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Template - Tracking  with "Visible" Deliverables 

What:  Example formats in embedded Excel files for tracking weekly progress on key deliverables and small-duration activities during various phases of a project.  Both data entry tables  and automatically generated bar charts and line graphs are included.  This word file provides pictures of all the data in the Excel files plus explanations.

Why:    The graphs are especially useful for communication of true status.  It's so easy to say "we're making fine progress" if  work is getting done.  And in our tracking of schedule tasks, reporting of "percent complete" on a multi-week or multi-month task can be highly subjective and is not necessarily a reliable gauge of status.  

Having planned vs. actual numbers for short duration tasks recorded frequently and graphed next to each other may tell a very different tale. When working with outside partners, where the work is happening "out of sight", such visibility is especially important for gauging their true progress accurately.

This data often reveals important trends such as true completion rates, and can provide a clear understanding of what resources or productivity change might be needed to recover a schedule in trouble. 

How:  Consider these two areas where "visible deliverables" tracking can be useful:

· Sequences of activities where you need to gauge progress along the way, such as designs.  It's dangerous to schedule a 3 month design phase, with no checkpoints or interim deliverables within that 3 months, especially if that work is being done by an outside partner. It's better to schedule various checkpoints along the way:  deliver a spec outline… schedule an interim review….. get a partial parts list fast… etc.  This is the subject of Example 1.
· Also look for areas of your project where many small deliverables or activities that are the true source of progress and thus the most accurate gauge of completion.     One typical area is that of writing test cases and executing test cases, and tracking the "defects" that arise from this testing and how quickly those defects are corrected. This is the subject of Examples 2, 3, and 4. 

The included Excel files can easily be modified to add capture and charting of other combinations of data, so that you can break down your tracking and summarize your progress in whatever way is most useful. 

Example 1:  Tracking "Visible Deliverables" 

During Detailed Design Phase of Multiple Sub-systems.

The chart in the embedded Excel spreadsheet and shown in the picture on the following page  document all milestone dates during the detailed design phase of a product or system development project.  A number of interim milestones are called out and tracked by the team to ensure that real progress is visible, both inside the core team, and on the work done by the partner.  

The dates specifically call for a number of very tangible or "visible" deliverables to be produced on set dates.   For instance, rather than have one big detailed design phase with a review at the end, the timeline calls for producing an outline and very rough draft design document quickly; followed by two iterations of detailed design work with a review at the end of each; and other deliverables related to bills of materials, drawings, etc.  The milestones apply to work done by the main company, as well as work that has been taken on by an outside development partner.    

This chart can be used to for any sequence of activities on any type of project where you want interim deliverables and reviews scheduled and tracked closely.   This format is useful for setting and communicating expectations, and allows easy visual grasping of true team status.

How the chart is created:

The original dates in the table can be determined by creating a schedule in Microsoft Project - then transferred into the cells of this table.  Teams who've used the format below find it's much easier to use this as the communication tool rather than trying to get the same information off multiple pages of a Gantt chart each week. 

Specifics notes about info in the table:

· The header row lists the milestone names.  The "Design Kickoff Mtg", "Final Team DDR", "Release", and  "Start integration" milestones in red are examples of dates that might be included in the contract as committed performance dates to be hit by the partner.   The contract might have provisions that the partner must notify the company if any issues threaten those milestone dates and  require explicit re-negotiation to approve changing them, and even call for penalties if the major milestone dates are missed without notice.

· The "deliverables notes" row communicates expectations about what is delivered and to whom at each of those milestones.

· The Subsystems rows indicate the series of standard activities for each subsystem.

· The green bar for each subsystem indicates where it has progressed to as of this date. 

· The dates in each cell indicate the target date from the MSP schedule that the team is supposed to hit

· Dates in red indicate target dates that should have been already hit as of this status meeting, and have not been hit

· Yellow boxes indicate near-term dates looming, that should be discussed by the team to ensure they're on target.

(Continued next page)

How the chart is used for tracking:

The chart is used in each weekly team meeting to review subsystem status.   The partner team members are in the meeting to discuss the status of their subsystems.

The example data is for a team meeting held January 16, where design work started previous October.    Three subsystems are running behind; two of those belong to the partner.

