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I.
Introduction

This document contains a high level overview of the contents of each of the documents that comprise Enterprise’s SYSTEMS ENGINEERING PROCESS (SEP).  The information contained herein can be used as a reference point for the information that can be found in each of the SEP documents.

II.
Version and Configuration Control


A.
Issue Log


The following is a list of all issues of this document to date:-

	Version
	Date
	Author
	Reason for Issue

	1.0
	Rev Date
	 
	Initial Version



B.
Distribution List

The following is a list of all individuals who were copied in the initial release of this version of the document:-

	Company
	Dept.
	Person

	Enterprise
	
	



C.
Amendment Log
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Project Binder (PB)



The Marvel project Notebook is an electronic binder containing all project management documents for a project.

· Includes a checklist of all documents

· Updated frequently to reflect current project status.

Although the Marvel project Binder does not contain templates for all the documents outlined in this guide, it provides initial structure for the Marvel project and grows as the Marvel project grows.  It is easy to view the binder as just another set of paperwork that needs to be completed, but in reality, all this paperwork is simply designed to keep important details from slipping through the proverbial cracks of oversight.


1. Phase 1:  Requirements Evaluation and Proposal Phase

The Requirements Evaluation and Proposal Phase is designed to focus on initial steps needed to get the Marvel project rolling. The Marvel project Organization Documents needed in this phase all have templates in the Marvel project Binder.  

Before proceeding to Phase 2, complete the following checklist:

	Task
	Completed By
	Date

	Sponsor Formalization Letter Completed
	<Insert sponsor name here>
	

	Letter of Appointment Completed
	<Insert sponsor name here>
	

	Risk Officer Appointed
	<Insert PM name here>
	

	Core Team Roster Completed
	 <Insert PM name here>
	

	Framework Rules Document Completed
	<Core Team Leader name here>
	

	URD Target Completion Notice Completed
	 <Insert PM name here>
	

	User Requirements Document Completed
	 <Insert PM name here>
	

	Phase Completion Approval Signoff Completed
	 <Insert sponsor name here>
	


1.1. User Requirements Document Target Completion Notice (TCN)
The User Requirements Document Target Completion Notice is a memo that should be completed by the Marvel project sponsor and sent to all users affected by the Marvel project.  The memo should also be forwarded to all involved department heads.

1.2. User Requirements (URD)



Allows users to submit requirements regarding prospective projects.  This document describes the customer problems that need to be solved and focuses exclusively on defining those problems - not the solutions to those problems.  The Core Team and select end-users should be pro-active in the drafting of this document.  Areas to be addressed include:

· Fundamental Problem to be solved

· Tasks/functions the tool will perform

· Benefits/Savings/Cost Justification

· Economic

· Productivity Gains

· Contribution to stated management goals and objectives

· User's current mode of operation, including

· Current software tools in use

· Current hardware tools in use

· Current manual tasks

· Forms in use

· Environment

· Ease of use

· Hardware/Software

· Information/Data that will be included

· Publication Media

· Quality

· Performance Requirements

· Security

· Compatibility/Migration

· International

· Service and Support

· Pricing/Licensing

· Publications

· Standards/ISO Compliance

· Employee laws

· Product integration

· Packaging

· Competitive offerings

· Related/Dependent Projects; Other Dependencies

1.3. Project Phase Organization Documents (POD)
Project organization documents are phase-centric and are designed to ensure the involvement of all team members necessary for project success, gain commitment from all parties and clarify roles and responsibilities.

1.3.1. Sponsor Formalization Letter (SFL)



Letter to formalize the appointment of a sponsor and the sponsor's acceptance of the responsibilities involved in the role.  This letter should be completed by the sponsor and forwarded to all involved departments.

1.3.2. Letter of Appointment (LOA)



Letter sent by the Sponsor to publicly identify and appoint the Marvel Project Manager and to state his role, responsibilities, and authority to get the Marvel project done; can also state other team's/department's expected role/responsibility on the Marvel project.  A written appointment:

· Minimizes confusion

· Makes a public statement about the Marvel Project Manager’s role

· Is communicated to all groups that may be involved in the Marvel project

1.3.3. Core Team Roster (CTR)



List of core group representatives participating on the Marvel project team.  Information includes:

· Name

· Role

· Organization

· Phone

· Email Address

Default members of the Core Team should include a representative from the development team management, MIS management, production management, and Enterprise Best Practices.  Other members should include representatives from each of the user communities involved or affected by the Marvel project.  The Core Team is responsible for producing the Framework Rules as well as evaluating the scope of the Marvel project and producing a document that outlines the steps, documents, and deliverables applicable to the Marvel project at each phase.  This document should be kept in the Marvel project Binder and used as a tailored roadmap to guide the Marvel project through its entire life cycle. 

1.3.4. Risk Officer Letter of Appointment (RMLOA)
The Core Team should identify one member to serve as the Risk Officer.  The Risk Officer’s function is to play devil’s advocate at all stages of the Marvel project, continually looking for potential problems and unrealistic planning.  Preferably, the Risk Officer should be a senior member of the team who brings previous experience as an asset.

1.4. Framework Rules (FR)


Framework defines agreements made by the Marvel project team as to how the team will operate.  It should clarify the expectations of the Marvel project participants and insure that important decisions are made early and documented.  The Core Team should participate in the drafting and finalization of the Framework Rules.  The decisions in this meeting do not need to be unanimous.  Fill in the decisions below by typing the answers beneath the headings as listed.  

	Planning Decisions
	Completed By
	Date


PLANNING DECISIONS

· Development 

· Who is responsible for developing the Marvel project plan?

· If more than one person, who should be involved?

· What are the specific roles and responsibilities of each participant?

· What does the plan include?

· Does it meet customer’s/management’s needs?

· What product or service life cycle will it follow?

· Will meetings be needed to define the Marvel project plan?

· When and where should they be held?

· Who will attend?

· Who needs to be informed of decisions made?

· How will they be kept informed?

· Will a list of terms be distributed for better comprehension?

· Is there a plan to continuously improve our management of the Marvel project?

· Is there past experience on similar projects?

· How can we use it?

· Planning Output 

· What are the outputs from the planning process?

· In what format will they be presented?

· How detailed should they be?

· Who needs to receive them?

· Who is responsible for them?

· How will we know that each output is completed?

· Who will assess the quality of each output?

· Who needs to approve and sign off at the completion of each output?

