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SW Release Phase 4 – Release Plan Refinement

What:   This document covers Phase 4 of the Software Release Life Cycle.    It includes a  one-to-two page description of recommended deliverables for this phase
The Release Plan Refinement phase focuses on the post-development testing efforts and is composed of preliminary or draft-level test plan documents.  

Why: These documents are prepared early to give insight and visibility into release testing efforts, such as software integration, system testing, internal testing and external testing.  This allows the support and test staffs to start their preparation, negotiate resource conflicts, resolve missing equipment or software issues, etc.  It also gives them the opportunity to come up to speed on the understanding the software product/system to be released, so that they can efficiently prepare accurate test suites later.

This early test planning also gives the managers involved in the release (SW Release Project Manager, department managers, marketing, Engineering, Operations, etc.) a better understanding of the work effort involved to integrate and produce multiple products and projects and get them to the customers.

How:    Review the phase deliverables suggested in this document.  Adjust for your particular organization,  project type, or company.  

Perform the activities described in the documentation for this phase.   See Checklist on the next page for documents included in this phase.  NOTE:   See the Software Release Life Cycle Team Member Glossary if you have questions about the roles listed as Driver and Contributor for a deliverable.

The challenge during this phase is to influence people to submit early test planning info from the individual project teams, to help define release-level unit, system, integration, alpha and beta testing expectations.

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 a software developer in start-ups as well as large corporate environments.   His most recent project focus is in commercial wireless and 802.11 network communications.    

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.
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 4 – Release Plan Refinement

Checklist for Phase 4 Release Plan Refinement Completion

Check
   Document #
Document Description

	q
	4.1
	Update Release Documentation

	q
	4.2
	Updated Release Integration Test Plan

	q
	4.3
	System Test Plan

	q
	4.4
	Preliminary Alpha Test Plan

	q
	4.5
	Preliminary Beta Test Plan

	q
	4.6
	Release Plan Refinement Phase Exit Criteria


Each “Deliverable” document 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 Phase 4 Release Plan Refinement 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.

Update Release Documentation

Deliverable 4.1
Driver: 

Software Release Project Manager

Contributors:

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

Prerequisites:

Phase 3 Definition and Negotiation Exit criteria met

Purpose and Audience:

To review and update the documentation from the previous phase and communicate changes to the release team.  Remember that a large software release is composed of a number of projects, each going through their own detailed scope definitions and planning phases.  By the time phase 4 of the release starts, these project-level efforts may have resulted in changes to the overall release definition.  The first step in phase 4 is therefore to incorporate the latest information into the phase 3 release plans.

Each author is responsible to upgrade the documentation with changes.  Some of these changes may be caused by:

· Changes in service requirements.

· Changes in the market place.  Customers change what they want or need.  The competition ships a new product.

· Resource constraint or availability changes.  May include organization or personnel changes.

· Design changes from project teams discovering something.  The technology available may have changed.

Recommended Accomplishments:

Update the “3.1 Release Vision” document.  Updates to the Vision should be very seriously reviewed before any changes.
Update the “3.2 Release Team Roles List” document.
Update the “3.4 Release Team Responsibility Matrix” document.
Update the “3.5 Software Architectural Specifications” document with any new discoveries or changes from the updated designs of the project teams.
Update the “3.6 Release Risk Assessment and Contingency Planning” document.  Primarily, this should be new risks from any changes that are necessary from this phase or any risk reduction that was accomplished.
Update the “3.8 Release Verification Plan” document, if needed.

Update the “3.9 Release Schedule”.  Remember to input any resource changes, new Milestones, any discovered or changed Inter-project Dependencies and update the Resource Allocation Map, when necessary.

Update Release Documentation

Deliverable 4.1  (continued)
Update the “3.10 Release Integration Plan” document, if needed.

Update the “3.11 Release List of Tools, Equipment and Facilities” document, if needed.

Update the “3.12 Total Release Budget Required” document.  You will probably have to do an exception report for any major changes to this, depending on any reserves you were allocated and how large the change is.

Update the “3.13 Ongoing Critical Issues List” document.  Since this is a living document, it seems redundant to mention it.  This is just a reminder to keep it current and regularly update it with new issues and remove resolved issues.

Updated Release Integration Test Plan

Deliverable 4.2

Driver:  

Software Release Project Manager, SW QA Lead, Release Team

Contributors:

SW Project Leaders, SW engineers, SW QA Engineers

Prerequisites: 

3.5 Updated Software Architectural Specifications

3.9 Release Schedule - Inter-project Dependency Map

3.10 Release Integration Plan

Sub-Project Functional Specifications

Purpose and Audience:

To refine plans for testing that will ensure that elements of the entire release interface properly, as per the design and functional specifications.  Writing an early plan can also help the team find missed interface issues in the "paper" version instead of the "code" version.

Continue to inform all interested parties of the integration testing that will be required.

Recommended Accomplishments:

Define the sequencing of integration that will happen- how individual projects and system elements will be brought together into an integrated release.

