Typical release decision process

What:    The following process is typical of what can be used near the end of a project to systematically review open issues and determine which ones must be corrected before release. 

Why:   Way too many products get released before they're truly ready.  The customer needs it now!  We have to deploy it now to make our revenue/ save money in IT/ etc.!   But if it's released before it's really ready, everyone will pay.  The customer will have to live with a buggy product, the development team will have to hang on making corrections…  This process helps teams make a responsible release of the product based on a thorough understanding of the product's true state.   See also the template for a Software Quality Release Criteria document.

Using such a process also establishes a rhythm in the endgame process.  It helps make the release date somewhat predictable by monitoring defect rates, the severity of issues, etc.  It can help the group see if they are truly converging on a final product, or if the number of issues is remaining constant or increasing.  In short, the process demonstrates that you have management control over the endgame.  This will keep upper management  managing at their level, and not yours.  And this will reduce the risk of upper management stepping in and unilaterally making a premature release decision.

How:  Start this process when you're ready to begin system-level testing of the product or application.

Release Decision Process

(Contributed by ProjectConnections.com staff)

1. Before the start of final system level validation testing (where the design is tested point by point against its requirements), a full consensus meeting is held where the current open issues are discussed.  The issue management system should be able to quickly produce such a report.  Each issue should clearly call out how the design is deviating from the requirements.

2. If there are any "show stoppers" -- issues that must be resolved before validation begins -- they are resolved before testing commences.

3. A complete pass is made through the validation testing.  This may take from days to weeks.

4. Each morning, any issues discovered during the previous day's testing are "sifted" -- rated according to severity and priority -- and discussed in a short meeting among a limited consensus group;  for example, the project manager, technical lead, quality assurance or testing manager, and the marketing product manager.

5. For each issue, a decision is made to fix while testing, fix and restart testing, alter requirements, alter test protocols, fix in documentation only, no fix necessary, defer to a future product upgrade release, etc.  If a decision has broad implications, more people may be brought into the decision.  But the daily meetings should be kept small enough to move fast, while just large enough to keep the risk of a bad decision low.

6. At the end of the validation cycle, the limited consensus group reviews the remaining open issues and decides whether they have a viable release candidate.  If they decide that they do not have a viable candidate, then whatever necessary development is done,  Then another validation (regression or full) testing cycle is begun.

7. If the limited consensus group feels they now have a viable release candidate, then another full consensus meeting is held, the results of the validation testing are discussed and the remaining open issues presented.  If closure on these issues can be agreed upon with no further changes to the design that may affect validation, then the product is released.  