· How will we know that it has been signed off?

· PM Tools

· What project management tool(s) are we going to use?

· What equipment is required to support the tool(s)?

· Will all sub-projects use the same tool?

· Who will operate the chosen tool?

· Who will enter planning and tracking information?

· Who will need training to operate the tool?

· Who will provide technical support for the users of the tool?

· What additional software do we need in order to support the Marvel project management tool?

· For financial related issues?

· For action items, follow-up, etc.

· For documentation.

	Tracking Decisions
	Completed By
	Date


· TRACKING DECISIONS

· Tracking

· How will we assess progress?

· How will we get data from the Marvel project team members and others about the progress of each activity?

· How often will we get this data?

· At what level of detail will we track the Marvel project?

· Who will assess the impact of each variance?

· Progress Review Meetings

· What types of meetings will we hold? (e.g. general, top level, activity specific, etc.)

· Where will they be held?

· How often will they be held?

· What’s the process for calling an emergency meeting?

· Who will define the strategy and method for managing meetings effectively?

· Who will run these meetings?

· Who will produce an agenda to be distributed before each meeting?

· How will the meetings be run?

· Who should be included in each type of meeting?

· In what format should the meeting information be presented?

· Who will keep minutes of the meetings?

· Who will produce them?

· To whom should they be distributed?

· Reporting

· What project reports will be generated?

· Who will generate, analyze and distribute them?

· To whom should they be distributed?

· What content is appropriate for each audience?

· How detailed should status reports be for each audience?

· What formats (tabular, narrative, graphic) communicate best to each audience?

· What criteria will we use to define an exception for exception reporting (e.g. deviation, spot light, urgent action, etc.)?

· Who initiates these reports?

· Who will receive and analyze exception reports?

· Note: Exceptions may be defined differently depending on the roles and levels of people to whom they are addressed.

	Best Practices Decisions
	Completed By
	Date


· BEST PRACTICES DECISIONS

· The Marvel project File

· What should the Marvel project file contain?

· How will all project information be kept?

· Who will create the Marvel project file?

· Who will update and maintain it?  Will changes to the file be allowed?

· If so, by whom?  Has a filing system been set up for all documents?

· Where will the file be located (on-line, paper copy, library, etc.)?

· Who will have access to the file (to update, change for information only, etc.)?

· For how long will the file be kept after project completion?

· Who will keep it after project completion?

· How will it be used?

· Where will it be stored?

· Managing Change

· When will the plan baseline be frozen?

· Who will make the decision to freeze the plan?

· What will the decision to freeze it be based on?

· What criteria will we use to define change (e.g., design changes, baseline changes, schedule changes, etc.)?

· Who will define the change management process we will use?

· Who will maintain the change log?

· Who will have change approval authority?

· What documents will be presented for change approval?

· How will we document approved plan changes?

· How will we assess the impact of changes?

· Who will set adaptive actions?

· How will we track the effectiveness of these adaptive actions?

· How will we decide whether to update the baseline plan?

· How much deviation from the plan are we willing to accept before doing a total reschedule?

· How will we link revision to the change management process?

· Continuous Improvement/Project Assessment

· Will a project assessment meeting be held?

· Who will attend?

· What subjects will be addressed?

· How often during the Marvel project life will an assessment be done?

· How will we document the Marvel project assessment so that others can learn from our experience?

· What information should be kept to provide a historical basis for continuous improvement?

· Project Lifecycle

· Which lifecycle will be used?

· Is there a standard (common) lifecycle?

· Are we going to define one for this project?

· Who is responsible for defining it?

· By when should it be fully defined?

· What is the release plan process for this project?

· Is the product release part of this project?

· Who owns the release plan?

· By when should the plan be fully defined?

· Who has the authority to approve it?

	Relationship Decisions
	Completed By
	Date


· RELATIONSHIP DECISIONS

· Ownership

· What departments or organizations will we need to interact with during the life of the Marvel project?

· What are the roles and responsibilities of each organization (reviewer, approver, creator, etc.)?

· Communication

· How do we communicate?

· Among ourselves (project team) and with others outside the team?

· How frequently do we need to communicate?

· How will we keep all involved parties informed of deliverables, schedule dates, expectations, problem areas, etc.?

· Are there specific communication milestones dates or intervals?

· What information will and will not be exchanged?

· Escalation

· What is the process we will use to resolve disagreement?

· What is the conflict resolution process?

· What is the standard decision making process?

· What is the escalation process we will use for making decisions?

· Who has final decision-making authority?

· Who decides when to escalate a problem?

1.5. Framework Rules Document (FRD)

The Core Team is responsible for drafting a document to address all of the issues listed in section 1.4.  The document must be included in the Marvel project Binder.

2. Phase 2:  Analysis and Detailed Planning Phase

This phase of project development should be focused on providing the framework for the entire project life cycle.  Each step of Phase 2 addresses important planning and documentation considerations that will affect project work and ultimately play a leading role in dictating the Marvel project’s critical path.

Before proceeding to the next Phase, complete the following checklist:

	Task
	Completed By
	Date

	Project Objective Statement Completed
	
	

	Project Definition Document Notebook Completed
	
	

	Data Analysis Document Completed
	
	

	Technical Analysis Document Completed
	
	

	High Level Solutions Document Completed
	
	

	Bids/Proposals Document Completed
	
	

	Project Schedule Completed
	
	

	Risk Analysis Completed
	
	

	Change Management Process Standard Completed
	
	

	Status Reports Completed
	
	

	Review Package Completed
	
	

	Review Meeting Documents Completed
	
	

	Project Budget Worksheet Completed
	
	

	Capital Equipment Request Form(s) Completed
	
	

	Phase 2 Completion Approval Signoff Completed
	
	


2.1. Project Definition Document Notebook (PDDN)



The PDDN is the binder containing the Marvel project PDD, POS and flexibility matrix.  This should also contain a formal presentation that can be used as an “overview” of the Marvel project for any interested parties.  The Enterprise Standard Project Binder contains Power Point templates designed for formal presentations.  

2.1.1. Project Objective Statement (POS)



The POS states what work you are going to do (scope), by when (schedule), with how many (resources/cost).  It provides clarity and focus for the Marvel project team.  It should be less than 50 words; clear, concise; not ambiguous.  The Core Team should draft this statement.