Verify that the individual projects teams are making progress to:

· Document test procedures that are new or unusual to this release.

· Design and write test scripts as needed for testing their project's system elements within the release

· Write test cases to verify each interface between a project and the existing or current system.

System Test Plan
Deliverable 4.3
Driver:  

SW QA Lead

Contributors:

SW QA Engineers

Prerequisites: 

3.8 Release Verification Plan

Sub-project System Test Plans

Purpose and Audience: 

To coordinate system test plans of projects in the release. Each project in the release should provide a system test plan as though the project was being added to an existing system (which it may very well be).

The release and project teams review this plan to ensure that the new products and subsystems created for this release will have adequate time, staff and equipment to successfully test and verify the new products and subsystems to the level of expectation set by the company's or release's defined quality plans.

Results of the system test phase will be compared later with the completion criteria in Release Verification Plan.

Recommended Accomplishments:

Define and document the system test schedule.

Document priorities among projects in the release and the resulting approach this prioritization implies for the system test process and procedures.

Coordinate allocation of resources among projects.  This will most likely be the coordination of test resources, but could include optimizing unit tests or re-using parts of them across different sub-projects.

Preliminary Alpha Test Plan

Deliverable 4.4
Driver:  

SW QA Lead

Contributors:

Project Team Leaders, Product Management (Marketing), Customer Service or Support

Prerequisites: 

3.8 Release Verification Plan

Drafts of sub-projects' Alpha Test Plans

Purpose and Audience: 

Preliminary alpha test plan is created to highlight testing needed during the Alpha phase.  (In this methodology, Alpha refers to internal testing of the system performed by an independent group such as a software quality assurance group..

Provides information for Alpha Test phase to acquire hardware (lease or buy), allocate lab space for testing, etc., if needed.

If the company manufacturers the hardware that the release will operate on, the Preliminary Alpha Test Plan gives operations and manufacturing an estimate of early build counts and any extra products needed from pilot builds, etc.

Recommended Accomplishments:

Consolidate preliminary project alpha test plans from all product projects in the release.  Document any alpha test plans for upgrades or enhancements, if their projects do not have complete alpha test plans.  Remove redundancies of resources and review how projects might share hardware, test equipment, lab space, etc. resources.

This should be a short document at this point.

Identify the following:

· Equipment and lab space requirements for Alpha testing.

· Specific objectives of Alpha test phase.  What will the internal testing try to accomplish?  What information does the team want as feedback from internal testers?

· Any special equipment or procedures needed for the Alpha test phase.  This may include partial installation scripts, setting up a secure server, a temporarily available piece of software like a database, workaround instructions for expected incompleteness', etc.

· Personnel to be involved in the Alpha testing and a rough estimate of the work effort requirements.

· Hardware volumes (number of devices or platforms) and configurations needed.
Preliminary Beta Test Plan
Deliverable 4.5
Driver:  

SW QA Lead, Software Release Project Manager

Contributors:

Project Team Leaders, Project Technical Leads, Customer Support, some members of the Release Team, anyone else, as needed

Prerequisites: 

3.8 Release Verification Plan

Drafts of sub-projects' Beta Test Plans

Purpose and Audience: 

The Preliminary Beta Test Plan is created to highlight external testing needed in real customer environments, including testing:

· The products of the release.

· The documentation describing the products.

· The documentation describing the release (if needed).

· The product and release (if needed) procedures.

This information allows Customer Services or Customer Support to do early planning with potential customers and installation sites (for large installations).

If the company manufacturers the hardware that the release will operate on, the Preliminary Beta Test Plan gives operations and manufacturing an early estimate of build counts and any extra products needed from pilot builds, etc. to provide for this phase.

Recommended Accomplishments:

Consolidate preliminary project beta test plans.
This should be a short document at this point or distributed as an update to the Release Verification Plan.

Identify the following:

· Desired customer environments with size, level of technical competency, time needed by customer to evaluate use, special skills or specialized environment, etc.

· Objectives of tests for Beta Testing.  May include a scenario that is expected to exercise a product or the release that is difficult to adequately mimic in the in-house lab environment.

· Any special equipment or procedures required.

Continued next page

Preliminary Beta Test Plan
Deliverable 4.5 (continued)
Hardware volumes anticipated (if needed).

· Minimum length of test time needed, and number of iterations expected (number of Beta release upgrades expected to be released to Beta testers).
· Method and overview of Beta release process to upgrade the Beta customers.  For example, FTP Download, shipped CD, web server, email attachments, zipped, etc.
Release Plan Refinement Phase Exit Report

Form 4.6

Release Plan Refinement Phase Activities 

	q
	Update Release Documentation

	q
	Updated Release Integration Test Plan

	q
	System Test Plan

	q
	Preliminary Alpha Test Plan

	q
	Preliminary Beta Test Plan

	q
	Release Plan Refinement Phase Exit Criteria
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