The team meeting should focus heavy attention on understanding issues causing these misses, and setting recovery plans.    The meeting will also cover other near-term target dates (all items boxed in yellow), to identify any issues and set actions to ensure dates are held.

Our Template and Example Data

Double click the icon to open the Excel file and save it to your computer for your own data entry and customization.  A picture of the contents is below.
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Example 2:  Tracking "Visible Deliverables" - 

Art Assets for a Game Development Project 

The chart in the embedded Excel spreadsheet and shown in the pictures on the following pages  documents the team's week-by-week plan for creating art "assets" (graphics) during part of a game development project.   It also allows them to capture what actually got created each week.  

The information is broken down by "room" (or scene) in the game and by what artwork is needed for each character who will appear in that room of the game. 

This format is useful for any project where there are many small deliverables that are the true gauge of progress and completion. For instance, it is not very useful to create a task for a game project called "Create character 1 artwork" then try to assign a percent complete number to that each week, without understanding the number of art pieces to be produced.  Given that you need to know those numbers to get a good estimate anyway, it's effective to keep explicit track of progress on those numbered assets, rather than just using them to calculate a task duration and work effort in the scheduling program.    We recommend keeping progress on those deliverables very explicitly "visible."  That's what these data tables and related graphs are for.

The graphs are especially useful for communication of true status.  It's so easy to say "we're making fine progress" if "assets are getting completed".  Having the planned vs. actual numbers graphed next to each other may tell a very different tale.

This format is valuable for any applicable internal project - and VERY valuable when an outside partner's work progress to be kept visible and accurate.

Our Template and  Example Data

See the pictures on the following 2 pages along with their explanations.

Double click the icon to open the Excel file and save it to your computer for your own data entry and customization.


[image: image3.wmf]"Template Tracking- 
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Pictures of data in this object file above are shown on the next 2 pages.

Example 2:  Art Assets for a Game Development Project  (continued)

Tab 1:

This is where the raw data is entered- Initially the plan data, then each week the actuals.

The team in this example is producing less than what they planned, at least in some weeks.  But in this view that's hard to really "see" and comprehend the impact.
[image: image4.emf]Excerpt- "Asset" Tracking Table  (e.g. art assets for a Game Development Project)

Room1 total needed 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Character1 20 Planned 3 5 5 7

Actual 3 2 2 4

Character2 20 Planned 4 3 3

Actual 4 3 3

Character3 20 Planned 5 5 3 3 4

Actual 4 3 3 3 6

Objects 40 Planned 10 10 10 20

Actual 2 4 4 15

Room 2 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Character1 30 Planned 5 10 10 5

Actual 5 3 2 2

Character3 15 Planned 5 10

Actual 3 3

Objects 25 Planned 10 10 5

Actual 8 6 3

TRACKING BY WEEK 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

TOTALS   Planned

37 43 36 40 14

Actual

26 21 17 27 9

CUMULATIVE 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Planned

37 80 116 156 170

Actual

26 47 64 91 100


The graphs on the following page were created off the TRACKING TOTALS areas.

You could also create graphs by room or by character by creating different totals lines.

Continued next page

Tab 2:

Tab 2 contains the first graph.  It compares the weekly plan with the weekly actual to give a visual of the weekly performance.

[image: image5.emf]Assets completed vs. plan for that week
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Tab 3:

Tab 3 contains the second graph, which tells the full story of whether the team is on target to complete the entire set of assets in time.  In our case, the answer is no.  In fact, the graph shows something very important-   it shows eloquently that the team doesn't seem to have a real chance to catch up, given the apparent productivity at the current staffing level!    In our example the relative slopes of the planned and actuals curve show that the team is actually falling further behind each week.

Tracking in this form is a good way to get visual early warning that the trends are off, and actions (such as increasing resources, improving productivity, reducing the number of assets, etc.) are the only way to recover the schedule.

[image: image6.emf]Progress vs. Plan: Art Assets
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Example 3:  Tracking "Visible Deliverables" - 

Test Case Execution Progress

In this example, similar to example 2, the team tracks the number of test cases executed during each week of the testing cycle and compare those numbers to the plan.  

