JVMS Project Plan
Version 1.1
The A-Team

Garrett Wampole

Ben Litchfield

Jason Offord

Jason Gilman

David Bryant

Table of Contents
3Document History


3Purpose


3Team Organization


4Goals


4Product Goals


4Process Goals


4Risk Identification


5Strategy


5Requirements


5Software Architecture and Design


5Software Development


6Testing


6Milestones


7Project Repository Management


7Engineering Process Management


7Requirements


8Software Architecture and Design


8Software Development


8Testing





Document History

	Version
	Date
	Comments

	0.1
	1/07/2003
	Created document.

	0.2
	1/09/2003
	Added Engineering Process Management section.

	1.0
	1/14/2003
	Changes following document review.

	1.1
	1/18/2003
	Modified design to a three stage iterative process to match implementation schedule.


Purpose

The purpose of this document is to define the project plan that will be used by the A-Team to develop the JRTS Visual Modeling Studio project. The team’s organization, goals and strategy will be defined. Individual risks and milestones will be identified.

Team Organization

Garrett Wampole

Team Leader

Responsible for running team meetings, communicating with the customer, and ensuring that everyone is on task.

Ben Litchfield
Development Leader

Lead the team in design and development efforts.
Jason Offord

Testing Manager

Determine the testing plan for the project. Lead the team in all testing efforts.

David Bryant
Support Manager

Setup and maintain project repository and website. Acquire any support tools that are needed by the team.
Jason Gilman
Planning Manager

Determine the schedule for the project. Track the progress of the project and report to the team.

Goals

Product Goals

· Complete all high and medium priority requirements.

· Complete as many low priority requirements as time permits.

· Deliver quality product (less than 2 bugs per KLOC in delivered code) by end of project.

Process Goals

· Test cases will be completed before product is implemented.

· Product deliverables will go through a minimum of one review to assure quality.

· Keep stakeholders well informed of progress.

Risk Identification

Risk #1

Team members have limited experience with C# language.

Priority: high

Probability: medium

Mitigation: Assign one team member to be the guru. That person will be responsible for providing information on specifics of the language.

Risk #2

There is an extensive amount of domain knowledge to digest. (JRTS radios, component based design and SCA)

Priority: high

Probability: high

Mitigation: Use materials provided by Charles Linn as references as well as asking Mr. Linn any specific questions that we have. 

Risk #3

Difficulties involved with validating XML that is generated by our product. No one really knows all the valid configurations. 

Priority: low

Probability: medium

Mitigation: Support simple validation rules first and provide an easy way to add new rules as they are discovered. Use of an inference engine may be a possible solution here. Assign one team member to look into inference engines.

Risk #4

Rigid deadline at the end of spring quarter provides no flexibility for changing project completion date.

Priority: high

Probability: low

Mitigation: Interim Progress Reports throughout the project allow time to track our progress and make adjustments. Requirements with low priorities can be sacrificed to provide time for higher priority requirements. 

Risk #5

Scheduling difficulties between team members.

Priority: medium

Probability: medium

Mitigation: There is a guarantee of four hours for everyone in the group each week. Assign tasks to each team member that can be done on an individual basis.

Strategy

Requirements

The requirements gather activity will be a major part of this project. The first six weeks of the project will be devoted to learning background information and gathering specific customer requirements. Reference materials have been provided on the SCA and example JRTS radio applications. Charles Linn is the main point of contact for gathering customer requirements.

Software Architecture and Design

The architecture and design for this project will occur in iterative phases. The first phase will begin after the Requirements Document has been delivered. The High Level Design for the first phase will be completed and reviewed by the end of the seventh week. The phase one Detailed Design will be completed at the end of week nine. Following the first and second phases the High Level Design and Detailed Design will be updated for the next phase. The changes will be based on the original requirements gathered as well as any changes that were made following feedback from the previous phase.
Software Development

The development of the software is also divided into three main phases. In the first phase the highest priority requirements will be implemented and tested. The second and third phase will focus on the implementation and testing of lower priority requirements. At the end of each stage the implemented requirements will be tested according to the test plan and test cases created earlier in the process.

Testing

The test plan document will be developed beginning in the fifth week. A draft is due in week seven and will be reviewed the same week. The final draft will be completed in the eighth week. Test cases will also be created, but because of the dependency on the requirements document test cases will not be written until the requirements document is delivered. A draft of the test cases document is due in the ninth week and will be reviewed in week ten. The final test case document will be due in week eleven.

