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1. Project Overview


1.1 Product Purpose
The purpose of Webster Visualize is to create a way for users to create and modify test cases in a visual format, as well as save or load test cases in an XML representation.

1.2 Product Platform
Webster Visualize will be written in C#, using version 2.0 of the .Net framework. It will be capable of running on Windows XP machines running Service Pack 2.

1.3 Customers
The users of Webster Visualize will mostly be business analysts, who have a computer experience similar to what would be expected from people who use Visio and other Microsoft Office products on a daily basis.

1.4 Schedule Overview
Each week there will be two team meetings, one on Tuesday and another on Thursday. The meeting on Tuesday will be mainly focused on eliciting requirements from the project sponsor as well as straightening out any issues that the sponsor might have with previous deliverables, prototypes, or features. 

We will be using Microsoft Project to manage the timing of deliverables and the current status of the project. In MS Project there will be a work breakdown structure that includes planned and actual start dates, planned and actual finish dates, and percent complete for each task, as well as each project section, which will yield overall project status and timing. The typical way to view the schedule is to look at the Tracking Gantt chart that corresponds to the work breakdown structure. 

Many of the deliverables are still up in the air as to when exactly they are due, but we have a good idea about when they will need to be complete. There are more details provided in Section 5.2, Overall Project Schedule. This schedule is very general and the details will be filled in as more information about delivery dates is made clear. Our well-defined process will lead to better formulation of the schedule as time goes on.

1.5 Development Responsibility
Each of the Software Engineers will be responsible for ensuring different parts of the product are on schedule. Most of the specifics on who is responsible for what will be decided upon as requirements and design become more solidified, but the workload will be spread as evenly as possible.
2. Goals & Scope


2.1 Goals

2.1.1 Enhance Testing Techniques 
The goal is to move to Automation Level 2, which means delivering a much more user-friendly way to create XML test cases that are interpreted by the Webster Testing Framework. Currently, Webster mainly uses no automation of test case creation which calls for test case developers to have in-depth knowledge of XML and the Webster Testing Framework++ custom syntax. This product will change test case creation time from a two or three days to just a couple of hours.

2.1.2 Provide Familiar User Interface Design
It is very important for the application to be easy to learn and use by anyone who is familiar with flow diagrams and not necessarily knowledge of XML, any programming languages, or the Webster Testing Framework++ custom syntax. The user interface shall have a similar look and feel to Microsoft Visio to make it easy for someone who is already familiar with Visio to use this application without much difficulty.

2.2 Scope
The version of Webster Visualize to be released at the end of this Senior Project will not include every feature desired for the complete product. The software will be able to translate between an XML and a graphical representation of Webster Test Cases. The XML format of the Test Case will be able to be loaded and stored both on a file system and in a remote database. The graphical format will exist temporarily when the user has the Test Case open. Users will be able to use Webster Visualize to aid in the debugging of Test Cases by instructing it to display the resulting request documents for each transaction that would be created when actually running the test.
3. Project Deliverables


3.1 Project Synopsis
The project synopsis provides a short description of the intentions of the project in only one or two paragraphs. This document is reviewed by all team members, the faculty coach, and the project sponsor. Once the project sponsor has verified and signed off on synopsis it shows that the team members have the basic understanding of what the purpose of the project is.

3.2 Project Website
The project website works as a communication device between the project sponsor and the project team members. All deliverables to the sponsor will be posted on the website to make it easy for him or her to track the current status of the project and read through any existing artifacts that have been created.

3.3 Time Tracking Sheets

3.3.1 Individual Team Member Efforts
Each team member is responsible for submitting a weekly time sheet with past, current, and future tasks to be completed for the project. Each task has associated estimated and actual hours worked associated with in order to track estimation accuracy. Also, there is a section for each member to input any issues with their tasks that have had or are currently encountering.

3.3.2 Collective Team Efforts
This document takes the information input from the individual members’ time sheets and compiles it into a collective team time sheet format. This will be used to track the accuracy of estimates for the project as a whole as well as an indication of the project effort and status.

