Senior Project Interim Self-Assessment
This document is intended as a guide for the senior project team to assess its performance in a number of dimensions.  You need not answer each question in detail, rather, use the questions as a guide for the kinds of items to assess.  Add items you feel are appropriate.  
This self-assessment will be one of multiple elements that your faculty coach uses to arrive at an assessment of the team’s performance for this first term.  The other elements that the faculty coach will use include: direct observation of the team, team peer evaluations, reviews by other faculty during the interim project presentation, sponsor evaluation.  These self-assessments will also be used as part of the SE program’s accreditation effort.
To complete this self-assessment the team should carefully consider each of the questions and provide an honest evaluation of the team’s performance.  Your faculty coach will inform you when this self-assessment is due and how to deliver it.

Team: 7
Project: ACM SIGSOFT Content Management & Generation System II
Sponsor: Dr. Will Tracz
Product

1. Did the team prepare all the documentation artifacts requested by your faculty coach and sponsor?  Were these documents carefully inspected prior to delivery?  How would you assess the quality of the document artifacts?

All documents requested of us were delivered, although because the number of documents requested was far greater than we anticipated, some documents were reviewed and revised extensively and some not as much. For example, the architecture document received a lot of attention, and the test plan not as much. The quality of the documents was based on detail and coverage. Essentially, did we explain everything that needed to be and were all the issues covered? Given the time constraints and additional documentation requested of us, we did not have the proper time to assess all the documents as much as we wished to.

2. How well did the team elicit the requirements?  Are the requirements fully specified at this point?  What approaches were used to elicit the requirements?  Were key requirements missed?  What methodology was used to document and validate the project requirements?

The team elicited requirements as well as we could have given the situation handed to us. We used three different approaches to eliciting the requirements: First, from the sponsor in either verbal (from meetings) or written (from e-mails) form. Second, from the requirements section of the project proposal filled out by the sponsor. And third, from our own assumptions and observations of the requirements and our previous experience on these types of projects. The requirements change very often (through meetings or our own observations), therefore the requirements are usually fully specified for the increment we are concentrating on, and changed as needed. 
3. Did the team explore the entire design space before arriving at a final design?  Have there been many errors found in the design?  Was it necessary to make major changes to any part of the design?  What were the reasons for the change?  Do you have a complete design at this point?

The team explored several architectural patterns before deciding on the ones we would use. There have been no errors significant enough in the design to force any major changes. The design is complete for increments 1 and 2.
4. How has the development and implementation progressed?  What percentage of the product do you estimate is complete at this point?  Is the team providing the documentation within the implementation artifacts?
Because of the sheer amount of work that is required for this project and the little time we have to do it, development and implementation were started early. It was progressed fairly quickly except when the team was given additional work (usually documentation), which is where progression slowed to crawl. The product approximately 50-60% complete, since increment 1 is completely finished and increment 2 is slightly over 50% complete. The implementation will be documented once it is finalized. All other forms of documentation are done outside of the implementation itself.
5. What is the team’s testing strategy?  Has the team developed a test plan?  Is the team performing unit testing?  Is the team using any test frameworks, such as JUnit?  What are the testing results to date?  Were any major defects found during system test?

So far, our team has relied on unit testing and acceptance testing. Our team has developed a detailed test plan for the acceptance testing, but not yet for the unit testing. We may very well use JUnit for the unit testing. Most acceptance tests have passed, but many revealed significant flaws in the system that resulted in incorrect data, data not being changed, forms submitting with “nothing” and so on. They have been a valuable tool in ensuring all features work correctly.
6. Products need to be designed within guidelines and constraints appropriate for each project.  It is also important to consider the impacts of the products that are designed.  In the following categories discuss the constraints and impacts that have a bearing on your project.  Note that there may be one or two categories that have no bearing on your project but your project is probably affected by almost all of these.
Economic issues: The website must be host-able by a third-party (think GoDaddy) for no more than around $100 a month.
Ethical issues: Submitted documents will be rejected if they are found not to be the original work of the authors. Users must agree to terms and conditions when signing up in order to protect the ACM SIGSOFT legally.
Manufacturability: The project must be understood by new developers so it can be revised and updated.
Sustainability: The website must be host-able by a third party, and must be able to be brought back online quickly if it goes down.
7. What industry and engineering standards must your project adhere to?  Were these new standards that the team had to learn?  Did your sponsor provide you support for understanding these standards?  Did you have to educate your sponsor about these standards?

