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1. Overview

The Gorbel Learning Management System (GLMS) will be used for delivering courseware related to the training of individuals whom construct, sell and utilized Gorbel manufactured material handling solutions. The primary functions of the system are to deliver company/product related courseware, track student progress metrics, and provide courseware/user management capabilities. Courseware will include training materials (such as the Gorbel pre-Dealer training course and product specific materials) and subsequent student quiz results. Trainees shall have the ability to maintain their profiles and enrollment in applicable courses. Course instructors shall have the ability to manage their lessons and student body’s enrollment.

2. Audience

The audience for this document is the project team, the faculty coach, and Gorbel Inc. Software Engineering Group.  This document is designed to be a brief overview of the goals of the project, schedule, and technical process of the project.
3. Goals and Scope

The project will be able to deliver courseware content to users via a web-based interface. The courseware will be viewed by dealers and customers of Gorbel Inc. and allow them to view the content within Microsoft Internet Explorer or Mozilla Firefox. 

The system will allow students (dealers and customers of Gorbel Inc.) to create student profiles, browse courses available to them, view courses they have taken previously and enroll/disenroll into courses within the GLMS. 
Each course within the GLMS will consist of one or more lessons. Each lesson will be a single piece of courseware, which could be a presentation, video or audio clip. At the end of a lesson there may be a test associated with that material. 
System administrators will control the courses that are provided. Administrators will be able to upload new courses, update existing courseware and tests, as well as, manage courses. Administrators will be able to enroll or disenroll individuals or groups of students for courses. Also, administrators will be able to view the testing statistics for courses.
The system will provide reporting tools to system administrators and other authorized users (Gorbel department heads, managers, etc). These reporting tools will provide evaluation data on individual learner success, test scores, proficiency, content utilization and system usage.

4. Document Deliverables

	Document Name and Description
	Change Control
	Sign Off Authority

	Software Development Plan

This document describes a developer's plans for conducting a software development effort.
	Changes to this document must be approved by the sign off authorities
	Josh Kierpiec
Sean Barry


	Vision and Scope Document

This document ensures that the stakeholders and the project team share a common understanding of the needs being addressed by the GLMS
	Changes to this document must be approved by the sign off authorities
	Josh Kierpiec

Sean Barry



	Software Requirements Specification

This document defines project requirements, the priority for each requirement and outlines a way to verify that the project meets the requirements.
	Changes to this document must be approved by the sign off authorities
	Josh Kierpiec

James Spicknall
James Flanagan
Sean Barry



	Risk Management Document

This document will formally state the risks that have been defined and include the mechanisms that will be employed to manage them.
	Changes to this document must be approved by the sign off authorities
	Josh Kierpiec

Sean Barry


	Software Test Plan

This document describes the testing activities that will take place, how/when testing will occur and how the test cases will be developed
	Changes to this document must be approved by the sign off authorities
	Josh Kierpiec

James Flanagan


	Design Documents

A set of documents that describe in detail the structure of the system down to the function level. The documents will be separated by subsystem. 
	Changes to this document must be approved by the sign off authorities
	Josh Kierpiec

James Spicknall



5. Project Organization

The following table outlines the project organization and roles that will be assigned. These roles are subject to additions, removal, and changes to responsibilities.
	Role
	Responsibility

	Development Lead
(James Spicknall)


	Responsible for the system architecture, database design, construction and verification of source code, unit tests and related documentation.

	Project Manager
(Josh Kierpiec)
	Responsible for the requirements analysis and the overall project health.  Will manage the development and quality assurance effort of the project and ensuring that requirements and success metrics are being met.

	Testing Lead

(James Flanagan)


	Responsible for all quality assurance activities including reviews and testing.

	Faculty Coach

(Scott Hawker)
	Provides guidance for the team and ensures that all requirements for the RIT Software Engineering dept. are completed

	Sponsor

(Sean Barry)
	Communication link between Gorbel Inc. and the project team. Provides requirements, gives feedback and ensures that the project fulfills the needs of Gorbel Inc.  

	Developer

(Team)
	Responsible for construction and verification of source code, unit tests, and related documentation.

	Tester

(Team)
	Responsible for testing the User Interface components and flows to see if they meet success-metric standards supplied by the Program Managers.


6. Risk Management

There will be a meeting held during the design of the project to discuss possible risks involved with this project. The gathering of risks will be done as an informal questionnaire, and then all of the responses will be discussed as a group. This group discussion will be used to assign values to these risks, in both impact the risk would have on the project, as well as the probability it will occur. To simplify the process, there will be a pre-determined range of answers for both categories, where possible selections would be Low, Medium, and High.

Once this list is created of all risks associated with the project, priorities are assigned to each of the risk, based on the values given to probability of occurring, as well as impact it has on the project if it happens. The highest ranking risks on the list will have a risk mitigation process created, and the lower ranking risks will be dealt with if they occur.

As work progresses on the GLMS, these risks will be reassessed, and developers will create new mitigation plans to deal with unpredicted risks that appeared.

7. Scheduling and Estimates

This section covers the scheduling decisions and timeline as well as the estimation method that will be used.

Estimation

This section covers details the estimation method that will be used and covers how refinement of the project estimate will occur.
Estimation of Project Effort

The effort is given in man hours, per activity and it is broken into the project iterations.