3.4 Presentations

3.4.1 Interim Status

3.4.2 Final Status

3.5 SE Senior Project Day

3.5.1 Project Poster

3.5.2 Project Presentation

3.6 Technical Report

3.7 Test Plan
This document will outline the regression and unit testing to be performed as modules are developed.  These unit tests will be run periodically as regression tests.   Throwaway prototypes will not require unit testing as their code will not be kept.  Each sprint will require integration testing before releasing the new prototype version to the customer for validation.  Each test will be based on specific use cases and features outlined in the requirements document.

3.8 Reflection Report

3.9 Final Project Artifacts CD

3.10 Final Product To Project Sponsor

3.11 Application Tutorial (readme file)
4. Risk Management 


4.1 Risk Tracking
Managing risks will take place in a separate document located in the Risk Management document. In that document there is, associated with each risk, the impact on the project, and the probability of occurrence which is used to calculate a weighted approximation of the overall impact that each risk may have on the project. This rating is on a scale from 0 to 100. Risks with a rating higher than 50 are deemed high priority risks, ones with a rating between 25 and 50 are medium priority, and from 0 to 25 are low priority.

4.2 Risk Mitigation Planning
Mitigating risks is a very important part of any project and planning on how to mitigate each risk will play a factor in the overall success of the project. As one might expect, our goal is to work harder on the risks with a larger impact on the project while still not forgetting about the little risks. 

4.3 Risk Change Management
The Risks Management document is subject to change and will change fairly often during the project to reflect how the team is handling mitigation of the risks. As the project progresses, we expect that some risk will disappear, some will change priority and some new risks will be added. The project planners will be responsible for updating the Risk Management document as well as re-prioritizing scheduling and allocation of resources to reflect any changes in risks.
5. Scheduling & Estimates


5.1 Work Breakdown Structure
The work breakdown Structure (WBS) includes an organizational view of all the different aspects of the system that need to be created in order for the project to be completed and be successful. The WBS does not show the order in which activities or deliverables are to be completed, but gives an overview of what needs to be done grouped in similar categories for easy viewing of the entire system at a glance. The Project Schedule will provide the order of activities as well as dates for all deliverables and activities for the project.
1. Webster Visualize

