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Template:  Software Project Plan

What:  A plan document format for a complex software project.

Why:  This template was contributed by a ProjectConnections.com member when asked for a "favorite project deliverable template-- one you wouldn't do a project without."  This member is involved in complex projects which create infrastructure tools and applications (e.g., configuration management, content management and delivery, installation) for hardware/software systems.
This plan template encompasses not only typical project plan contents such as project objectives, constraints, and assumptions, but also covers areas highly-specific to software development projects.  It includes sections for project sizing estimates (e.g. lines of code estimates using formal estimating methods like Delphi, and estimates of review and inspection time) to ensure that even early schedule estimates are sized appropriately for the large amounts of code to be developed.   This format encourages a team to develop such critical top-level planning and scope information early in the project. The goal is to ensure that project sizing and resulting tradeoff decisions are based on enough analysis to be reasonably sound even early on. 

How:  Create this document with your project team while in the early investigation and planning stage of your project.   Each section is annotated with an explanation of its purpose and what it should contain.

NOTE: in the template, color coding is used as follows: 
· Blue Italics are help/guiding text (delete them from the actual SPP)
·     Green Italics are example text (update or delete them as appropriate)
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1.0 Project Summary

	Project Name: 

	Project Description: 

	Project Start Date: 

	Project QA OK Date:

	Related Program Name (if any): 

	Program FCS Ready Date:

	Project (Primary) Size: 

	Production Rate:

	Project Effort (PY): 


2.0 Project Details

2.1 Objectives and Scope

Describe purpose of the project: what is this project about, what is the intent, what are the goals. Also mention if the project intends to meet specific customer needs.

Be as clear as possible in defining the project scope. Clear and obtainable scope statements eliminate confusion about what work is performed and what products are delivered. Any gray areas should be addressed as project assumptions or project constraints.

In case the project objectives and scope is available in other documents, please include a link to them.

Include information about intended product versions and release vehicles.

2.2 Assumptions

Assumptions are factors that, for planning purposes, are considered to be true, real, or certain. Define project assumptions so that the project management team has the opportunity to understand the assumptions underlying the project.

2.3 Constraints

Constraints are factors that limit the project’s options. Define project constraints so that the project management team is aware of the factors that may limit their options later in the project.  Limitations related to Size, Quality, Resource and Time should be handled in section 2.5 

2.4 Issues

Issues are unresolved matters that require resolution in order to complete this plan.  Issues must have a single owner who is responsible for closure.  Issues must be tracked and have a resolution date or a date for a plan for resolution. 

	Project Issue
	Owner
	Resolution Due date

	Need decision on whether project requires outside consultant for publications work
	Joe Smith
	01/01/01

	
	
	


2.5 Size, Quality, Resource and Time Attributes

To aid in making project management decisions, rank the flexibility of Size, Quality, Resource and Time attributes for your project.  For example, a project for which time to market is very important and the functionality offered in that time span is also fixed, the Time and Size attributes are less flexible compared to Resource and Quality attribute

	Attribute
	Flexibility (rank High Medium, Low, None)
	Rationale

	Size (Function)
	Low
	Feature set is already a minimum required for delivery, no further reductions possible

	Quality
	Medium
	Since this is the first release of these features

	Resource (PYs)
	High
	Given the lack of flexibility in other attributes,  Resources must be kept flexible

	Time 
	None
	Needs to be part of Release G06.14, since competitor product would be launched after that


2.6 Reference Documents

Project/Organization specific standards and procedures:

	Document Name
	Location and/or URL

	Inspection guidelines
	

	SPP Approval processes
	

	Project Tracking Guidelines
	

	Coding standards
	


Requirements related documents:

	Document Name
	Location and/or URL

	Market requirements doc
	

	Technical requirements doc
	


Planning documents:

	Document Name
	Location and/or URL

	Test Plan
	

	Publication Plan
	

	Performance Plan
	


Supporting documents:

	Document Name
	Location and/or URL

	Sizing Workbook
	

	Historical inspection data
	

	Inspection selection criteria
	

	Historical planning data
	

	Dependency list
	


3.0 Project Organization & Responsibilities

Describe the various groups that are involved in development of the project. The groups described here should be development focussed and not program focussed. For example, multiple development groups, multiple QA groups or Pub groups.  For each group state or define the responsibilities, contact person and division/region in which they belong

	Group
	Responsibilities
	Key Contact Person
	Division/ Region

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


4.0 Technical Life Cycle Model and Activities

Different technical approaches can be used to build software.  Some allow early visibility through prototyping, others build a framework and add details as the project progresses, and still others follow the traditional waterfall model. Examples of technical life cycle models are waterfall, overlapping waterfall, spiral, serial build etc. Examples of technical life cycle activities for Waterfall Model are Requirements, Design, Code/Implement, and Integration & Testing.