First Iteration

Development 
- 112

Implementation
- 65

Deployment       
- 8

Second Iteration

Development     
- 80

Implementation  
- 20

Deployment      
- 8

Third Iteration

Development    
- 40

Implementation
- 20

Deployment    
- 16

Estimation Methods

Developing the estimations primarily relied on prior experience in building similar web projects. After making a list of the needed features currently known for the site the requirements they impose where taken into consideration to create a list of development hang-up points as well as a likely list of web pages to create. After listing features under the respective pages, the time to develop the features was estimated, followed by time for the pages themselves. These times where used to create the development/implementation times for phase one. Once the hang-up points likely to crop up in phase one where added in the time for phase one was considered complete. For phase two the base time was assumed to be half of phase one, mostly assuming a need to change the lay out of WebPages and at most a half reimplementation of the system. This should be fairly high given the relative simplicity of the system. The third phase base time was developed as a quarter of the first phase, assuming relatively small needs for changes, likely a number of small additions to the system. The only exception is the deployment time which was doubled to account for transferring it to the live servers and any problems which may occur then as well as the population of the available courseware. 

Estimation Refinements

The precision of the estimate will be revised whenever changes occur to the project. Any estimation refinements or changes will be discussed in the Bi-Weekly Project Report.
Schedule

This section covers the schedule for the project. 
Planning: Week of 25 January 2008
Requirements and Architecture work is completed, along with the planning to the point where the project can move to the next phase.

Technical Foundation: Week of 15 February 2008
The design and implementation work necessary to move the project into initial testing is complete.
First Iteration: 8 April 2008
This functional prototype should provide the customer with a look into the user creation and management features of the system. 
Second Iteration: 22 April 2008
This functional prototype should provide the customer with a look into the course management features of the system include: course/lesson creation and editing. Also, this prototype should include feedback from the customer obtained after delivering the first prototype. 
Third Iteration: 6 May 2008
This functional prototype should provide the customer with a first look at the look and feel of the user interface. As well as, demonstrate the mechanism for taking a course within the GELMS framework. Also, this prototype should include feedback from the customer obtained after delivering the second prototype. 
Release: 

The project has been released and given to the customer. Any support, maintenance and updating will be performed by the customer.
Reporting

This section covers the methods that project status will be reported to the faculty coach and the customer on a bi-weekly basis. This will be done using a Bi-Weekly Project Report. The report will outline the progress, any issues that have risen, status of existing issues, changes that have been suggested or approved, estimation refinements and project metrics.
8. Measurements

This size of the project will be measured by multiple different quantitative pieces of data results in the final system metrics.  The following table outlines the data we will be measuring, the tools or method used and the resulting expected metric.
	Data
	Tools/Methods
	Resulting Metric

	Individual Effort
	Senior Project Reporting Sheets
	Effort/Team Member

	Lines of Code (LOC)

Bugs
	Resource Standard Metrics
http://msquaredtechnologies.com/
	Bugs/LOC

	Entire Code Base
	Bullseye Coverage
http://www.bullseye.com/index.html
	Code Test Coverage


This measurement process will be managed by Project Manager on the project team and will be applied at the end of each iteration.  Data will be released to the team based on the iteration that was completed and proper adjustments can then be prepared for the proceeding iterations in order to improve team performance and efficiency.
9. Technical Process

We will be using the iterative/incremental method as the Software Development Model for this project.  Due to the deliver requirements of the customer a combination prototype and iterative/incremental model will allow the team to best fulfill the requirements of the customer. The process will allow the team to deliver functional prototypes to the customer and redevelopment the prototype within the iterative/incremental model constraints (as outlined below). 

This method will give the team the ability to design and produce examples of the system to Gorbel. The feedback from Gorbel will then be used in the development of the next iteration of the prototype.
The following activities will be followed in this model:

Requirements Analysis – Requirements will be derived for the system from meetings with the customer and supplied documentation.

Preliminary Design – A preliminary design of the system will be derived from the requirements in preparation for the initial prototype.

Initial Prototyping – A functional prototype of the system will be created with a subset of the high priority requirements.
The following activities will be completed for each iteration of the system:

Prototype Evaluation – The prototype will be evaluated by the team and a Gorbel representative to determine its strengths, weaknesses and any new risks it poses to the project.

Requirements Definition – Existing requirements and any new requirements collected by evaluating the previous prototype will be picked to be added to the existing prototype.

Design – The next iteration prototype will be designed, modifying the existing design as necessary.
Implementation/Testing – The prototype will be subjected to the tests outlined for the requirements that it was designed to fulfill.

Once the customer is satisfied with the prototype, the prototype will be cleaned up and prepared for final verification against the requirements.
Verification – Tests will be run and the system will be verified against the requirements to ensure that all system needs are met.
10. Revisions
	Name
	Description
	Version
	Date

	James Flanagan
	Initial Revision
	1.0
	12-12-2007

	James Flanagan
	Set preliminary schedule, defined reporting, added Risk and Vision and Scope Documents, detailed the estimation method
	1.1
	12-19-2007

	James Flanagan
	Removed section 5 for redundancy, made wording changes
	1.2
	1-2-2008

	James Flanagan
	Added Stakeholder approval section
	1.3
	1-27-2008

	Josh Kierpiec
	Updated formatting.
	1.4
	2-8-2008


11. Sign-Off

The following parties hereby approve this version of the document as up to date and acceptable when meeting the business expectation of the GELM system.  This document is subject to future change if required.











2-8-2008

Sean Barry – Gorbel Project Contact











2-8-2008

Josh Kierpiec – Team Efficiency Program Manager