The charts in the embedded Excel spreadsheet below and shown in the pictures on the following pages document the team's week-by-week plan for executing test cases (for example, during a system test phase).   It also allows them to capture and analyze what actually got completed each week.  

The information in this example is broken down by "subsystem" or "functionality" in the product or system.  This breakdown can be whatever makes sense for your situation. 

This format is useful for any project where there are many small activities or deliverables that are the true gauge of progress and completion. For instance, it is not very useful to create a task for testing called "Execute Subsystem 1 test cases," then try to assign a percent complete number to that each week, without understanding the number of test cases to be run and how long that number of cases might take.  Given that you need to know those numbers to get a good estimate anyway, it's effective to keep explicit track of progress on those numbered test cases, rather than just using them to calculate a task duration and work effort in the scheduling program.    We recommend keeping progress on those deliverables very explicitly "visible."  That's what these data tables and related graphs are for.

The graphs are especially useful for communication of true status.  It's so easy to say "we're making fine progress" if "test cases are getting executed".  Having the planned vs. actual numbers graphed next to each other may tell a very different tale.

This format is valuable for any applicable internal project - and VERY valuable for keeping an outside partner's work progress  visible and accurately assessed.

Our Template and Example Data

See the pictures on the following 2 pages along with explanation.

Double click the icon to open the Excel file and save it to your computer for your own data entry and customization.


[image: image7.wmf]"Template Tracking- 

Testing  - used in Vis Delivs.xls"


Pictures of data in this object file above are shown on the next pages.

Example 3: - Test Case Execution Progress (continued)

Tab 1:

This is where the raw data is entered- Initially the plan data - how many test cases the team will execute each week.  Then each week the actuals can also be entered. There are rows for entering the number of cases that passed and number that failed.  NOTE: A similar format can be used to plan and track the writing of the test cases earlier in the project.

The team in this example is finishing test cases more slowly than planned, at least in some weeks.  But in the data table view,  it's hard to really "see" and comprehend the impact.
[image: image8.emf]Excerpt- Test Case Execution Tracking Table  

Subsystem 1 total test cases 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

100

Planned

50 50

Actual- Failed 5 5

Actual- Successful

25 20

Subsystem 2 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

100 Planned 25 25 25 25

Actual- Failed 15 5 5

Actual- Successful 5 15 10

Functionality 1 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

75 Planned 30 20 25

Actual- Failed 5 8 5

Actual- Successful 20 10 15

TRACKING  BY WEEK 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

TOTALS Actual- Failed

15 5 8 15 10

Actual- Successful 5 20 10 55 30

Actual - TOTAL

20 25 18 70 40

Planned 55 45 50 75 50

CUMULATIVE 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Actual- Failed

15 20 28 43 53

Actual- Successful 5 25 35 90 120

Actual - TOTAL

20 45 63 133 173

Planned 55 100 150 225 275

Suddenly 2  weeks of no testing

:

when first tests run, big issue uncovered, returned 

code to developers, stopped testing until fixed.

Late start: 

no cases run first week


continued next page

Tab 2:

Tab 2 graphs compare the weekly plan with the weekly actuals for 

· Test cases run overall

· And test cases passed vs. failed

to give a visual of the weekly performance.

The passed vs. failed numbers are important component-- ultimately the failed cases will have to be re-run, upping the total number of overall cases to be executed.

These trend numbers should be tracked and reviewed weekly, with partners involved as appropriate for their role on the project. If they are doing turnkey development and testing of their work; or turnkey testing, it should be a requirement of the contract that tracking of this nature be done and made available to the client.
[image: image9.emf]Weekly Execution total vs. Plan for Week
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Tab 3:

Tab 3 contains cumulative trend graphs, which tell the full story of whether the team is on target to complete the entire set of tests in time.  In our case, the answer is no.  In fact, the graph shows something very important-   it shows eloquently that the team doesn't seem to have a real chance to catch up, given the apparent productivity at the current staffing level!

Tracking in this form is a good way to get visual early warning that the trends are off, and actions (such as increasing resources, improving productivity, etc.) are the only way to recover the schedule.  These trend numbers should be tracked and reviewed weekly, including with any partners, if appropriate for their role on the project.  And if a partner is doing turnkey development and testing; or turnkey testing, it should be a requirement of the contract that tracking of this nature be done and made available to the client.  The progress tracking can be used to help the two parties collaboratively discuss the true situation and identify interventions.

