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Vision Document Example: 

Project to Create a Software Release Life Cycle Process

What: This document is an example Vision** written to define a project to create a Software Release Life Cycle Process (SRLC).   It is aimed at project managers and project teams working in an organization that releases large software projects but doesn’t have a defined methodology or process for managing these projects.  This example can be used as a guideline for planning a project to define and agree upon a release process forever. It should be used in conjunction with the other Software Release Life Cycle documents available on the ProjectConnections.com website.
Why:  If an organization manages complex programs or releases in an ad hoc manner, there's no better time to start defining a practical, useful process than today – to get smoother releases, better quality, and more predictable schedules.  Creating a process such as an SRLC should be treated as a project itself – it has concrete deliverables, multiple groups have to buy in to the requirements, the implementation needs to be reviewed, etc.

This SRLC Creation Project Vision document, as all project visions, provides a robust explanation of the project and why it's being undertaken, key aspects of its customer requirements and implementation, and what the end results of the project will be.

How:  (Feel free to modify the order of these steps and add/delete):

· Review this example Vision.

· Briefly review the other elements of the Software Release Life Cycle documentation on the ProjectConnections.com templates page, to determine whether it could be used for your SRLC development – it includes a full set of defined phases with deliverables, an SRLC overview document, and a team roles document that might be adaptable for your projects, saving your SRLC creation team a lot of detailed work.

· Charter a team of appropriate stakeholders for the Software Release process improvement/SRLC Creation project.

· Modify the Vision example to meet your needs.  The company environment you work in will influence the type of information needed in a process improvement project.  The "Relevant Financial Numbers" is a good example of where the vision needs enhancement to reflect your environment, needs, etc.

** The Vision outline is from the QRPD methodology (Quality Rapid Product Development, www.qrpd.com) 

Project Vision Example: 

Project to Create a Software Release Life Cycle Process

0.   Project Description

This project’s goal is to create a first version of a Software Release Life Cycle (SRLC) process and documentation set.  It will be a set of guidelines that describes how we manage execute and manage software development release programs. The SRLC will outline the activities and deliverables that should be completed and milestones to be achieved as the release process progresses.  We need the first version by end of first quarter to be used in “prototype” form for the end of year release.

The SRLC Creation Project will be broken down into 3 stages.  Stage One consists of defining the phases of our SRLC and major activity flows within each phase.  Stage Two consists of transferring the content of the SW Release Management Flow Chart into detailed definitions of "deliverable" documents and process diagrams.   These will be the foundation of the Company SRLC process document.  Stage Two also includes using the SRLC through a software release as a prototype of the process.  Stage Three is the update the documents and processes with domain expert (stakeholder) input and lessons learned from the Stage Two prototype release process.

1. Customers and Benefits

Customers of this project are:

· Project teams that include software development members.  These teams produce the software work packages that make up a software release.

· Software Development department.  Managers, project managers, project team leaders, technical leads, individual contributors, etc.  Include Configuration Management and Software Librarians, if appropriate.

· Executive staff, including overseeing directors.  Include cross-functional domains like Product Management, Marketing, Hardware Engineering, Manufacturing, etc. to make sure these stakeholder areas are informed and can contribute input.

· Field Service department (AKA Customer Service, Customer Support, Field Applications, etc.) for early input (improvements from last cycle), beta testing process, and any transitions from the release to stocked products.

· Other cross-functional department members:  Sales and Marketing, Manufacturing.

Benefits:

· SRLC increases predictability of the development of the major software releases

· SRLC provides definition and guidance to non-Software and non-SQA engineers, new Software and SQA engineers, and anyone needing information on how the Company produces and ships the Company software system, software products and associated software tools and applications.

· SRLC provides an umbrella for all software developed at the Company (puts all software projects in context of delivery to a customer and under a disciplined distribution process).

· SRLC provides an umbrella for all things affecting a release (and the installed base) that are not developed here (e.g. integration of 3rd party software tools, utilities, OS upgrades, etc.).

· SRLC captures inter-dependencies among projects under the SRLC release process umbrella.

· SRLC allows leverage of valuable resources to prevent redundant testing and QA.

· SRLC provides foundation for ISO 9000 process system and SEI CMM certification.

· (Possible Benefit) The staged approach to introducing SRLC reduces the risk of having a project bottleneck, if key experts or stakeholders are not available for the timely review of documents.

2. Key issues used to judge quality (value)

· (Review for this): An SQA engineer, SW engineer, or SW Release team member should be able determine how their release-level activities and deliverables relate to a Company Software release.  The SRLC should be able to provide an unambiguous answer to these stakeholders.