· Scope

· Schedule

· Resources/cost

2.1.2. Flexibility Matrix (FM)



This is a matrix to help the team decide and prioritize the tradeoff between scope, schedule, and resources.

	
	Least Flexible
	Moderately Flexible
	Most Flexible

	Schedule
	
	
	

	Scope
	
	
	

	Resources
	
	
	


2.2. Data Analysis Document (DAD)



A study to determine if the data requirements presented in the User Requirements Document can be implemented with data currently available in-house, commercially off-the-shelf or through a near-term deliverable.

· In-house analysis

· Completeness of information

· Does the information available meet all of the user requirements?  If not, how much of the total requirements are met by the information presently available?

· From where will the additional information required be obtained?

· Data availability

· Is the data appropriate for release in its present form and format?

· Will it have to be reworded?

· Will it have to be reformatted? 

· Data sensitivity

· Confidentiality/Security concerns

· Commercially available data sources, including Knowledge Brokers

· Completeness of information

· Does the information available meet all of the user requirements?  If not, how much of the total requirements are met by the information presently available?

· From where will the additional information required be obtained?

· Near term deliverables

· Identify near term deliverables that may provide another source for the required information

· Completeness of information

· Data availability

2.2.1. Data Risk Analysis (DRA)



A subjective assessment regarding the likelihood or probability of not achieving project data objectives due to:

· Availability of information

· Delivery (via established “pipelines”) of information

· Data formatting issues

· Sustainability

· Feasibility

· Security

· Alternatives

2.3. Technical Analysis Document (TAD)

2.3.1. Software Reengineering Assessment (SRA)



Used to determine whether to reengineer legacy software or not.

· Conduct a technology analysis

· Can the current software be modified to meet the new requirements?  

· Conduct a cost-benefit analysis:

· Cost estimates

· Cost associated with the operation of the existing system on an annual basis

· Computer costs

· Licenses

· Dedicated computer equipment costs

· Data storage costs

· Data communication and distribution costs

· Maintenance costs

· Main computer utilization costs

· Personnel costs

· Computer operating personnel

· User personnel

· Training costs

· Supply costs

· Paper

· Forms

· Miscellaneous costs

· Rental of floor space

· Office furniture

· Estimate the costs associated with developing the proposed solution using the current system

· Describe the techniques that were used to derive the cost estimates

· Benefit estimates

· Identify all tangible and intangible benefits associated with the proposed solution

· Tangible benefits

· New sources of revenues

· Increased profits

· Cost avoidance (staff)

· Reduction in maintenance costs

· Components of the new system that are marketable in the industry

· Intangible benefits

· Improved service

· More accurate and timely information

· Improved controls

· Greater flexibility

· Competitive edge

· Improved employee morale

· For each tangible benefit, quantify in dollar value the expected reductions in operating costs or increased revenues.  Identify the Marvel projected payback period associated with the changes.

· For each intangible benefit, describe the added values associated with the system’s implementation and provide the appropriate justifications, where necessary.

2.3.2. Technology Analysis (TA)



A study to determine if a technology requirement can be implemented with the current technology available (HW and SW) in house, commercially off-the-shelf or through a near-term deliverable of another project. 

· Analysis of what is available

· Is available technology feasible within current environment (Hardware/Software requirements)

· OS, Server requirements, network requirements, client requirements, browsers, etc.

· Matrix of technology/functions with weighted requirements

· User acceptance requirements

· Recommended solution

2.3.3. Technical Risk Analysis (TRA)



A subjective assessment regarding the likelihood or probability of not achieving project technical objectives due to:

· Technology assessment/availability

· Key issues

· Programmatic issues

· Supportability

· Feasibility

· Security

· Alternatives

· Strategy

2.3.4. In-house/Contractor Analysis (IHCA)

 

This is a study to determine the feasibility of developing software in-house or contracting the requirement to be completed by outside sources.

· In house availability/knowledge

· In house costs

· Contractor availability/knowledge

· Contractor costs

· Recommended source for solution

2.3.5. Lease/Purchase Analysis (LPA)

 

The LPA is a study to determine the feasibility of lease versus purchase of equipment and/or software.

· Invite vendors to make presentations

· Visit sites/organizations already using the package

· Install packages in our environment for a trial period

· Consider the following:

· Costs of modifications that are required to satisfy the essential user requirements

· Costs of additional hardware/software/networking configurations that might be required to support the new package

· Training costs

· Conversion costs

· Maintenance costs

· Documentation costs

· Operating costs

· User support costs

2.4. High Level Solution (HLS)



The initial response from the Marvel Project Manager to the user’s problems and needs as presented in the User Requirements Document.  This document is not intended to describe the end-result product in detail, only to provide a 60,000-foot view (hence the name “high level” solution).  The information contained herein provides direction to groups that will create the product solution.  This document is typically about 1/10 of the size of the Product Specifications Document - the more detailed solution document.

· Overview of the Fundamental Proposed Solution

· Is/Is Not Lists

· Deviations from requirements

· Audience

· Functions

· Ease of Use

· Architecture

· Hardware supported

· Software supported

· Information/Data to be Included

· Performance

· Publications

· Standards/ISO Compliance

· Reliability

· Serviceability

· Compatibility/Migration

· International

· Pricing/License Agreements

· Competitiveness

· Packaging

· Security

· Future enhancements

2.5. Bids/Proposals (BP)



If the In-house/Contractor Analysis determines that the best solution is to use outside sources to complete project, a bid or proposal should be submitted by each vendor/contractor seriously considered.

· Revise the list of potential vendors.

· Directories specializing in software packages

· Various computer and trade magazines

· Hardware vendors that normally supply a list of software programs and packages that run on their processors

· Professional user groups that might provide software directories for their members

· Develop a request for proposal (RFP)

· Cover letter

· Title page

· Table of contents

· Structure of the RFP

· Situation of the system

· System Requirements Description

· Functional and data requirements

· Operational requirements

· Miscellaneous requirements

· RFP reply format and evaluation criteria

· Appendix of any additional info that might enhance the comprehension of the request for proposal (flow diagrams, entity relationship diagrams, etc.)

· Develop a standard list of selection criteria

· Evaluate the Vendor Proposals

· Weigh the selection criteria (essential; important; nice to have)

· Rate the selection criteria

· Satisfies the system requirements perfectly

· Satisfies the system requirements except for a few minor items

· Satisfies the system requirements in general, although some important characteristics might be missing

· Does not satisfy several important aspects of the requirements

· Does not satisfy the requirements at all

· Final evaluation process


2.6. Funding Documentation (FD)


Funding documentation should contain all necessary documents to request capital/expense dollars for the Marvel project.