Milestones

	Date
	Milestone
	Comments

	Week 5
	Draft Requirement Document
	

	Week 5
	Review Requirement Document
	

	Week 5
	IPR 1
	Review requirement document, project deliverables and schedule

	Week 6
	Final Requirement Document
	

	Week 6
	Draft High Level Design (phase1)
	

	Week 6
	Review High Level Design (phase1)
	

	Week 7
	Draft Test Plan Document
	

	Week 7
	Review Test Plan Document
	

	Week 7
	Final High Level Design (phase1)
	

	Week 8
	Human-Machine Interface (HMI)
	Evolving prototype

	Week 8
	Draft Detailed Design (phase 1)
	

	Week 8
	Final Test Plan Document
	

	Week 8
	Review Detailed Design (phase 1)
	

	Week 9
	IPR 2
	HMI demo, discuss design, review progress/schedule

	Week 9
	Final Detailed Design (phase 1)
	

	Week 9
	Draft Test Cases Document
	

	Week 9
	Begin Implementation (phase 1)
	

	Week 10
	Review Test Cases Document
	

	Week 11
	Final Test Cases Document
	

	Week 11
	Completion of phase 1 requirements (Code Freeze)
	

	Week 11
	Testing & Bug Fixes complete on phase 1 requirements
	

	Week 11
	Gather Customer Feedback
	Use input to make adjustments in phase 2.

	Week 11
	Update Requirements Document
	

	Week 12
	Update High Level Design (phase 2)
	

	Week 12
	Draft Detailed Design (phase 2)
	

	Week 12
	Review Detailed Design (phase 2)
	

	Week 13
	Final Detailed Design (phase 2)
	

	Week 13
	Begin Implementation (phase 2)
	

	Week 13
	Update Test Cases
	For updated requirements.

	Week 14
	IPR 3
	Review progress and demo

	Week 15
	Completion of phase 2 requirements (Code Freeze)
	

	Week 15
	Testing & Bug Fixes complete on phase 2 requirements
	

	Week 15
	Gather Customer Feedback
	Use input to make adjustments in phase 3.

	Week 16
	Update Requirements Document
	

	Week 16
	Update High Level Design (phase 3)
	

	Week 16
	Draft Detailed Design (phase 3)
	

	Week 16
	Review Detailed Design (phase 3)
	

	Week 17
	Final Detailed Design (phase 3)
	

	Week 17
	Begin Implementation (phase 3)
	

	Week 17
	Update Test Cases
	For updated requirements.

	Week 18
	Completion of phase 3 requirements
	Lowest priority requirements eliminated based on time remaining.

	Week 18
	Final Code Freeze
	

	Week 19
	Final Testing & Bug Fixes
	

	Week 20
	Deliver Product
	

	Week 20
	Product Training
	

	Week 20
	Post Mortem
	

	Week 20
	Presentation Preparation
	

	Week 20
	IPR 4
	Final demo


Project Repository Management

All important documents including reference materials, project documentation, and source code will be maintained in a CVS repository. The repository will allow a central place to access current and past versions of all the documents that are need for the project. A simple website will be created to give the project a public presence. Documents that are in CVS will also be posted on the web for easy access. The website is available at http://www.se.rit.edu/~ateam. The CVS repository and project website will be hosted on the SE server.

Engineering Process Management

Requirements

The Volere requirements documents template will be modified for use in this project. A draft of the requirements document will go through a quality review before a final document is produced. The document itself will be in Word format and will be kept in the project repository. Any additions or changes to the requirements will be reflected in the requirements document and will be reviewed for conflicts. 

Software Architecture and Design

Both the high level design and detailed design will be represented using UML and will be in Rational Rose files. The designs will be reviewed by the team and revised to produce final versions. The files will be kept in the project repository and will be updated when changes to the design are made at later stages of the project.

Software Development

The product will be developed using C# and all code will be kept in the project repository. Three code freezes are scheduled to allow testing to work with a stable product.

Testing

A test plan will be developed early in the project to define the testing process. This document will be reviewed and stored in the project repository. A separate test cases document will be created after the requirements document has been finalized. When the product is tested at each of the three code freezes the results of test cases will be maintained in an Excel spreadsheet for easy reference.
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