[image: image10.emf]Progress against Plan- Total Test Case Execution
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Example 4:  Tracking "Visible Deliverables" -

Defect Discovery and Closure Rates

In this example, a logical companion to example 3, the team tracks the number of issues or "defects" discovered each week, such as during a testing phase.   In this case the team also tracks how many of those defects are corrected each week.  Example 3 mostly tracks how the test team is performing to plan- are they keeping up with the planned rate of test case execution, and with what results?   Example 4 helps ensure that the development team is keeping up with correcting the defects discovered by the test team.  Many a test phase has been delayed not because the testing took too long, but because the development team couldn't correct the issues fast enough.

The charts in the embedded Excel spreadsheet below and shown in the pictures on the following pages document the team's week-by-week "influx" of defects - how many new defects are discovered each week.  Tab 1 also allows them to also enter the number of defects corrected each week.   The information in this example is broken down by "subsystem" or "functionality" in the product or system.  This breakdown can be whatever makes sense for your situation.

One note: typical "defect tracking systems" for development teams are programs meant to capture this data and produce reports similar to those in the excel template presented here. 

The graphs are especially useful for communication of true status of your test results.  It's so easy to say "we're on track on our testing" if test cases are getting executed and the testing phase feels really busy.  Having not only the information in example 3, but also these defect statistics,  may tell a very different tale.

This format is valuable for any applicable internal project - and VERY valuable for keeping an outside partner's work progress visible and accurately assessed.

Our Template and Example Data

See the pictures on the following pages along with explanation.

Double click the icon to open the Excel file and save it to your computer for your own data entry and customization.


[image: image11.wmf]"Template Tracking- 

Issue Corr- used in Vis Delivs.xls"


Pictures of data in this object file above are shown on the next pages.
.

Example 4: Defect Discovery and Closure Rates (continued)

Tab 1:

This is where the raw data is entered.  Each week enter the number of defects discovered, and the number of defects corrected and closed.   The example data shown here reflects a reasonably typical testing result for the test case execution progress shown in Example 3's data.

The team in this example is discovering defects- a large number on Subsystem 2, smaller numbers on Subsystem 1 and Functionality 1.

[image: image12.emf]Excerpt- Issue (or Defect of "bug") Tracking Table 

(e.g. defects discovered during a testing phase)

Subsystem1 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Issues 

Opened

9 7

Issues 

Closed

6 8

Subsystem 2 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Issues 

Opened

27 14 10 5

Issues 

Closed

5 8 8 5 4

Functionality 1 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Issues 

Opened

8 20 3

Issues  3 5 10 4

TRACKING BY WEEK 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

TOTALS  

Issues 

Opened

27 8 34 22 12

Issues 

Closed

5 11 13 21 16

CUMULATIVE 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar

Cumulative 

Issues 

Opened

27 35 69 91 103

Cumulative 

Issues 

5 16 29 50 66


Tab 2:

Tab 2 is created off the data in Tab1 and charts the numbers for each week of the test period.  Pictures of the charts are shown below and explained.

This bar chart shows how many issues were discovered each week and how many were corrected and closed that week. It helps highlight areas and magnitude of shortfall and related people issues (e.g. work efficiency or staffing levels).

[image: image13.emf]Issue Influx and Closure, by Week
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This line chart gives a sense of whether our discovery of defects is tapering off.   If we're near the end of testing phase BUT the Opened curve was still rising, we'd be concerned that we're NOT REALLY nearing the end of testing!

NOTE: you could add a plot of "test cases executed by week" to this curve to see the above all together - to compare the issues discovery trend to how much is being executed that week.

[image: image14.emf]Issues Opened By Week

27

8

34

22

12

0

5

10

15

20

25

30

35

40

3/1/03 3/8/03

3/15/03 3/22/03 3/29/03

Week of testing

# Issues

Issues Opened

Our example shows a big beginning 

spike of issue discovery - it came from 

the fast that subsystem 2 experience a 

large number of test case failures and 

corresponding Issues.  The next week 

issue discovery is much lower because 

Subsystem 2 has stopped testing to be 

fixed, and Functionality 1 is just starting 

testing. In the 3rd week we see big 

issues again since Functionality1 is 

now being tested plus Subsystem 2's 

fixes are being tested and there are still 
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being tested- a good sign!  