Describe the technical life cycle model and activities that best fits this project’s software development, along with the rationale for selecting the model. In section 7, list the key milestones derived from the life cycle activities

5.0 Sizing

5.1 Sizing Technique 

Mention the Sizing Technique you have used. This is generally expected to be Modified Wide-Band Delphi, but this can be combined with other formal techniques for the sizing participants to use for their individual estimates.  If for some reason another technique was used instead of Modified Wide-Band Delphi the rationale for choosing that technique must be included. 

5.2 Primary Size

Measure of Primary size: LOC (non commented lines of code)
Rationale for selection of Measure of Primary size:

Explain why this is the appropriate measure of size for this project

Sizing Summary

Summarize the results of the sizing below.  Use either the table below or something similar. This section should also include the values selected for Growth and Change contingency as well as the rationale for these values. This sizing info should be at a high level with just a few high level components.
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Location of details captured during sizing:

Include a link to the document that includes the details of the sizing meetings (including the individual estimates and how they were reconciled).  When the SPP is revised and a resizing has been performed include a link to the re-sizing details. 

5.3 Primary Production Rate

Production Rate used (include units):

Specify the production rate used to estimate this project. 
Basis and rationale for using this rate:

Explain why this is the appropriate rate for this project. If based on historical data, explain the similarities and differences between the key attributes of this project and the historical ones, and how they contributed to the final choice.

Location of more details or historical data used (if available):

The Project Size & Effort summary for projects X and Y can be found at URL <xyz>, which was used and has similar attributes to this project.

5.4 Secondary Sizes and Production Rates (if used)

If Secondary size estimations were performed include link(s) to the details of those sizing.  Also include a summary of the Production Rate for each Secondary size measure, including rationale and links to the details used to derive the values.

6.0 Effort, Staff and Budget

6.1 Planned Effort

Total Effort

Specify the total project effort as derived using size and production rate as follows:

Total project Effort = <primary size> / <primary Production rate>

Example:  1000 (LOC) / (100 LOC/PY) = 10 PY

Effort allocated by Activity

Summarize below the total effort broken down into the following Technical Life Cycle activities.  Please assume all project activity can be broken down into these activity categories. For example project management, QA & Pubs effort would be divided into each of these.
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Estimated Effort Rationale:

Explain the rationale for how the effort was divided into the four categories. 

The industry standard effort proportion for waterfall or incremental/evolutionary waterfall models is Req – 7%, Design – 16%, Code/Implementation – 54%, Integration/Test & Delivery – 23% (This includes project mgmt, QA, and Pubs also allocated into these four categories)

6.2 Staff Loading  

A table similar to the one below should be included. Time may be more usefully planned by month (rather than quarter) for short (under a year) projects. Mention specific skilled people by names that are required for the project. <Tbds> are ok for more generalized work.  

This table can be used to plan effort by person per unit of time (monthly in the example). Once opened in excel, selecting the "+"s shows that a more detailed planning by activity category (Req, Design, Code, Test) is possible. Depending on the level of planning being done either level of planning could be used. The sample shows a few months entries; columns should be inserted to cover the entire length of the project, not just a few months.
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Reconciliation to Budgeted Effort

If there are discrepancies between the budgeted effort and the estimated effort above explain the cause, impact, and how these discrepancies will be handled

7.0 Milestones and Schedules

The high level planning is expected to be done prior to detailed scheduling using any tools such as MS Project.  This high-level top-down planning should guide the detailed scheduling activities as they are done later in the project. Detailed schedules should be produced for the next couple major milestones on an ongoing basis

Use milestones here that make technical sense for this project.  These milestones ought to be the ones that the project views as key to project progress. Be sure to include milestones around key deliverables (based on technical activities in section 4.0) and key integration points. 

	Milestone
	Planned Date
	Projected Date
	Actual Date
	Status

	Prototype 1 complete
	
	
	
	

	Prototype 2 complete
	
	
	
	

	Design Complete
	
	
	
	

	Test Plan Review
	
	
	
	

	Integration of X and Y
	
	
	
	

	Development Complete
	
	
	
	

	Review of Pubs Manual
	
	
	
	

	Unit Testing Complete
	
	
	
	

	Ready for QA
	
	
	
	

	First Submit
	
	
	
	

	QA OK for Delivery
	
	
	
	


Note: The above are just examples and not your project’s milestones; please put milestones relevant to your project

Location of detailed schedule
The detailed schedule should be constructed incrementally over the duration of the project

8.0 Project Dependencies and Commitments

All the project dependencies outside the project team and dependencies that other projects have on this project needs to be documented. List them here, or link to an external list.  