Process

8. What is your process methodology?  Has this been clearly outlined to your sponsor and received the sponsor’s approval?  How is the process documented?

We are using an incremental development process that has been approved by our project sponsor, who was given detailed information about the process to make his decision. It is documented as part of the project plan (i.e. what we will deliver in each increment).
9. Was there a large requirement to learn the problem domain?  What approach was used to gain domain expertise?  Did your sponsor provide adequately support?  What forms of support did you receive?

No. We had a general idea of the problem from the very beginning and were able to jump in. The project sponsor provided us with the adequate detail necessary for understanding anything that we did not. We received verbal and written support (i.e. answers to our questions) as well as a copy of the newsletter we are aiming to make (or simplify the process of making).
10. What mechanisms is the team using to track project progress?  How well has the team tracked its project progress?  How often do these artifacts get updated on the department project website?

We are using two metrics: Source Lines of Content which includes text, source code, scripts, and so forth. And a slippage chart that estimates the percentage that each increment has been completed on a weekly basis. These together provide us with a detailed view of our progress as well as where we stand in the project. 

We also measure progress in our schedule (Microsoft Project), where activities that are part of each increment are checked off as they are complete.
11. Is the team conducting effective meetings?  What can be changed to make the team meetings more productive?

The team meetings are effective for deciding what gets done, although we sometimes go off-task when the project sponsor and faculty coach are not present. It may be helpful to have an agenda even for meetings where they are not present.

12. Has the team met all project milestones to date?  Which milestones, if any, were missed or were met ahead of schedule?  What contributed to this schedule changes?  What will the team do differently to ensure that future milestones are met?

The increments are the main project milestones. Increment 1 was completed late due to unexpected additional work added by the sponsor during the increment. Increment 2 is currently ahead of schedule, but is not yet complete. In order to ensure this does not happen again we confronted the sponsor on the issue of additional work to ensure both sides understood exactly what will be delivered in each increment from here on out (including documentation). This was agreed upon by both sides.
13. Was the team required to adopt new technologies?  What were these technologies?  What approach did the team use for selecting the appropriate technology for the project?  Did the sponsor provide any support for learning these technologies?  How well did the team ramp up on the new technologies and begin to apply them effectively?

The team was able to use technologies that it knew beforehand, essentially J2EE, MySQL, JQuery, and TinyMCE. We chose the technology based on familiarity, ease of set up, and ease of maintenance (in other words, how easily could future developers pick up this project if we weren’t around). We did not require any support from the sponsor in learning these technologies. Because we were familiar with them, it only took a few days to get most members up to speed. Those who were not as familiar with J2EE took some additional times.
14. How well has the team maintained quality control over the project artifacts?  Have all artifacts been reviewed for adherence to quality standards?  What is the review process used by the team?

The team has maintained a fair amount of quality control over project artifacts.  All artifacts have been reviewed for quality.  For every artifact, each team member reviews it individually then we typically do a final review as a team.
15. Has the team had any issues with configuration management?  How were these problems solved?  What percentage of project artifacts is under configuration control?

Configuration management has been very smooth for the team.  There were a few slight issues with some team members committing configuration files for the development environment which were supposed to be local only.  That was the only real issue that we ran into as far as configuration management goes.  To solve this, we committed a proper version of the configuration files so that the project could be checked out in its entirety and opened in Netbeans.  100% of the project artifacts are under configuration control.
16. What is the set of metrics that the team is tracking?  Has the team gathered these metrics on a consistent basis?  What has the team learned from the review of these metrics?
The team is using Source Lines of Content (includes any text, scripts, code, etc.) and a slippage chart to track percentage complete for each increment. These have been updated weekly; however some members have no contributed as much to the Source Lines of Content metric. These metrics provide us with a rough idea for how much effort the team is putting in, and how close we are to completing an increment.
Communication and Interaction

17. How well has the team been communicating project progress to the sponsor?  What regular communication does the team have with the sponsor?  Has the team been maintaining this communication to the satisfaction of the sponsor?  Were any adjustments needed in the communication over time?  Were these changes initiated by the team or the sponsor?

