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SW Release Phase 5 – Development Tracking

What:     This phase is focused on monitoring, controlling, and tracking at the release level.  It is also a phase where test activities are reviewed, updated and finalized for movement of the various projects, components, sub-projects, modules, etc. into the formal Integration phase.

Why:   Things change during the development phase as the individual project teams in the release discover new information, risks are actualized and contingency plans implemented, personnel are reassigned, the market changes, etc.

Tracking these changes and integrating the new information into the release documentation will prepare the Release and the Release Team to move as smoothly as possible into the Integration Phase.  Integration of large software systems can be arduous, unpredictable, influenced by many factors, and bring disaster to a projects and companies.  Keeping up to date documentation and plans significantly lowers the possibilities of negative events and wasted time and lost effort in the upcoming Integration phase.

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.

As the phase begins, allocate a certain amount of your time to monitoring all the parallel and concurrent activities on the various projects in the release.  Get a feeling as to their likelihood of success.  

As each project begins to move to the project teams testing their own work, the release team will need to ensure integration preparation is done in earnest  While the teams are developing their components, get as much of the administration activities done early, like ensuring the integration lab has machines, software, etc.  

As the phase evolves, time will become more critical and the pre-Integration reviews, plans, resources allocations, etc. will occupy much of the Release Team and Software Release Project Manager’s time.

See the Project Connections “Checklist: Software Integration Phase Planning & Execution” for additional hints about the Integration phase that will help you understand some of the issues in the next phase.

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
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Checklist for Phase 5 Development Tracking Completion

Check
Document #
Document Description

	q
	5.1
	Release Priority List

	q
	5.2
	Update Release Documentation

	q

q

q

q

q

 q

q

q
	5.3
	Other Activities Checklist

· Bug Tracking System Update

· Review Configuration & Build Management Plan

· Review Project Unit Test Plans

· Update, Review and Sign-Off Release Integration Plan

· Physical Integration and Lab Facilities Review

· Sign off Product, Project and sub-project Test Plans

· Update Release Schedule

	q
	5.4
	Development Tracking 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 5 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.

Release Priority List

Deliverable 5.1
Driver: 

Software Release Project Manager

Contributors:

Product Managers (Marketing), Customer Service or Support, various department managers, any customer focused contributors

Prerequisites:

None

Purpose and Audience:

In earlier phases, the release team has been organizing information on requested enhancements, submitted defects, etc. from current products and previous releases.

As the project teams enter the implementation phase (a.k.a. development phase, execution phase), the teams will be getting better insight into the actual work effort required for their deliverables.

The Release Priority List provides the release team and management with a planned trade-off list of what’s most important; what’s absolutely necessary; what’s a wish, want, need, fantasy, etc.

This is a list of all work customer oriented work being performed by the release team or the project teams for the purpose of providing an internal or external customer an increase in value.  It provides a release-level contingency plan for dropping features, enhancements or bug fixes from the least needed.  By planning this before there is any indication of a need for dropping scope, the debate, argument or negotiations are done while critical path is not critical.

This list is useful when the delivery date of the SW Release is a very important criterion.  The list provides a mechanism to reduce less than absolutely necessary deliverables to maintain the “time” part of the release schedule.

Recommended Accomplishments:

Create a list of all known work for any internal or external customer.  Initially, it’s okay to have this very high level, but break down the work more and more until there is no ambiguity.  Create an ordered list by “value”, using factors such as:

Necessary, must have, wanted, wished for, high value (many customers or very generous reward), medium value (broad customer base), low value or small customer base

Add the expected level of resources needed or work effort to this ordered list.

Continued next page

Release Priority List

Deliverable 5.1 (continued)
Ensure that tasks are broken down into atomic units that can be partitioned or dropped, if needed.  For example, a SW application may be necessary, but not all of its features are required for the first release.  Each feature might be listed as a separate item on the priority list.

Prioritize this list.

Sum all the work effort.  This can be done in a general manner by groups or by domain expertise.  Sum the work effort for the categories you have created using a general work week algorithm (or replace this with one of your own).  Create a running total of work effort against time by comparing the milestone list from the Release schedule and create cutoff points.

These cutoff points will be used to determine schedule slips, which will correspond to the team doing a planned drop of a feature, enhancement or bug fix from the deliverables of the release.

For instance, say you have a project team delivering 15 features and the first 10 are necessary, the next 3 are needed and the last 2 are wished for.  If the milestone for the 9 needed feature starts to slip, the release team announces the drop of the 15 feature.  This immediately causes testing to be reduced and the project team ceases to perform any more work effort on the feature.

This List is used to have a Plan for dropping scope or features to maintain the scheduled release timeframe.  The composition of the plan is up front before there are any indications of a problem, but it lowers the debate and conversation later when time is running out and critical path items are critical.

Update Release Documentation

Deliverable 5.2
Driver: 

Software Release Project Manager

Contributors:

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

Prerequisites:

Phase 4 Release Plan Refinement Exit criteria met

Purpose and Audience:

Review and update the documentation from the previous phases.  Each author is responsible to upgrade the documentation with any needed changes.  Some of these changes may be caused by:

· Unforeseen technology discoveries or problems.

· Changes in the market place.  Customers change what they want or need.  The competition ships a new product. Check these against the Release Vision.  Release Vision changes should be considered very carefully.

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

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

· At this stage, most of the documentation changes should be based on the project teams discovering more detailed information during the design, prototype and implementation phases.