9.0 Risks and Mitigation Plans

List three to five highest impact risks including an assessment of the risk and plans for mitigating the risk. If you are documenting risk management in a separate location, provide a URL /pointer to it and/or summarize them in a table like the one below

	Risk Description1
	Im-pact2
	Prob-ability3
	Mitigation4

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	1Include a concise description of what the risk is

2 If the risk occurs what would be it’s impact: High, Med., Low

3What is the probability that this risk will occur: High, Med, Low or a % if using a risk management model that yields that level of precision.

4 List the mitigation plans (if they exist) for this risk.  Mitigation is of two types: Steps to prevent the risk for occurring and steps to lessen the impact if it does occur.


10.0 Inspection Plan

Describe your capacity-based inspection plan for software inspections, or point/link to a document containing the following information. Detailed scheduling information may be attached as an appendix or referred to in a separate document or tool.

10.1 Defect-removal goals

Define the goals for the project that drive the inspection plan, e.g. remove x% of total defects with inspections and/or reduce cost of removing defects to y hours/defect.

10.2 Selection criteria

Explain the criteria used to determine what will be inspected. (Refer to selection criteria documents if separate from this plan.) What is the rationale behind the criteria? Consider criticality of function and probability of defects. Use defect density data and history from previous projects if available (include pointers/links to historical data in section 2.6).

10.3 Coverage targets

Explain rationale behind coverage targets. How will coverage targets be reconciled with selection criteria (in terms of selecting expected quantities of product changes for inspection)? Explain how requirements and design inspection data will be used to revise criteria for code inspections.

10.4 Surround material

Estimate the amount of surround work product that will be inspected along with the new/changed material. Explain the rationale.

10.5 Rates

Discuss how expected inspection rates were determined, comparing with industry and Tandem experience.

10.6 Yield

Use available data on defect density and inspection experience to explain expected yields from inspections. Separate requirement (PRD) from design yields and break down yield for code into high- and low-yield buckets if you plan to inspect both high- and low-density material.

10.7 Capacity-based plan summary

Summarize your capacity-based inspection plan. If you have more than one design activity or type of design document (e.g. high-level/arch and low-level/function) you can list them separately. Do NOT, however, list every file, module, section, etc. separately.

See appendix C for a spreadsheet you can use to explore what-ifs with different planning assumptions.

An Excel version of the table below (with help comments for each column) is also provided in appendix C.

	
	New/changed size (pages or LOC)
	Inspection coverage (%)
	Total size to inspect (pages or LOC)
	Inspection effort (person-hours)
	Inspection yield (defects/page or KLOC)

	Req'ts 
	
	
	
	
	

	Design
	
	
	
	
	

	Code
	
	
	
	
	

	other
	
	
	
	
	


10.8 Analysis

Describe what inspection data analysis is planned for this project, considering coverage, rate, yield, cost, comparison to test. Include expected results and/or goals if determined (e.g. cost per defect). Explain how and when analysis will be performed and what actions will be taken by whom.

10.9 Scheduling scheme

Discuss approach for scheduling inspections (especially code inspections or other periods of high volume) and verifying inspections occur as planned. Refer to any policies concerning when inspections occur, for instance as a requirement to SCM check-in.

10.10 Staff loading

Allocate approximate inspection effort to team members (again, especially for code inspections or other periods of intense activity). Include moderators and participants from outside the project team. Change the month, person, and units labels as appropriate in the table below.
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11.0 Hardware/Software/Tools

Mention the purpose for each piece of equipment or configuration listed in this section.

11.1 Existing equipment needed that is fully controlled by this project.

This should not include staff’s office PCs or use of normal resources like shared printers

Special software/tools/hardware or configurations needed by this plan include:
11.2 Existing Hardware needed not fully controlled my project (shared or borrowed equipment)

This should not include use of normal resources like shared printers but should include use of “shared” NonStop systems used for testing for example.

Special software/tools/hardware or configurations needed by this plan (with the cost in (U.S.) dollars) include:
11.3 New Software/tools/hardware needed by this plan (with the cost in (U.S. dollars).

Also mention in this section if the cost is included in the current budget for this project or not.

Special software/tools/hardware or configurations needed by this plan (with the cost in (U.S.) dollars) include:
12.0 Appendix A – Glossary

Define all the acronyms and terminology used in the SPP

13.0 Appendix B –Change Management  

(Appendix B is optional– only include if used for this project).

The change management plan for the project will probably include many details about physical locations, build lists for each build (which may occur weekly or even daily), etc. and would typically change frequently and be much more detailed than this plan. Actual SCM plans should be referenced here if they exist.  However if not enough elements of SCM are planned to warrant a separate plan, consider including information in the two bulleted sections below in this plan as a starting point.