· Costs to sustain current operations

· Savings to be realized

· Return On Investment (ROI)

· Economic Value Added (EVA)

· Project development costs

· Hardware

· Software 

· Data

· Programming

· Project implementation costs

· Training

· Publications

· Rollout

· Sustaining and maintenance

· Funds already budgeted for this project

· Copies of CAR’s, NPR’s, PO’s and invoices


2.6.1. Project Budget (PB)



A financial tracking document for all expenses associated with the Marvel project.  This will be maintained by the Marvel Project Manager and kept in the Marvel project Database.  The spreadsheet in the Enterprise Standard Project Binder should be used to record both internal timesheets for employees as well as other expenses required by the Marvel project.

· Original CAR/Expense Amounts

· Committed/Allocated Funds

· Invoiced amounts

2.7. Project Schedule (PS)



A display of project time allocation.  Usually a Gantt chart represents this.  Should include dependencies of tasks, and while project is underway, percentages complete for each task.  Project Schedule must use MS Project 98.  Must also adhere to the Enterprise Standard Definitions for Development Activities included in this binder. 

2.7.1. Critical Path (CP)


The CP is a calculated result of interdependent activities of a project that determine the shortest total length of the Marvel project.  The critical path of a project may change from time to time as activities are completed ahead or behind schedule.

· Filtered list of critical path elements from Project GANTT

2.7.2. Task Duration Estimates (TDE)



Approximate duration that each task will take to complete it.  The duration considers both "effort" and required "wait" time.  (i.e. 2 hours to code a report and 4 hours to run it = 6 hours duration).

· Subset of GANTT chart

2.7.3. Dependency Diagrams (DD)



Diagrams illustrating which tasks are dependent on the start or completion of other tasks.  The diagram does focuses exclusively on logical dependencies, not resource dependencies.

· PERT chart of Project

2.7.4. Optimization Tradeoff Plan (OTP)



OTP outlines a process for identifying issues, solutions to the issues, and tradeoffs for each solution, and then selecting the best solutions and incorporating it into your Project Plan/Schedule.  Final deliverable is an Optimized Project Plan/Schedule.

2.7.5. Resource Histogram (RH)



A display of the amount of resources required as a function of time on a  graph.  Individual, summary, incremental, and cumulative resource curve levels can be shown.

2.7.6. WBS Dictionary (WBSD)



A task-oriented breakdown of activities that organize, define and graphically display the total work to be accomplished in order to achieve the final objectives of a project.  The WBS Dictionary lists every project task, its WBS code, its owner and its completion criteria.


	WBS Code
	Task Name
	Completion Criteria
	Owner

	1.1
	
	
	

	1.2
	
	
	

	1.3
	
	
	


2.8. Risk Analysis

2.8.1. Risk Management Matrix (RMM)



This is a plan that identifies key risks and their probability of occurrence.  The plan identifies preventive actions and contingencies.

2.8.2. Risk Assessment Matrix (RAM)



Review, examination and judgment of project risks.

2.9. Change Management Process (CMP)



A process used to manage product change requests.  The process should identify the source, describe the change, the impact, the consequences and reasons for approval/rejection.  Change management form should contain:

· Project Name

· Change control number

· Name of person requesting change

· Date opened

· Title of change

· Requested close date

· Description of change

· Justification for change

· Person assigned

· Impact assessment

2.10. Status Reports (SR)



Reports produced in the Development and Implementation phases of the Marvel project lifecycle (regarding the standing of project tasks) prior to conducting the review meeting.  The report should be written specifically for the intended audience, i.e. management, project team, customer, etc. and should include:

· Project Management Tasks

· Accomplishments

· Planned activities

· Variances

· Timeline slippages

· Budget slippages

· Gains

· Concerns/Issues

· Scope impact/changes

· Data Development Tasks

· Accessibility

· Availability

· User acceptance

· Technical Tasks

· Program coding status

· Human Factors information

· Training status

· Documentation


2.10.1. Variance Reports (VR)



Reports indicating areas where the Marvel project has varied from the approved baselines.   These reports must be generated from the corporate project management software tool.

· Reports should be compiled upon request or at minimum, at the end of each of 8 project phases

· Variances recorded for schedule & scope changes/resource & cost changes 

· Reasons for variances explained

2.10.2. Adaptive Action Plan (AAP)



Plan for systematically responding to each variance or change in the Marvel project in order to remain focused on achieving project objectives.  Plans should include all:

· Issues

· List of solutions for each issue

· Benefits and cost/tradeoffs for each solution

2.11. Review Package (RP)



A package containing all documents produced in a particular phase of the Marvel project lifecycle.  This package is sent out before the Review Meeting and includes all documents from this phase to be reviewed.  The Review Meeting should be held at least once a phase, before the close out of the phase, and should conscientiously review the progress made during the phase.  Care should be taken to identify potential risks in the development process.

2.11.1. Meeting Agenda (MA)



The MA is a list of meeting participants and items to be addressed during the meeting.


2.11.2. Project Definition Document (PDD)

 

The PDD is a high level summary of the Marvel project.  It should document information on the following: summary description; purpose; strategic alignment; completion criteria; project start; customers; dependencies; hardware/software requirements, etc.

· Purpose (why are we undertaking this project)

· Strategic alignment (why are we taking on this project at this time)

· Quick wins and long term strategy

· Target Customer(s)

· Dependencies (committed dates, commitments to/from other projects)

· Staffing (in terms of skills and balance of experience)

· Risk of doing the Marvel project vs. not doing (impact assessment)

· ROI/EVA Analysis

· Assumptions made

· Implementation constraints

· Contingency Plan

2.12. Documents from Review Meeting (DRM)

2.12.1. Waiver/Exception to Required Standards (WERS)



Written authorization to accept a configuration item or other designated items, which are found to depart from specified requirements, but are considered suitable for use "as is" or after rework by an approved method.  Authorization to depart from the SEP should document the following:

· Form to record waiver/exception

· What is the deviation from standard

· Why is it needed

· Appropriate signoffs

2.12.2. Project Continuation Approval (PCA)



Letter or document signed by the Sponsor or his designee indicating that the Marvel project has been approved for continuation into the next stage.