The charts above are built off the weekly totals across all subsystems.  You can easily create similar charts for the individual subsystems of functionality areas - which would help highlight issues in these specific areas.

Tab 3:

Tab 3 is created off the data in tab 1 to look at cumulative numbers across this period of the test phase. It helps answer questions such as:

· Are we correcting open issues fast enough to be able to finish the testing period on time?

· Are we late in testing cycle, but defects are still being discovered at a high rate?  Or is the influx rate decreasing so that we are converging on a working system?

· Does our trendline show a serious deficiency in our closure rate vs. how fast issues are being opened?

· If we had to recover, how many more issues would we have to close per week to catch up with the Opened curve? And what does that imply about resource needs or productivity improvement needed?

[image: image15.emf]Cumulative Issues Discovered and Corrected
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_1113896997.xls
tracking data

		Excerpt- "Asset" Tracking Table  (e.g. art assets for a Game Development Project)

		Room1		total needed				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

		Character1		20		Planned		3		5		5		7

						Actual		3		2		2		4

		Character2		20		Planned		4		3		3

						Actual		4		3		3

		Character3		20		Planned		5		5		3		3		4

						Actual		4		3		3		3		6

		Objects		40		Planned		10		10		10		20

						Actual		2		4		4		15

		Room 2						1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

		Character1		30		Planned		5		10		10		5

						Actual		5		3		2		2

		Character3		15		Planned								5		10

						Actual								3		3

		Objects		25		Planned		10		10		5

						Actual		8		6		3

		TRACKING		BY WEEK				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

		TOTALS				Planned		37		43		36		40		14

						Actual		26		21		17		27		9

				CUMULATIVE				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

						Planned		37		80		116		156		170

						Actual		26		47		64		91		100





Weekly performance

		WEEKLY COMPLETION PERFORMANCE

		Shows how many we completed each week vs. how many were planned for that week

		Shows areas and magnitude of shortfall and highlights issues (e.g. work efficiency or staffing levels)





Weekly performance

		37681		37681

		37688		37688

		37695		37695

		37702		37702

		37709		37709



Planned

Actual

Week

Assets completed this week

Assets completed vs. plan for that week

37

26

43

21

36

17

40

27

14

9



Cumulative- completion trend

		CUMULATIVE PERFORMANCE:

		Tracks total assets created as of end of each week.

		Lets us view trendline-- are we completing fast enough?

		Does our trendline show a serious deficiency in our completion rate vs. plan?

		If we had to recover, how many more assets per week would we have to complete to get our actual curve back up to our planned curve?





Cumulative- completion trend

		37681		37681

		37688		37688

		37695		37695

		37702		37702

		37709		37709



Planned

Actual

Week

Total assets complete

Progress vs. Plan: Art Assets

37

26

80

47

116

64

156

91

170

100




_1113897071.xls
tracking data

		Excerpt- Test Case Execution Tracking Table

		Subsystem 1		total test cases				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

				100		Planned								50		50

						Actual- Failed								5		5

						Actual- Passed								25		20

		Subsystem 2						1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

				100		Planned		25		25		25		25

						Actual- Failed		15						5		5

						Actual- Passed		5						15		10

		Functionality 1						1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

				75		Planned		30		20		25

						Actual- Failed				5		8		5

						Actual- Passed				20		10		15

		TRACKING		BY WEEK				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

		TOTALS				Actual- Failed		15		5		8		15		10

						Actual- Passed		5		20		10		55		30

						Actual - TOTAL		20		25		18		70		40

						Planned		55		45		50		75		50

				CUMULATIVE				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

						Actual- Failed		15		20		28		43		53

						Actual- Passed		5		25		35		90		120

						Actual - TOTAL		20		45		63		133		173

						Planned		55		100		150		225		275



Suddenly 2  weeks of no testing:
when first tests run, big issue uncovered, returned code to developers, stopped testing until fixed.