Recommended Accomplishments:

Update the Release Vision.  Remember the Vision is something that's changed only after very deliberate consideration.

Update the Release Team Roles List and Release Team Responsibility Matrix, if there have been any staffing or organization changes.

Update the Release Risk Assessment and Contingency.  Update this if the project teams have made any discoveries, changes in technology, assumptions disproved, etc.  During this phase, many of the Risks will go away or contingency Plans will be executed.

Update the Release Verification Plan

Update the Release Schedule.  See separate deliverable.
Update the Release Integration Plan.  See separate deliverable.
Update the Release List of Tools, Equipment and Facilities.  See Physical Integration and Lab Facilities Review for this phase.

Continued next page

Update Release Documentation

Deliverable 5.2 (continued)
Update the Total Release Budget Required.

Update the Ongoing Critical Issues List.  This is a “working document” and should be kept current and updated regularly.

Update the Release Integration Test Plan.  A later deliverable for this phase is the review of the Unit Test Plans from the projects.  The unit tests should be held upgraded to meet the requirement for the module, component, class, package, etc. to enter integration, rather than changing the Integration Test Plan to accommodate poor unit testing.

Update the System Test Plan.

Update the Preliminary Alpha Test Plan.  Depending on the scope of the planned internal testing, there may not be any updates to the Alpha Test Plan at this point.

Update the Preliminary Beta Test Plan.  Depending on the scope of the planned external testing, it may be too early to do updates to the Beta Test Plan.

Other Activities Checklist

Deliverable 5.3
Driver: 

Software Release Project Manager

Contributors:

SW QA Manager, SW QA Engineers, SW Engineers

Prerequisites:

Completion of previous Release Phase deliverable

Various activities from the project teams

Purpose and Audience:

The development and project teams will be busy implementing their designs during this phase.  As information is discovered and designs are modified, there will be changes to various documents and the schedule.

This phase is when preparations are finalized for putting the individual parts together into a release.

Things will happen.  Changes will require attention.  The appropriate documents will need updating and the new information communicated to the stakeholders of the release.

Recommended Accomplishments:

Bug Tracking System Update

· Create a bug database for every project that does not already have one.

· Assign an engineer or project leader to take responsibility to filter the reported bugs.  This person will also determine actions taken on reported bugs.

· Create a bug action status report template for the responsible engineers and determine policy on reporting bug-fixing progress.

· Create a bug analysis team to determine prioritization of the bugs and to determine if product ships with which bugs.

· Republish the report or list of bug databases available for people to report bugs against.

· Determine what to do with a bug when they cannot immediately or easily determine what bug database to report a problem against.

Continued next page

Other Activities Checklist

Deliverable 5.3 (continued)
Review Configuration & Build Management Plan

· Create a list of expected branches or sub-releases with a list of expected modules, components, projects, etc. that will be contained in the branch or sub-release.

· In the cases of extensive branches, create a plan for convergence of the branches, if necessary.

· The Build Plan (schedule of expected builds) should clearly identify the modules, components, sub-projects, etc. that will be included in each build.  Identify partial completion of these clearly when the builds are phasing in functionality in stages or steps.

Review Project Unit Test Plans

· Read the unit test plans from the project(s) you are assigned to.  Compare the Unit Test Plan against the specifications.

· Have a Unit Test Plan review meeting to iron out any differences between the expectations of the SW QA Engineers and the Software Engineers (development teams).  The focus should be on Unit Test Plans that do not provide adequate testing for a specific project prior to part or that entire project being submitted for formal integration.

· The Unit Test Plan should include some level of sub-integration with any needed software from the system software, libraries, packages, etc.  If required, the Unit Test Plan can include the use of stubs to accomplish this. 

· Update the Unit Test Plans as necessary.

Update, Review and Sign-Off Release Integration Plan

· Revisit the Release Integration Plan and update it as appropriate with any changes from modified designs, changed priorities, project risks that forced the contingency path to be implemented, etc.

· Have the Release Team and Project Teams do a final review of the process, planned deliverables and time lines for the planned deliverables.  Update the plan with any changes required.

· Have the Release Team and the Project Team Leaders sign off on the Release Integration Plan.

· Have the Executive Sponsor review the plan and sign off.

Continued next page

Other Activities Checklist

Deliverable 5.3 (continued)
Physical Integration and Lab Facilities Review

· Review the plans for tools, equipment and facilities.  Update this as necessary.

· Check off the materials, machines, lab space, equipment, software, etc. that is documented in the plan that is available.

· Identify any tools, equipment or space that is at risk.  Take action to remedy the risk.

· Create contingencies for any issue that cannot be solved.

Sign off Product, Project and sub-project Test Plans

· Sign off the various teams’ test plans, as appropriate for the project life cycle process in your company.

· Have the results of the execution of the test plans reviewed by Release Team members as the release prepares to move from development into Integration.

Update Release Schedule

· This is an ongoing activity.

· Update the schedules for any changes from the above activities,

· Update the Milestone List.

· Update the Inter-Project Dependencies (you may need to do this prior to finalizing the Release Integration Plan).

· Update the resources allocated to the WBS tasks.

· Consider making the WBS tasks of the Integration phase “micro management” level in appearance.  This may help highlight small time windows between builds and partial builds when an integration step fails and everyone scrambles to get a critical fix in place so the integration process can continue on schedule. 

· Communicate the new schedule prior to moving into the Integration Phase.

Development Tracking Phase Exit Report

Form 5.4

Development Tracking Phase Activities 
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	Development Tracking Phase Exit Criteria
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