· Letter

· Body to indicate approval from sponsor

· Signoff of sponsor

2.12.3. Project Team Review Minutes (PTRM)



Minutes taken at each review meeting conducted in the Review/Approval section of each phase of the Marvel lifecycle.

· Team name

· Purpose of meeting

· Topics discussed

· Decisions/agreements made

· Action items assigned

2.12.4. Approval Letters (AL)



Documents verifying that the Marvel Sponsor or his/her designee has reviewed and approved documentation, funding or a particular course of action during the Review/Approval section of each phase of the Marvel lifecycle.


3. Phase 3:  Detailed Design Phase

The steps in Phase3: Detailed Design Phase are centered on detailing every aspect of the Marvel.  From the original analysis and planning performed in Phase 2, the Marvel Manager should direct his team through a process of generating exact specifications to meet product requirements.  The resulting specifications documents should be verified with the client before moving on the next project phase.

Before proceeding to the next phase, complete the following checklist:

	Task
	Completed By
	Date

	System Infrastructure Requirements Completed
	
	

	Software Requirements Specifications Completed
	
	

	Interface Requirements Specifications Completed
	
	

	Performance Requirements Specifications Completed
	
	

	Data Development Plans Completed
	
	

	Marketing Communications Plan Completed
	
	

	Contracts/Agreements Section Completed
	
	

	Project Transition Letter Completed
	
	

	Software Development Plan Completed
	
	

	Test Plans Completed
	
	

	Phase Completion Approval Signoff Completed
	
	


3.1. Product Requirements and Specifications (PRSpec)



Describes, in detail, precisely what the customer will receive and use when the completed product is made available.  Every function, command, screen, prompt and other user-interface-related items are documented.  Much of the information in this document can be expanded from the High Level Solutions Document.
· Detailed breakdown of the Proposed Solution

· Functions

· Commands

· Screen Layout

· User Interfaces

· Is/Is Not Lists

· Deviations from requirements

· Audience

· Functions

· Ease of Use

· Architecture

· Hardware supported

· Software supported

· Information/Data to be Included

· Performance

· Publications

· Standards/ISO Compliance

· Reliability

· Serviceability

· Compatibility/Migration

· International

· Pricing/License Agreements

· Competitiveness

· Packaging

· Security

· Future enhancements

3.1.1. System Infrastructure Requirements (SIR)



The SIR specifies the infrastructure requirements needed to support the final product.  This document should be reviewed with the MIS representative to catch any unrealistic assumptions or misconceptions early.

3.1.2. Software Requirements Specification (SRS)



The SRS specifies the engineering and qualification requirements for a Computer Software Configuration Item (CSCI).

3.1.3. Interface Requirements Specification (IRS)



The IRS should translate required user functionality into an elegant user interface (UI).  Each level of the interface should be detailed, including hot keys, etc.

3.1.4. Performance Requirements Specification (PRS)



The PRS specifies performance needs and details the implementation decisions that will ensure compliance with these needs.  For software products, response time, hardware access time, network jitter, etc. should be carefully considered and dealt with.
3.2. Data Development Plans

3.2.1. Content Pipeline Document (CPD)



Describes the process by which data to be delivered by the product will be channeled to those responsible for sustaining the content management.

· Identify content authors

· Define content flow process

· Define content correction process

· Define data format

· Define data publication tool assignments

· Reports

· Data Collection

· Data Format

3.2.2. Data Distribution Plan (DDP)



Describes the process by which information contained within the product will be distributed to the target audience as requested by the user.

· Identify target content audience

· Define distribution/dissemination process

· Define data format

· Define other potential tools in which to incorporate this data

· Identify timing of information delivery

· Reports

· Data Assignments

3.3. Marketing Communication Plan (MCP)



The purpose of this document is for the Marvel Project Manager to communicate to the appropriate MarCom organization the information required for them to develop a Marketing Communications Plan.  The information in this document should include:

· Project Name

· Project Manager Name

· Target Audience

· Business Objective (awareness, educate, credibility, etc)

· Key Messages (usually 2 or 3)

· Differentiators (value proposition)

· Barriers

· Inter-Program Dependency

· Monologue/Dialogue

· Medium

· Format

· Timing

· Delivery Date

· Timeline Dependencies

· Distribution Process

· Marketing Budget

· Measurement

3.3.1. Marketing Rollout Schedule (MRS)



Schedule determined by the marketing team indicating the timeline for rolling out the product announcement information associated with the product.

3.3.2. Marketing Rollout Signoff (MRSO)



Document from the marketing team indicating that the marketing information was successfully rolled out.

3.4. Contracts/Agreements (CA)



Once the bid/proposal process has completed, the vendor/contractor chosen will need to submit a formal contract.  Enterprise guidelines should be closely followed.

· Terms

· Cancellation policy

· Pricing

· Licensing

· Trademarks

3.5. Project Transition Letter (PTL)



This letter details the transition of project from planning phase to tracking phase.  Baseline schedules have been set.  This letter should be drafted by the Marvel Project Manager and dictate specific activities involved in the tracking of the Marvel project.

3.6. Software Development Plan (SDP)



The SDP is a description of plans for conducting a software development effort.  The term "development" is meant to include creating new items, incorporating existing items, updating or refining existing items, or a combination of these approaches.  Not all of these models are applicable to every project.

· Functional process model

· Functional data model

· System control requirements

· System performance requirements

· Architectural system design standards

· Physical data model

· Physical process model

· Program file/database access patterns

· Data conversion strategy

· Testing strategy

· System job flowchart

· File and database backup/recover/reorganization strategy

· System manual’s table of contents

· Physical data storage estimates

· System processing load estimates

· Hardware/software/networking requirements, acquisition, and installation strategy

3.6.1. Database Conversion Plan (DCP)



Document defining existing application files that need to be converted, new files to be created, volume of data to be converted, organizations to be involved in defining the conversion process, target dates, data integrity, etc.

· Convert data from one internal machine representation to another

· Validate the content of the fields

· Enterprise’s various data elements originating from several files/databases

· Merge different fields that are located in different files/databases

· Establish relationships or dependencies among different fields currently stored in different files/databases

· Synchronize several files/databases at the same time

· Expand or shorten the size of a data element

· Reorder the records or data elements in a different sequence

· Modify the contents of the field

· Analyze the high-level data requirements of the new system and identify the primary domains of change that exist between the current and new system data architectures.

