verify that Tools and Equipment are not double allocated on the project and the release lists for the same activities.

Schedule the proposed acquisition dates based on estimated lead times and dates required.  Use the supplier estimated lead times, when appropriate.

Include all software development tools. (Remember to include test utilities.)

Include lab space requirements.  Specifically, pay attention to limited development lab space that may need to be shared by multiple project teams or multiple, concurrent release, SW QA and development teams.

Include contract software offsite facilities and any needs remote teams may have to share, via “dial-up”, even if the team is not physically located at the shared facility.

Include remote login equipment for release team members that are offsite, or for login to offsite equipment.  If the system is large or complex, ensure SW Configuration teams have remote access if there are overnight builds (quick builds) or over the weekends, etc.

Ongoing consideration of software and hardware needs by the Software Release Project Manager and the release team occurs throughout the project.  (Things change).
Total Release Budget Required

Deliverable 3.12
Driver:  

Software Release Project Manager

Contributors:

Finance, Release Team

Prerequisites: 

3.1 Release Vision

3.9 Release Schedule

3.11 Release List of Tools, Equipment and Facilities

Also, any incentive plans, travel expectations, etc.

Purpose and Audience:

To identify how much money is required, when it is required, and how it will be spent

This is important to the product planning committee, executive staff, etc. If budgets are department-oriented, the department management staff will use this data also.

Marketing or the Project Office will use this information for cost of goods sold, ROI (need to know what the investment is), etc.

This budget will be of interest to the responsible and accountable manager(s) (Software Release Project Manager?) for the release expenses and the tracking of expenditures.

Recommended Accomplishments:

All costs incurred to complete the release on schedule and properly deploy the release to the customer, to include:

· Release Resource salaries (rolled up by department).  This is optional in some departments.  Sometimes only generalizations are used or finance provides guidelines for project managers to use so the salaries are kept private.  If used, make sure the content is consistent for base salaries or rolled-up with benefit add-ons and overhead, etc.  All the salaries should be calculated using a consistent formula.

· Development, Integration, Alpha, and Beta materials that will be used in the release.

· Pre-production materials like CDs, floppies, etc. that are not accounted for in a department budget or office supplies.

Continued next page

Total Release Budget Required

Deliverable 3.12 (continued)
· Depending on the size of a Beta and it’s planned locations, include shipping, freight, packing materials, etc. if a substantial number media storage is sent and particularly if there will be multiple copies sent as updates during the Beta testing.  If this number is large, seriously consider a download solution over the web!

· Any costs associated to free-bees, give-aways, trades, etc. in the form of pre-production hardware (if needed to use the software being released).

· Tools and Equipment, for both software and hardware, required by the release.  Depreciation costs may be applicable here if using capital equipment.

· Upgrades to software or platforms, if required.

· Training costs (usually this means from outside vendors under contract)

· Travel for remote team members, any alpha or beta site visits, project manager or engineer visits to contract developers, etc.

· All costs for a release that cannot be attributed to a specific project.

· Include bonus or incentive plan estimates.

· Include “Celebration of Success” party expenditures.

Ongoing Critical Issues List

Deliverable 3.13
Driver:  

Software Release Project Manager

Contributors:

Release Team

Prerequisites: 

3.1 Release Vision

3.5 Updated Software Architectural Specifications

3.6 Release Risk Assessment and Contingency Planning

3.9 Release Schedule

3.10 Release Integration Plan

3.11 Release List of Tools, Equipment and Facilities

Purpose and Audience:

To identify and track issues challenging the release and ensure that risks are managed throughout the entire release process. Used by the Software Release Project Manager and the release team to focus on what is most important in the near term and also plan ahead for potential problems to avoid surprises in the not so distant future.

A critical issues list may include things from the 3.6 Release Risk Assessment and Contingency Planning document or other project team Risk Lists.  However, this list is composed of more tactical and immediate problems that focuses the team on the “what is happening now or about to happen” items that may stalemate the progress of a release.  This list could include items that would be considered trivial or no-brainers for a higher-level Risk List.

Recommended Accomplishments:

Capture cross-project risks (i.e. release level risks) in addition to technological innovations.  Other issues of risk may include resource and tool availability, sole sources, vendor issues or personnel location moves.

Identify and document the responsible party for resolving each issue, any information on proposed methods for resolving it, and the date by which it must be resolved.

Rate each critical issue according to:

· The probability that the worst will happen.

· The severity of the impact on the release if the different risk scenarios happen.

Continued next page

Ongoing Critical Issues List

Deliverable 3.13 (continued)
It is suggested that the critical issues use high, medium, low ratings or assign percent probability and severity in terms of lost time/money and cost to recover. Even rough numbers provide a measure of possible financial risk to the company. When possible, indicate possible contingency plans.

Risk Value can be calculated as probability of happening times cost to the company if it does happen (including dollar value of lost time and expenditures and cost to recover).

Keep it updated and actively managed!

Keep the Critical Issues List visible to the team; that is, include it with team meeting minutes and report on the issues in Release Status review meetings.

If risks do turn into reality, update related documents such as the release schedule and the release budget and make any changes in cost (deltas) visible.

Release Launch Notification

Deliverable 3.14
Driver:  

Software Release Project Manager

Contributors:

Product Managers (Marketing), any key release team members

Prerequisites: 

Completion of all necessary deliverables in the Phase 3 Definition and Negotiation phase.

Purpose and Audience:

Executive committee and team sign-off of the:

3.1 Release Vision.

3.9 Release Schedule – Milestone List only

3.12 Total Release Budget Required

Recommended Accomplishments:

Release Launch Notification form signed.

Formal announcement of the approved plan for the release.

Release Launch Notification

Form 3.14a
Date:


	Release Title:


	Major Customers:



Approvals

	SW Release Project Manager:

	Date:
	


	Chief SW Architect(s):

	Date:
	


	Product Marketing Director:

	Date:
	


	Engr Development Director:

	Date:
	


	Executive Sponsor:

	Date:
	


	VP Operations/Mfg:

	Date:
	


	Software QA Manager:

	Date:
	


	Director, Program Mgmt:

	Date:
	


	VP Finance:

	Date:
	


	Director of Customer Service:

	Date:
	



 Negotiation and Planning Phase Exit Report

Form 3.15      Negotiation and Planning Phase Activities 

	q
	Release Vision

	q
	Release Team Roles List

	q
	Release Team Communication Guidelines

	q
	Release Team Responsibility Matrix

	q
	Update Software Architectural Specifications

	q
	Release Risk Assessment and Contingency Planning

	q
	Release Review (RR) Meetings & Minutes

	q
	Release Verification Plan

	q
	Release Schedule (with Resources, Milestones, Inter-project Dependencies) 

	q
	Release Integration Plan

	q
	Release List of Tools, Equipment and Facilities

	q
	Total Release Budget Required

	q
	Ongoing Critical Issues List

	q
	Release Launch Notification

	q
	Definition and Negotiation Phase Exit Criteria


Team Member Approvals

	SW Release Project Manager:

	Date:
	


	Executive Sponsor:

	Date:
	


	Development Director:

	Date:
	


	Marketing Director:

	Date:
	


	Project Product Manager:

	Date:
	


	Project Product Manager:

	Date:
	


	Chief SW Architect(s):

	Date:
	


	Software QA Manager:

	Date:
	


	Software QA Lead:

	Date:
	


	SW Project Leader:

	Date:
	


	SW Project Leader:

	Date:
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