Late start: no cases run first week



Weekly performance

		WEEKLY COMPLETION PERFORMANCE

		Shows how many we completed each week vs. how many were planned for that week

		Shows areas and magnitude of shortfall and highlights issues (e.g. work efficiency or staffing levels)
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Cumulative- completion trend
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Actual- Failed

Actual- Passed

Week of testing

# of test cases

Weekly Totals: Passed and Failed Test Cases
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		CUMULATIVE PERFORMANCE:

		Tracks total test cases run successfully as of end of each week.

		Lets us view trendline-- are we completing fast enough?

		Does our trendline show a serious deficiency in our completion rate vs. plan?

		If we had to recover, how many more test cases per week would we have to execute to get our actual curve back up to our planned curve?

				e.g. how many test cases can a tester execute per day; by how many test cases per day do we need to increase our execution rate;

				what does that say about how many additional resources we'd need to recover?
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		Excerpt- Issue (or Defect of "bug") Tracking Table

				(e.g. defects discovered during a testing phase)

		Subsystem1						1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

						Issues Opened								9		7

						Issues Closed								6		8

		Subsystem 2						1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

						Issues Opened		27				14		10		5

						Issues Closed		5		8		8		5		4

		Functionality 1						1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

						Issues Opened				8		20		3

						Issues Closed				3		5		10		4

		TRACKING		BY WEEK				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

		TOTALS				Issues Opened		27		8		34		22		12

						Issues Closed		5		11		13		21		16

				CUMULATIVE				1-Mar		8-Mar		15-Mar		22-Mar		29-Mar

						Cumulative Issues Opened		27		35		69		91		103

						Cumulative Issues Closed		5		16		29		50		66





Weekly performance

		WEEKLY  PERFORMANCE

		This bar chart shows how many issues were discovered each week and how many were corrected and closed that week

		It helps highlight areas and magnitude of shortfall and related people issues (e.g. work efficiency or staffing levels)

		This line chart gives a sense of whether our discovery of defects is tapering off.

		If we're near the end of testing phase BUT the Opened curve was still rising,

				we'd be concerned that we're NOT REALLY nearing the end of testing!

		NOTE: you could add a plot of "test cases executed by week" to this curve to see the above all together -

				compare the issues discovery trend to how much is being executed that week.





Weekly performance

		37681		37681

		37688		37688

		37695		37695

		37702		37702

		37709		37709



Issues Opened

Issues Closed
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Cumulative- completion trend
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		CUMULATIVE PERFORMANCE:

		Track total number of issues (e.g. software "bugs" or defects)  opened over course of project.

		Track number of these issues corrected to date

				Are we correcting fast enough to be able to finish the testing period on time?

		Track influx rate- new bugs opened per week

				Are we late in testing cycle, but defects are still being discovered at a high rate?

				Is the influx rate decreasing?

		Does our trendline show a serious deficiency in our closure rate vs. how fast issues are being opened?

		If we had to recover, how many more issues would we have to close per week to catch up with the Opened curve?

				and what does that imply about resource needs or productivity improvement needed?



Our example shows a big beginning spike of issue discovery - it came from the fast that subsystem 2 experience a large number of test case failures and corresponding Issues.  The next week issue discovery is much lower because Subsystem 2 has stopped testing to be fixed, and Functionality 1 is just starting testing. In the 3rd week we see big issues again since Functionality1 is now being tested plus Subsystem 2's fixes are being tested and there are still issues.  After that, the curve is tapering off even though all 3 elements are now being tested- a good sign!
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Cumulative Issues Opened

Cumulative Issues Closed

Week of test period

# of Issues

Cumulative Issues Discovered and Corrected
 as of end of each Testing Week

27
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Slope of the cumulative issues OPENED curve is the "Influx Rate".  This slope should flatten as you approach the end of test period.  If it is increasing instead, could signal danger to schedule due to late discovery of large numbers of issues. In this case the curve is starting to flatten, which is good.