The team has been communicating pretty with the sponsor.  The team has a weekly meeting Tuesdays at 4:30 pm with the sponsor via Teleconference.  The team also gives weekly notes updates to the sponsor that summarize that week’s meeting.  The sponsor requested that some of the project artifacts be presented to him on Fridays which gives him time to review them over the weekend.  Previously, the team had been delivering artifacts to the sponsor on Mondays before the meeting.  This issue was addressed and now the team delivers artifacts on Fridays.  The sponsor initiated these changes.  
18. Did the team need to provide technical input to the sponsor?  How well did the team educate the customer in these areas?  What mechanism did the team use?

The team had to explain to the sponsor the benefits and drawbacks of restarting the project using J2EE technologies.  The team went through these tradeoffs with the sponsor in a meeting as well as the project plan.  The sponsor understood the tradeoffs and agreed with the team’s decision.
19. Is this an effective team?  What has been contributing to and detracting from the team’s effectiveness?  What are the team’s weak points?  What are the team’s strong points?  What changes can the team make for next term that will make it more effective?

The team is effective.  We have several individuals with a broad range of skills to bring to the table.  We have been trying to leverage everyone’s skills to their maximum potential.  Some downsides to this are because of the different experience people have with the technologies we are using.  Because of this, the team workload is not always balanced.  Next quarter, the team can make sure to level the knowledge of individuals so that everyone can contribute more equally.
20. What mechanism does the team use to communicate with the faculty coach?  Has communication with the coach been effective?  Are there any trouble spots with the faculty coach communications?  What can the team change for next term to make their communication to the faculty coach more effective?  What can the faculty coach change to make his or her interaction with the team more effective?

The team has a meeting with the faculty coach every week prior to our teleconference with our sponsor.  The team also emails the faculty coach and stop by his office whenever any issues arise.  This has been a very effective means of communication.  There have been no problems regarding communication with the faculty coach.  For next quarter, we could try to have meetings more often so that our status is clearer to the coach.
21. Has the team needed to interact with department staff personnel, i.e. the office staff or Kurt?  Has this been handled in a professional manner?  Were there any problems with these interactions?

Yes, this was handled professionally through face-to-face interactions or e-mail when we attempted to provide our sponsor with a live video and audio feed for our interim presentation through a computer. However, both Kurt and Sarah were unable to provide us with any assistance and we had to try setting it up ourselves. This backfired when the software we found to provide this prevented PowerPoint from working properly during the presentation.
22. Does the team have a complete website with all project artifacts stored and up-to-date on the software engineering department webserver, i.e. linus.se.rit.edu?  How often are entries on the webserver updated?

Yes. The entries are updated as often as they are changed, which is either at the completion of an increment or weekly, depending on the artifact.

23. How well has the team made presentations to the sponsor and faculty coach?  Was the interim project presentation done in a professional manner?  What can be done to improve the team’s presentations?

The project presentation was done in a professional manner, despite the technical difficulties. The team would be better off just having someone else take a video of our presentation instead of trying to provide it ourselves. Some better design and content decisions on the slides would provide a better presentation in the future.
24. How well has the team worked with other senior project teams, coordinating access to lab space and equipment, sharing experiences and ideas, etc.?
The only time this has occurred is in asking for the team rooms that allow conference calls. Teams always complied by the time we needed the room, so there has never been a problem.
Achieving Customer Satisfaction
25. In the team’s opinion has the work accomplished to date satisfied the project sponsor?  Were there any weak spots in this regard?
No, the sponsor does not have realistic expectations.  He is expecting the team to provide him with the extensive documentation that he has come to expect from large teams at Lockheed Martin on projects that go on for several years. He has also been unable to spend even a few minutes anytime recently to look over the implementation of the project (which is what his priority should be, given that this ultimately determines the project’s success or failure). He has provided us significant input and (mainly) criticism on our documentation, despite the fact that most of it is at or above the level one would expect those documents to be at in a student-project environment. Yet the sponsor has provided us with practically no input, criticism, or comments on the actual implementation itself despite the fact that it has readily been available to him online. 
Some of the documents our team produced were not as high of a quality as others (for example, the architecture document, SRS, and such were very high quality whereas the test plan was not). This is because our focus is on providing the sponsor with a successful project that works. More recently, we are trying to make sure that documentation does not slow our implementation like it did previously.

The sponsor needs to keep his expectations in line and focus on his priorities given the time available to us to work on the project each week, the sheer amount of implementation work he has asked for, and the length of the project.
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