1.1. Project Planning

1.1.1. Synopsis Document

1.1.2. Group Meetings

1.1.2.1. Meeting Agenda

1.1.2.2. Meeting Notes

1.1.3. Project Plan Document

1.1.4. Work Breakdown Structure

1.1.5. Project Schedule
1.1.6. Project Schedule Tracking

1.2. Requirements

1.2.1. Elicitation

1.2.1.1. Project Sponsor Telephone Meetings

1.2.1.1.1. Meeting Agenda

1.2.1.1.2. Meeting Notes

1.2.1.2. Prototyping

1.2.2. Software Requirements Specification

1.2.3. Requirements Reviews

1.2.4. Requirements Verification

1.3. Quality Assurance

1.3.1. Strategies, Test Plans, & Automated Tests

**Do all three activities for each type of testing below:
1.3.1.1. Unit Testing

1.3.1.2. Integrated Testing

1.3.1.3. System Testing

1.3.2. Bug Report

1.4. Architecture & Design

1.4.1. Class Diagrams

1.4.2. Sequence Diagrams

1.4.3. Design Patterns

1.4.4. Design & Code Re-use Options

1.4.5. User Interface Design

1.4.6. Software Design Document (SDD)

1.4.7. Database Management

1.5. Development

1.5.1. Coding

1.5.2. Coding Standards

1.5.3. Code Reviews

1.5.4. Refactoring

1.6. Tools

1.6.1. Research

1.6.2. Testing

1.6.3. Setup

1.6.4. Training

1.7. Measurements & Metrics

1.7.1. Take Measurements

1.7.2. Create Metrics

1.7.3. Analyze Metrics

1.7.4. Make Changes Using Metrics

1.8. Project Communication

1.8.1. Project Website

1.8.2. Project Wiki

1.8.3. Project Time sheets

1.8.3.1. Individual Weekly Time Sheets

1.8.3.2. Team Weekly Time Sheets

1.8.4. Team Contact Directory

1.9. SE Department Required Deliverables

1.9.1. Interim Status Presentation

1.9.2. Final Status Presentation

1.9.3. Project Technical Report

1.9.4. Project Reflection Report

1.9.5. Artifacts CD

1.10. Software Engineering Senior Day

1.10.1. Project Poster

1.10.2. Project Presentation

1.11. Tutorials

1.11.1. Application Read Me Document
5.2 Project Schedule
The project schedule incorporates deliverables from the ‘Senior Projects Timeline’ given on the MyCourses website as well as including any additional required deliverables requested by the client at any given time during the project. Also, if there are any special requests from the team coach the team will do their best effort to make sure he gets those special deliverables as well. The breakdown of the schedule is located in the Sprint Schedule document, which includes sprints divided by months, sprint themes, activities, deliverables, start dates, due dates, who is responsible for activities, as well as estimated and actual hours worked on each activity. The team will use another Project Schedule in MS Project that keeps track of dependencies and display a Gantt Chart to allocate resources and assign tasks amongst the team members more effectively.

5.3 Resource Allocation
Resources will be allocated on “as needed” basis decided by the project team at any given time. This includes distributing project deliverables including documentation, tutorials or code throughout all members to make sure that project meets all requirements and deadlines. Since all team members have other commitments other than this project it is very important to keep resource allocation (manpower) flexible to ensure that all deliverables are completed on time.

5.4 Schedule Tracking Techniques
The schedule will be tracked for estimation accuracy as well as making sure that the project is on schedule to meet all key deliverables. If a key deliverable is unable to meet all the requirements there will need to be some negotiation between the project sponsor and project team to reduce the scope of a deliverable. Usually, changing a deliverable date is not an option unless it is absolutely needed. There are a couple requirements negotiation phases specified in the Sprint Schedule, but more negotiation phases may occur if necessary.

5.5 Schedule Change Management
The Project Schedules, Sprint Schedule and Project Plan are subject to change at any time during the project and all documents will be modified accordingly to make sure that they are all in sync.

The project planners will be taking care of managing changes to the schedule as well as ensuring that the schedule is up to date. The initial schedule will be saved as a baseline version to compare the original version to updated versions for schedule tracking.
6. Measurements & Metrics


6.1 Overview
These measurements and metrics will be used to see where the team stands and may influence some process improvements. Selective data is measured which is then used to create metrics that correspond to the key quality attributes that the system must contain. Once the metrics are created they will be posted on the project website every two weeks at the end of the week. Posting the metrics to the project website will provide the client and team coach with some idea on how the team’s process is performing. These metrics may raise red flags for the client or the team coach which could help improve the quality of the system down the road.

6.2 Collected Measurements
6.2.1.1 Number of open incidents at a given point in time.

6.2.1.2 Estimated time to completion for a task at a point in time.
6.2.1.3 Actual time to completion once a task is finished.

6.3 Metrics Created

6.3.1.1 Defects per Release – Using the number of open incidents measurement, the amount of defects per release can be determined (in number of defects).

6.3.1.2 Time spent per module – Using the actual time to completion measurement, all time required to complete individual modules can be determined (in hours).

6.3.1.3 Estimation accuracy – Estimation accuracy for each task will be plotted on a 2D graph. The vertical axis shows the time, in hours, and each unique point on the horizontal axis represents one week’s estimate and actual hours. The estimate may vary from week to week.

6.4 Metrics Rationale
The ‘Defects per Release’ metric was specifically requested by the customer and will be provided to let them know if the system is becoming more complex or even if it is just becoming buggier. For Visual Scrumware, the ‘Defects per Release’ metric will aid in producing software releases that are of consistently higher quality than previous releases. If a feature scheduled to be included in a particular release will push the defects per release too high, the feature could be postponed for a later release. Defects per release will be reported on a release-by-release basis, and the number of defects in the current development build will be shared with the customer at conference call meetings as well as being reported on the project website.

The ‘Time spent per module’ metric was also requested by the customer so they have an idea how long each specific part of the system is taking. This metric will help Visual Scrumware allocate limited manpower resources to those modules that require the most work. This metric works hand-in-hand with customer prioritization of features and product functionality. This metric also may serve as a negotiation point for a system feature as the project progresses. Time spent per project member is reported weekly on the project website. As the project progresses and more modules become defined, a new spreadsheet will appear containing all effort expended per module. This new time tracker will also be updated weekly.

The ‘Estimation accuracy’ metric is a metric that Visual Scrumware decided to track for internal purposes only. After several weeks of making estimates, the initial estimates for the completing tasks should become much more precise since the team can see how long certain types of task actually took to complete. Estimation accuracy is examined by the team once every two weeks during Thursday team meeting time.