The slope of the "closed" curve is similar to slope of "opened" curve, which shows that the rate of closing issues is keeping up with the rate of new issues being opened, which is good. HOWEVER- the gap between the curves shows that the current team is not catching up.  (The slope of the CLOSED curve would have to be steeper than this to rise faster and intersect soon enough with the OPENED curve.)  This tells the team to discuss ways of catching up - how can we close more issues each week from here on?
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		Tracking "Visible" Deliverables and Reviews for a Detailed Design phase

		This chart shows all milestone dates during the detailed design phase of this project.  A number of interim milestones are called out and tracked by the team  to ensure that real progress is visible.

		This chart can be used for any sequence of activities where you want interim deliverables and reviews scheduled and tracked closely

		This format is useful for setting and communicating expectations, and allows easy visual grasping of where the team is.

		NOTE: the original dates for these subsystems were determined by creating a schedule in MicroSoft project- then the dates were put into this format

		Teams who've used the format below find it's much easier to use this as the communication tool

		Specifics:

		The "Design Kickoff Mtg", "Final Team DDR", "Release", and  "Start integration" milestones in Red were included in the contract as committed performance dates to be hit.

		with provisions to notify the company if any issues threaten those dates and  requiring explicit re-negotiation to change them.  Also penalties if the dates missed without notice.

		The "deliverables notes" row communicates expectations about what is delivered and to whom

		The chart is used in each weekly team meeting to review subsystem status.  The example data is for a team meeting held January 16, where design work started previous October.

		The green bar for each subsystem indicates where it has progressed to as of this date.

		The dates in each cell indicate the target date from the MSP schedule that the team is supposed to hit

		Dates in red indicate target dates that should have been already hit as of this status meeting, and have not been hit

		Yellow boxes indicate near-term dates looming, that should be discussed by the team to ensure they're on target.

		In this example,  3 subsystems are running behind; two of those belong to the partner

		The partner team members are in the meeting to discuss the status of their subsystems

		The team meeting should focus heavy attention on understanding issues causing these misses, and setting recovery plans.

		Then the meeting will review other near-term target dates (all items boxed in yellow), identify any issues, set actions to ensure dates are held.

		SUBSYTEM STATUS AS OF JANUARY 16

		SUBSYSTEM DEVELOPMENT: 
DETAILED DESIGNS READY FOR INTEGRATION				Dsn Kickoff Mtg		Dsn doc outline/ rough draft		Detailed dsn iter1		Mid  DDR		Detailed dsn iter2		DDR		Draft drawings, bill of materials		Final dsn doc		Final TEAM DDR		Release		Buy/ Fab		Assemble Prototype		START INTG - Plan		START INTG - Actual

				Deliverable notes				Agree that outline and level of detail is correct		Full draft of dsn doc delivered to xfunc rvw team		Publish long lead parts list after review		Address DDR1 issues, complete design, update doc		Xfunc review full design		initial dwgs in CAD sys, initial costs on all parts		Dsn doc to core tech team for review		Dsn doc, drawings rvwd by team		BOM in MRP system, all dwgs rvwd by both parties				Mfg reps mark up dwgs for issues observed during assy

		SUBSYSTEMS		OWNER**		Complete		Complete		Complete		Complete		Complete				Complete		Complete		Complete		Complete		Complete		Complete

		Subsystem 1		B. Smith		10/1		10/8		10/31		11/2		12/5		12/10		12/19		1/5		1/10		1/15		2/5		2/15		2/22

		Subsystem 2		R. Kumar (P)		10/5		10/15		11/10		11/12		12/17		12/20		1/8		1/15		1/18		1/20		2/8		2/18		2/22

		Subsystem 3		J. Johnson		10/10		10/16		11/3		11/9		12/18		12/21		1/15		1/31		2/8		2/15		3/1		3/8		3/10

		Subsystem 4		R. Cleary (P)		10/1		10/10		11/8		11/10		12/15		12/19		1/13		1/20		1/27		1/31		2/22		3/5		3/10

		Subsystem 5		L Schmidt (P)		10/20		10/31		11/20		11/24		1/5		1/8		1/22		1/31		2/5		2/8		2/28		3/19		3/22

		Subsystem 6		K. Booth		10/31		11/5		12/5		12/8		1/15		1/19		1/31		2/8		2/15		2/20		3/12		3/20		3/22

		Legend:

		(P) indicates partner team member is responsible for this subsystem

		DDR stands for Detailed Design Review
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