· Examine the overall quality and integrity of the data presently stored in the manual and mechanized files and databases of the current system.

· Identify the existing or special software tools and facilities or hardware and networking equipment that will be required to support the data conversion process.

· Derive the optimal strategy to perform the overall data conversion effort, in the context of the current project scope.  The magnitude of the conversion effort is directly related to:

· The complexity of the existing and new system data architectures

· The volume of data involved in the conversion process

· The degree of change associated with the application at hand

· Walk through the preliminary system data conversion strategy.

· Analyze the scope of the domain of change between the old and new systems

· The existing application files (manual or automated) that need to be converted, along with a brief description of the records and data elements involved in the process

· The new files (manual or automated) that must be created from scratch, along with a brief description of the data elements that must be loaded into these files

· For each file, the estimated volume of data that needs to be converted to accommodate the new system data requirements

· The major business units of the organization that should be involved in the conversion process

· Identify possible constraints that might be imposed on the conversion process

· Expected target completion dates

· Special handling of highly sensitive data

· Dependencies with other systems and the necessity to construct interfaces with them

· Availability of the files for the users (e.g. the current production files must remain available for the users 23 hours a day, 5 days a week)

· Examine the level of quality of the data currently stored in the existing files

· Define the type of software material, tool packages, and computer equipment that will be necessary to support the conversion.

· Ultimate responsibility for ensuring the success of the conversion and integrity of the data lies with the users

· System developers provide conversion programs, data validation programs, file comparison facilities that will be necessary to convert the existing files and databases efficiently and produce the reports needed by the users to validate the results.

· The major objectives and scope of the conversion process, along with the major issues to be addressed by the development team and the users

· The roles and responsibilities assigned to each user and systems group involved in the conversion process

· The description of the files and databases that must be converted in association with this particular release of the system; this also includes the new files created by the system

· The type of conversion that will be performed against each affected file or database:

· Automated to automated

· Manual to automated

· Automated to manual

· Manual to manual

· The particular sequences in which the files will be converted

· The dependencies that might exist among the files or the different conversion stages

· The type of facilities or reports required by the users to verify the results of the conversion or to analyze the quality of the data contained in the current files

· The fallback procedures that should be in place in case something goes wrong during the conversion process.

3.6.2. Quality Assurance Plan (QAP)



Defines, tracks and measures both product and process quality goals throughout the Marvel project development process.

· Defect removal activities

· High-level design inspections

· Low-level design inspections

· Code inspections

· Defined conditions for each development activity

· Entry

· Implementation

· Exit

· Defect removal goals

3.6.3. Human Factors Plan (HFP)



Plan for conducting human factors studies within the Marvel project lifecycle.

· Requirements testing

· Test against user requirements

· Integration testing

· Platform testing

· Media tests

· O/S tests

· Code testing

· User Input testing

· General Performance testing

· User Feedback

· Graphics

· Performance

· Functionality

3.6.3.1. Human Factors Report (HFR)



Report from the Human Factors study identifying any issues that need to be resolved and recommended changes to make the product more user-friendly or to improve the application ergonomics.

· User interface issues

· Documentation issues

· Usability Test Results

· Ratings

3.7. Test Plans

Test plans should thoroughly consider how to effectively every aspect of the product’s functionality.  For software products, each step in the testing phase should include both white and black box testing (or equivalents) in order to ensure stability from the inside out.  Testing will occur in Phase 5. 

3.7.1. Stress Test Plan (SsTP)



Plan to ensure the product will perform as expected in the user environment.

3.7.2. Integration Test Plan (ITP)



Describes the test approach, identifies the test to be performed, and provides schedules for test activities.

· Interfaces between the various programs of the system

· Manual to automated interfaces of the system (screens, reports, etc.)

· External interfaces with other systems

· Functional and nonfunctional specifications of the system

· System interface tests

· Control tests

· Conversion

· Security

· Backup, recovery, and restart

· Screen dialogue

· Volume

· Performance

· Stress

· Usability

· Documentation

· Storage

· Maintainability

· Compatibility

3.7.3. Software Test Plan (STP)



Describes the test approach, identifies the test to be performed, and provides schedules for test activities.

· Correctness and accuracy of the program’s internal logic

· Interfaces among the various modules of the program

· All the procedural statements contained in the program modules

· Exercise the internal logic of the program

· Statement coverage tests

· Branch/loop coverage tests

· Value sampling tests

· Boundary value coverage tests

· Program interface tests

· File-handling tests

· Error message tests

· Error-prone tests

3.7.4. Product Assurance Test (PAT)



Verifies the total system solution by means of test cases that are constructed to demonstrate that the system works properly in the production environment.

· System operations documentation

· Performance and data storage requirements for production

· Complete processing cycle in production

· Production mode testing of the following components:

· Job control statements

· Files/databases

· Hardware/software/networking configurations

· Documentation of the system

3.7.5. User Acceptance Test (UAT)



Verify the total system solution satisfies the original user business requirements and all the automated and manual components of the system work properly together.  Users should write most of these test plans.

· Manual procedures

· Automated processes with their input/output requirements

· Interfaces with other systems

· External specifications of the system and its related nonfunctional specifications

· Functional tests

· System interface tests

· Control

· Conversion

· Security

· Backup, recover, and restart

· Screen Dialogue

· Volume

· Performance

· Stress

· Usability

· Documentation

· Storage

· Compatibility

3.7.6. MIS/Outside Certification Plan (MISCP)



Plan for MIS to use during the certification process.  Should include installation procedures; test procedures; handoff procedures; target dates; and any other procedures or documentation necessary for MIS to successfully test and approve the application.



4. Phase 4:  Construction Phase

During this phase, the engineering team executes project plans according to the detailed specifications generated in the previous phase.  During this phase, the Alpha and Beta versions of the product are released.

Before proceeding to the next phase, complete the following checklist:

	Task
	Completed By
	Date

	Product Signoff and Certification Letters Completed
	
	

	Product Manuals Completed
	
	

	Alpha Release Completed
	
	

	Beta Release Completed
	
	

	Product Deliverable Completed
	
	

	Phase Completion Approval Signoff Completed
	
	


4.1. Product Deliverable

4.1.1. Source Code (SC)



Source code captured on appropriate media.

4.1.2. Software Executable (SE)



The executable form of the program.