7. Technical Process


7.1 Methodology

The methodology chosen will be Scrum.  In a series of sprints, and management of a backlog containing prioritized features for the product, the team will develop a system according to customer requests that adheres to the Software Requirements Specification (SRS) document.  A brief sprint planning session will occur as a team to decide on the tasks required of the next sprint, followed by a sprint planning review with the client to validate intentions.   The product will be incrementally developed, with the aim of producing a system for the client to execute, which will be called a product release.  There may be one or more product releases within a given sprint, but there must be at least one release for a period to be considered a sprint. Providing this exposure to the client will be useful for eliciting new requirements as well as validating the development team's interpretation of the requirements documented in the SRS.   Each sprint will conclude with a team process review session during which issues are confronted and any ramifications are made for the next sprint.  Also, a client review phase will occur which serves to provide a time to receive some direct feedback on the delivered product release(s) within the most recent sprint. The client review phase provides the team and client the opportunity to discuss any issues with the current state of the system. All issues will be documented and the SRS document will be updated if necessary, then validated and signed-off on again.
 

Each sprint has a theme associated with it to keep the team focused and on track to meet the deliverables for that sprint’s time period. The Sprint Schedule contains all the details on the activities to be completed in order for that sprint to be complete and successful. The Sprint Schedule also contains estimates and actual times for all activities so the team can measure whether they are on track to finish the project on time.
Each sprint can be a variable length of time, but each contains a few weeks with client meetings, team scrums, and team meetings. Each week will consist of a client and coach meeting on Tuesday followed by a Scrum meeting directly afterwards, a team meeting on Thursday, and a Scrum meeting on Saturday. Other team meetings may be scheduled as needed to make sure that all deliverables are completed on time.
7.2 Tools & Techniques
Change management is performed via a CVS repository located on the team server.  The decision to hold the repository on a private server instead of the provided department server was due to the lack of a space constraint as well as the promise of low resource demand towards the end of the project when it is predicted that most other senior project teams will be creating a heavy traffic load on the department server. Tortoise CVS is the application that was chosen for communicating with the repository. 
The code will be developed in Microsoft Visual Studio 2005 using the C# .NET 2.0 Framework.   

Unit and regression testing will be performed with NUnit. 

Bug tracking will be performed with Bugzilla if it installs smoothly on the team server, otherwise Jira will be employed. 

7.3 Internal Artifacts

All internal artifacts, consisting of meeting minutes and tool resources, will be kept on the Visual Scrumware Team Wiki.  This wiki is separate from the team webpage and is intended as a communication tool between the members of the team.

8. Revision History


	Version
	Date
	Name
	Comments

	1.0
	17-DEC-2007
	Brian Hannan
	Creation of template for project plan.



	1.1
	17-DEC-2007
	Brian Hannan
	Modified template to be correctly formatted for Word as the template was created in OpenOffice.


	1.2
	17-DEC-2007
	Brian Hannan
	Added information in the Goals & Scope section as well as the Project Deliverables section.


	1.3
	23-DEC-2007
	Joe Andrusyszyn
	Added Overview and Scope sections.

	1.4
	23-DEC-2007
	Mark Bryant
	Added the Measurements & Metrics section.

	1.5
	23-DEC-2007
	Robert Songer
	Added Technical Process section.

	1.6
	23-DEC-2007
	Brian Hannan
	Modified the Risks Management section to include less details, which will be deferred to the Risk Management document as it is very important and should be managed on its own.

	1.7
	23-DEC-2007
	Brian Hannan
	Added the Schedule and Work Breakdown Structure sections to the document.

	1.8
	23-DEC-2007
	Brian Hannan
	Filled in any missing pieces for the first draft delivered to team coach and project sponsor.

	1.9
	16-JAN-2008
	Brian Hannan
	Adjusted the risks section and fixed a few spelling errors.

	2.0
	30-JAN-2008
	Brian Hannan
	Modified the plan with updates to Risk Management, Technical Process, Metrics, and the Schedule section to reflect the most recent status of the project.

	2.1
	31-JAN-2008
	Brian Hannan
	Updated the hyperlinks after renaming all the files to have a more consistent naming convention and fixed a few grammatical errors.
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