· Software Change Control board scope and members

Mention project level Software Change Control Boards and their members.  Also identify types of change requests managed by each board.  Low impact changes might be handled at lower level. For boards above the project level, include a pointer since this information should not have to be duplicated (and maintained) in every project that uses the board.

	Change control board  Scope
	Members
	Type of Change Request Managed

	
	
	

	
	
	


· Change Management Process

Describe the process for handling change requests and approvals done by the board 

14.0 Appendix C – Inspection Planning worksheets 

The following is a calculator that you can use to explore the impact of different planning assumptions. Erase example entries and replace them with your own estimates. Calculated outputs are in blue text.
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Below is an embedded Excel version of the capacity plan summary with help comments for each column. 
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Sheet1

								Surround factor hints

		project size (N&C LOC)		25000				1- to 5-line changes				5-20x

		surround factor		2				5- to 100-line blocks				2-10x

		estimated coverage		20%				>100-line blocks				1-5x

		code to be inspected (LOC)		10000

		preparation rate (LOC/hr)		100

		inspection rate (LOC/hr)		125

		average inspection length (hr)		2.0

		# inspections needed		40

		average # participants		4

		total expected effort (p-hr)		720

		length of coding phase (weeks)		10

		# inspections/week		4

		expected effort/week (p-hr)		72

		expected effort/person/week		18



Choose a representative factor to estimate the amount of surround code inspected along with new & changed code.

For projects with little surround (big blocks of new/changed code), choose a factor between 1 and 5.
For projects with moderate surround, choose a factor between 2 and 10.
For projects with small changes amid large surround, choose a factor between 5 and 20.

in LOC of new & changed lines (not including surround code)

The expected amount of the new & changed lines to be inspected (as a percentage). 
Begin by deriving this from selection criteria and adjust criteria (if needed) after finalizing the capacity plan.

Recommended inspection rate: 100-200 LOC/hour.

Recommended inspection length: 1-2 hours

Recommended preparation rate: 100-200 LOC/hour.

Number of participants, including reader and moderator.

The expected number of inspections to be held (and tracked).

Effort in person-hours to complete the expected inspections.

Number of weeks in the coding phase, the target time frame  for the code inspections.

Number of inspections needed per week (tracking item).

Expected effort, in person-hours per week, for the team to complete the inspections.

Total of N&C and surround code that will be covered

Expected effort, in hours per week, for one participant to complete the inspections.



Sheet2

		





Sheet3

		






_1068907941.xls
effort-allocation

				Jul-01										Aug-01										Sep-01										Oct-01										Total

		Units of effort are in PMs		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		insp effort		R		D		C		T

		Person A		0										0										0										0										0

		Person B		0										0										0										0										0

		Person C		0										0										0										0										0

		Total		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0



click on "pluses" to plan at a more detailed level.  Effort can be planned per activity category per unit of time per person.

These should be the actual months and should cover the entire length of the project.




_1098199789.xls
Sheet1

		type of material		new/changed size (pages or LOC)		inspection coverage (%)		Total size to inspect (pages or LOC)		inspection effort (person-hours)		inspection yield (defects/page or KLOC)

		Req'ts (PRD)

		Design

		Code

		other



Specify the expected number of pages for documents or the amount of source code in LOC.

Specify the expected amount of N&C material to be inspected, as a percentage of the entire amount to be produced.  This coverage is considered to be the minimum required to meet the plan.

Total includes the size of both the surround and new and changed material to be covered by inspection.

Enter the expected total effort to inspect the material, including preparation time and meeting time.

Enter the expected yield from the inspections.  How many major defects are expected?

"Other" refers to auxiliary material to be inspected such as plans or test cases.




_1068631101.xls
effort-allocation

				Jul-01										Aug-01										Sep-01										Oct-01										Total

		Units of effort are in PMs		over-all effort		R		D		C		T		over-all effort		R		D		C		T		over-all effort		R		D		C		T		over-all effort		R		D		C		T		over-all effort		R		D		C		T

		Person A		0										0										0										0										0

		Person B		0										0										0										0										0

		Person C		0										0										0										0										0

		Total		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0		0



click on "pluses" to plan at a more detailed level.  Effort can be planned per activity category per unit of time per person.

These should be the actual months and should cover the entire length of the project.




_1068631125.xls
Sheet1

		Activity		Req		Design		Code/ Implementation		Integration/ Test & Delivery		Total

		Effort (in PY)										0






_1052643408.xls
Table for 5.2

		

						Component				Original Size   (LOC)		Current Size (latest Re-estimate)

						Comp1				1111		1212

						Comp2				2222		2222

						Comp3				3333		4444

						….

						CompN				100		100

						Subtotal				6766		7978

						Contingency for growth		40%		2706		1494

						Contingency for change		30%		2030		2030

						Total				11502		11502