4.1.3. Database Conversion Scripts (DCS)



Software scripts that have been written to support the data conversion effort.

· Convert data from one internal machine representation to another

· Validate the content of the fields

· Enterprise’s various data elements originating from several files/databases

· Merge different fields that are located in different files/databases

· Establish relationships or dependencies among different fields currently stored in different files/databases

· Synchronize several files/databases at the same time

· Expand or shorten the size of a data element

· Reorder the records or data elements in a different sequence

· Modify the contents of the field

4.2. Product/Project Signoff and Certification Letters

4.2.1. Product Assurance Signoff Letter (PASL)



Letter from the user indicating that the total system solution satisfies the original user business requirements and all the automated and manual process components of the system work properly together.

4.2.2. Functional Certification Letter (FCL)



Letter from the customer/functional representative that documents their satisfaction/areas of concern with the functional performance of the system.

4.2.3. MIS Certification Letter (MISCL)



Letter from MIS indicating that the software has been tested and approved by MIS and is ready for implementation.

4.2.4. Data Certification Letter (DCL)



Letter from user indicating that the information contained within the product has been validated, approved and is ready for publication.

4.3. Product Manuals

Based upon tight specifications documents and concurrent development, product manuals should not be saved until the completion of development.  Manuals should reflect all changes processed through the change control board.

4.3.1. Software User Manual (SUM)



Software instruction manual for the end user.

· Learning the Basics

· Features

· Commands

· Controls

· Printing and Viewing Reports

· Customizing the Application

· Troubleshooting

4.3.2. Software Installation Manual (SIM)



Document that gives step-by-step instructions for installing the application.  Should develop server installation procedures as well as client application installation procedures

· System requirements

· Installation instructions

· Control codes

· Specific default control settings

4.3.3. Training Manual (TM)



Training manual to be used when conducting training on the new product.

· Course Outline

· Introduction

· Lessons

· Objectives

· Lesson details

· Practice Sessions

· Workbook Exercises

· Lesson Summary

· Glossary

4.3.4. Operations and Maintenance Guide (OMG)



Document describing the technical operation and maintenance specifications for the finished product.

· Installation Procedures

· Product Features

· Specifications

· Troubleshooting Steps

5. Phase 5: Testing Phase

Phase 5: Testing Phase is dedicated to testing and quality assurance.  Testing procedures and plans are formalized in the test plans step of Phase 4 and should be executed fully in this phase.  Formal bug tracking policies should be instituted to report and fix software aberrations.  The Test Team will direct all Enterprise testing.

Before proceeding to the next phase, complete the following checklist:

	Task
	Completed By
	Date

	Testing Completed
	
	

	Bug Tracking Data Archived
	
	

	Phase Completion Approval Signoff Completed
	
	


6. Phase 6: Implementation Phase

Designed to facilitate product roll-out and user training, Phase 6: Implementation Phase is a precursor to formal product hand-off.  During this phase, the engineering team works with pre-determined roll-out sites to determine and implement plans for training and software transition.

Before proceeding to the next phase, consider the following checklist:

	Task
	Completed By
	Date

	User Training Plan Completed
	
	

	Equipment Installation Plan Completed
	
	

	Rollout Plan Completed
	
	

	Framework Rules Document Completed
	
	

	Phase Completion Approval Signoff Completed
	
	


6.1. User Training Plan (UTP)



Plan for getting all users trained on the new application and new work flow procedures.

· Identify personnel training needs and finalize the description of the detailed training specifications

· Develop detailed system training strategy, covering for each targeted audience the following:

· Scope and objectives of the training program

· Target audience: Who will be trained?

· Every user in all areas, or some selected users who in turn will train other users?

· How many people per user category must be trained?

· Should the courses be tailored to suit the specific needs of each category of user?

· What should be the level of training – basic?  Intermediate?  Advanced?

· Training methods recommended: Which type of training method is recommended?

· The classroom approach with hands-on exercises?

· The self-study approach?

· On-the-job coaching?

· Audiovisuals?

· Formal presentations?

· Tutorials?

· Seminars?

· Interactive computer-based training?

· Pilot project?

· Should some mechanism be put in place to obtain constructive feedback on the effectiveness of the training materials?

· Identification of who should provide the training

· Who should deliver the training?

· The development team?

· The users themselves?

· Some internal training department or a specialized external training firm?

· The vendor that is supplying a commercial package?

· Type of physical facilities needed to deliver the training effort

· What type of facilities are required to train the staff?

· Where will they be trained, in-house or outside?

· In a general-purpose classroom or in a dedicated training center?

· On-site, in their own working environment?

· How many people can attend a single training session?

· Type of office equipment required to support the training process

· What equipment is required?

· Overhead projector?  35 mm slide projector?  Video machine?  Whiteboards?  Flip charts?

· New training material that must be developed

· What type of documents are required to train the staff?

· Are special forms needed?

· Will pre-assignment booklets be utilized?

· What type of documentation will be provided to the trainee during or after a course?  presentation transparencies?  classroom notes?

· Will the new user operating manuals be used during the training sessions?

· General timing, duration, sequencing, and dependencies off the major training events

· When will the training sessions be scheduled?

· What will be the duration of the training sessions?

· What will be the sequence?

· Will the staff be trained at one physical location at a time?  One region at a time?  All at once?

· Are there any training dependencies among the various releases of the system?

· Total number of people to be trained and estimated machine resource consumption that will be utilized to deliver the training

· How many people will be needed to conduct the training session?

· How many machine resources will be consumed?

· Is there a need for a guaranteed system response time while training people?

· Type of hardware equipment or software facilities required to support or conduct the training session

· Will some special hardware equipment be required to train the staff?

· Dedicated terminals, printers, plotters, automated teller machines, large-screen computer projection systems, microcomputers?

· What about the software facilities?

· Will the new system itself be used to train the staff?

· Will help screens be provided with the new system?

· Would a prototype model suffice?

· Does the software package offered by the vendor include a training subsystem?

· Can some portions of the training material that already exists for the old system be used with some minor modifications?

· Develop, if necessary, the test cases that will be used to verify the training subsystem

· Walk through the detailed system training strategy

· Develop a training cost-benefit analysis

· Highlight the benefits that will result from effective training and try to quantify them

· Present the detailed costs of training

· Develop a training program that is designed to evolve with the system.