· (Review for this):  Can a Project Manager or project team member seeking knowledge or direction on how his or her specific project fits into a release, find the information he or she needs in the SRLC or, specifically, the current working release based on the guidelines?

· (Review for this):  Each deliverables template should have a brief process description of the template should preceding the template
· (Post-project):  How willingly does an SQA engineer, SW engineer, or SW Release team member adopt the process?

· (Post-project):  How closely does what the software release team does actually follow the guidelines?  In other words, during a normal release, are there a large number of "exceptions" to the SRLC guidelines during the production of a specific release?

3. Key Features

Essential Features for Stage Two Prototype Process:

· Glossary

· Overview

· Phased approach.  Phases (developed in Stage One) to include these components

1. Overall Release Planning

2. Preliminary Project Planning

3. Release Scoping, Negotiation and Definition

4. Release Plan Refinement

5. Development Tracking

6. Verification, Integration

7. System Test, Alpha, and Beta

8. Distribution

· Checklists to assist Release Management to determine activities to be performed in a given phase

· Team Roles and Responsibilities description to include:

· Release team (i.e. Release Management, Integration Management, etc.)

· Support team (Configuration Management)

· Development team(s) (project teams)

· Test and Quality Assurance teams

· Driver and/or Responsible Engineer defined for each activity and deliverable

· Description of each Milestone, Deliverable and Activity

· Phase exit or milestone declaration criteria

· Provide mechanism and form for binding systemic or release issues:

· System Architecture

· Bug fixes

· Minor enhancements

· 3rd party upgrades

· Lessons Learned and process re-engineering

· Provide mechanism and form for integrating diverse development paradigms:

· Embedded systems development (RTOS)

· Horizontal systems development (networks, distributed systems, etc.)

· Object Oriented development (Rational Rose, Booch, UML, etc.) methods

· Client Applications

· Server utilities, agents and modules

· Tools (installation, diagnostic, status, etc.)

· Provide mechanism and form for integrating Hardware-heavy projects into the release mechanism

· Descriptions of sign-off forms for important milestones and phase gate transitions 

· Metrics - Release goals and metrics to manage and improve the release process

Non-essential Features for the prototype – but required for completion in Stage 3:

· Table of Contents, Index

· Supporting "overview" descriptions of phases

· Overview describing "binding" or similarities to the Company PDLC Guidelines

· Flow charts of milestones, deliverables and activities (where appropriate)

· Book format (printed, under document revision control)

· Electronic web format (internal web site)

· Written using Microsoft Office tools (i.e. MS Word, Excel, Project, PowerPoint)

· Allow software maintenance activities performed to:

· Make a computer program usable in a changed environment (adaptive maintenance - customization)

· Correct faults in hardware or software (corrective maintenance - bug fixing)

· Improve the performance, maintainability or other attributes of a computer program (perfective maintenance - minor enhancements).

Non-supported Features:

· Web page URLs embedded in the document (this may change)

· Downloadable templates of the forms, sign-offs or checklists (to be added later)

· Electronic Exception Forms (a.k.a. Change Notice forms) (use current Form)

4. Crucial Product Factors

· Informal training should be delivered with prototype release.  More formal training/orientation course to be developed in Stage Three, thus available for new hires etc.

· Must be understandable and useable by diverse audience (SW engineers, SQA engineers, Release Mgmt team, Project Managers, Executive Staff, etc.) and will be judged by them for usefulness.    Must reflect the reality of the release mechanisms, not the theory

· The Company SRLC includes terminology and process methods similar to the Company Product Development Life Cycle guidelines (PDLC) wherever possible for continuity and consistency in communications and training.

5.   Relevant Numbers

Dates:  Initial process document prototype ready by 3-31-04 for use with end of year release.

Budget:  The project has been allocated $2000 max for non-salary expenses including printing initial prototype copies, supplying lunch at training sessions and team meetings etc.

Expected Benefits from project (non-deterministic):

· Improves prediction ability for the availability of software

· Reduces redundant and unnecessary testing (cost savings)

· Increases the Company's ability to correctly set and meet customer expectations (good will)

Note 1: Financial numbers are very Company and project specific.  Unless the previous ad hoc process is benchmarked and a comparison analysis of the estimated time savings of the proposed process are provided, there is no absolutely deterministic manner to determine the financial benefits.     

Note 2: The cost of adding or upgrading a process can be deterministic by estimating the expense in equipment, personnel, facilities, etc. to do the process.  Lost opportunity costs can be added if it's known what these resources will not be able to do if they are improving the SRLC process (don't forget diminishing returns on planning and analysis, though).