6.1.1. Training Roster (TR)



List of all users that need to be trained.  Should include their organization and list of product modules they will be most likely to use.

6.1.2. Training Schedule (TS)



Schedule of training classes on the new product for the users.

6.1.3. Training Signoff (TSO)



Letter or document from users indicating they have all been trained on the product.

6.2. Hardware / Software / Networking Equipment Installation Plan (SIP)



Describes plans for installing Hardware / Software / Networking Equipment at user sites, training users, and converting from old systems.

· Review and finalize the detailed list of the existing hardware/software/networking facilities and equipment that will be required to develop and operate the new system in the production environment

· Review and finalize the detailed list of the new hardware/software/networking facilities and equipment that needs to be acquired and installed to develop and support the new system.

· Order the set of new hardware/software/networking equipment and facilities that are required for the new system.

· Finalize the hardware/software/networking acquisition and installation strategy.

· Walk through the final hardware/software/networking acquisition and installation strategy.

· Complete the detailed description of all the major and minor hardware/software/networking items, along with their characteristics.

· Finalize for each particular site the list of the detailed hardware/software/networking equipment and facilities that must be installed in the test or production environment.

· For each site, finalize the environmental needs in terms of 

· Power supply

· Temperature, ventilation, humidity requirements

· Spacing needs for the equipment

· Electrical and communication wiring needs

· Physical security requirements

· Auxiliary furniture and system supplies

· For each site, prepare a detailed floor layout showing the exact location where the hardware components will be installed and how they will be interconnected.

· The exact location for the terminals, printers, and other system-interfacing devices of a similar nature

· The exact location for the servers, disk drives, tape drives, device controllers, and the like

· The exact location for the personal computer workstations and related peripheral equipment

· The exact location for the network-related equipment

· Define the detailed procedures that will be required to install the hardware/software/networking components at each specific site.  Develop the detailed hardware/software/networking installation test cases that will be used to verify that the newly installed equipment functions properly

· Describe in detail the roles and responsibilities of each group involved in the procurement and installation cycle of the hardware/software/networking commodities.

· Review the interdependencies that might exist among the hardware/software/networking facilities of the system.  Finalize the sequence in which these facilities will be installed at each specific site.  Provide a detailed estimate of the time it should take to install them, along with the expected delivery and installation dates.

· Special care should be given to “subtle” dependencies that might exist:

· Hardware-to-hardware dependencies

· Software-to-software dependencies

· Network-to-network dependencies

· Hardware-to-software dependencies

6.3. Rollout Plan (ROP)



Plan for successfully rolling out the application to all users.  Should include timelines; hardware and software requirements; known issues to overcome or anticipate; contingency plans; etc.

· Timelines

· Hardware and software requirements

· Known issues to overcome or anticipate

· Contingency plans

· Defect removal activities

6.3.1. Rollout Schedule (RS)



Schedule indicating the timeline for rolling out the application to all user groups.  This is especially important for phased rollouts.

6.3.2. Rollout Signoff (RSO)



Document from the user or appropriate team member indicating that the product was successfully rolled out to all users.

7. Phase 7:  Customer Support Phase

Phase 7: Customer Support Phase represents a formal hand-off from the development team to MIS support.  The associated documents and steps in this phase provide formal procedures for ensuring proper knowledge transfer has been completed between the two parties.

Before proceeding to the next phase, complete the following checklist:

	Task
	Completed By
	Date

	Software Transition Plan Completed
	
	

	Help Desk Checklist Completed 
	
	

	Phase Completion Approval Signoff Completed
	
	


7.1. Software Transition Plan (SWTP)



Plan for transitioning the software from development phase to user support phase.  Should include plans for handing off the server and user support to appropriate departments.

· Transfer the entire system from the development environment to the production environment.

· Verify that all the system elements were successfully transferred into production libraries.

· Distribute the various system manuals to the official user and systems department representatives.

· Turn on the production system and verify if its level of operability is adequate.

· Turn over the system to the users.

· When applicable, turn off the old system.

· Complete a production system migration report.

7.1.1. MIS Software Handoff Acceptance Letter (MIS SHAL)



A letter from MIS indicating that they have approved and accepted responsibility for a software application that the Marvel project team has developed and will provide the ongoing support needed to maintain it.

7.1.2. MIS Hardware Handoff Acceptance Letter (MIS HHAL)



A letter from MIS indicating that they have accepted responsibility for a server or any other hardware device that the Marvel project team has turned over to them and will provide the ongoing support needed to maintain it.

7.1.3. HW Lifecycle Management Plan (HWLMP)



Plan for maintaining the hardware throughout the lifecycle of the application.  Should include recommended upgrades, CPU Utilization limits, anticipated memory usage, etc to help with upgrade decisions.

7.1.4. Help Desk Support Questions (HDSQ)



Identifies type of customer support that the Help Desk may need to provide.

8. Phase 8: Completion Phase

The final step in drawing the Marvel project to a close, Phase 8: Completion Phase includes all actions necessary to end all project work and review project management.  The Post-Mortem Meeting and corresponding report should provide an effective means to reflect on lessons learned and battles won.

Before closing out the Marvel project, complete the following checklist:

	Task
	Completed By
	Date

	Post-Mortem Meeting Completed
	
	

	Close Out Paperwork Completed
	
	

	Close Out Letter Completed
	
	

	Close Out Ritual Completed
	
	

	Phase Completion Approval Signoff Completed
	
	


· Has a written Software Project History containing both objective and subjective information about the Marvel project been produced?

· Has the Marvel project History been distributed to all project members?

· Have Project History Conclusions been packaged into theEnterprise Standard Project Binder for inclusion in the next project?

8.1. Close Out Documents (COD)

8.1.1.1. Post-Mortem Meeting Report

A post-mortem meeting must be held at the end of the Marvel project.  What went well?  What could have gone better?  What should be changed or improved for the next project?

8.1.1.2. Close Out Paperwork (COP)



All pertinent paperwork needed to verify closure activities have been performed: receipts for returned equipment; status reports; close out review minutes; finalized or closed contracts; etc.

8.1.1.3. Close Out Letter (COL)



A letter formally announcing the closure of a project so that all groups and people know that the Marvel project is completed.  This is a good way to thank all involved and communicate final project statistics.

8.1.1.4. Close Out Ritual (COR)



A party or some other type of ritual in which provides an opportunity for all persons involved in the Marvel project to be recognized and rewarded.
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