Sample Deployment - Process Model
Stabilizing / Deploying Phase Review 

Checklist

This is developed and maintained by the Program Manager with assistance from the Product Manager.  The document is reviewed prior to beginning the phase.  The checklist is reviewed to determine the deliverables and milestones requirements for the phase.  The Phase Review checklist is also reviewed throughout the phase to ensure that milestones are met and deliverables are generated.  The Phase Review checklist is also reviewed at the end of the phase as a final checklist.

Milestone Reviews

Introduction
The Milestone Reviews section will highlight the goals, responsibilities, and deliverables for each MSF Milestone.  The MSF Milestones are the following:

1. Envisioning Phase Checklist Approved

2. Planning Phase Checklist Approved

3. Developing Phase Checklist Approved

4. Stabilizing/Deploying Phase Checklist Approved

Envisioning Phase Checklist Approved Milestone

Envisioning Phase Checklist Approved Overview
During this phase business problems are defined, the project scope and vision are articulated, project goals and constraints are identified,  project success factors and initial benefits are determined. The Milestone is reached when the Project Identification Document (PID) document is released and agreed to by management and all project teams.

Goals
These are the goals for the Envisioning Phase Checklist Approved Milestone.

· Establish the project scope, goals, and objectives.

· Identify base assumptions and constraints.

· Determine key risks and formulate risk mitigation plans.

· Assign key project roles.

· Estimate the effort required to achieve the Project Plan Approved Milestone.

· Defining initial Return on Investment (ROI) (costs & benefits).

The Envisioning Phase Checklist Approved Milestone is achieved when the PID document is completed and accepted by management and all project team members.

Responsibilities

Product Management is primarily responsible for achieving the Envisioning Phase Checklist Approved Milestone.  The major responsibilities of Product Management are:

· Defining the business problem

· Articulating the vision

· Identifying the requirements, constraints, and critical success factors.

· Managing user expectations.

· Building the business case (ROI)

To develop a realistic vision of the goals and objectives of the project, all team roles must be available, at least for consultation, during the Envisioning Phase Checklist Approved process.  Product Management collaborates closely with Program Management and Development Management to define the boundary and metrics for the project. (See table below) 

Responsibilities

This table outlines the other team members’ responsibilities during the first MSF phase, which builds to the Envisioning Phase Checklist Approved Milestone.
Team
Responsibilities
	Team
	Responsibilities

	Program Management
	· Establish project goals.

· Identify critical success factors.

· Define design goals.

· Define solution concept.

· Define preliminary implementation architecture.

	Development
	· Consult on design goals, solution concept, work effort and schedule.

	Testing
	· Define delivery acceptance criteria.

	User Education
	· Conduct user needs analysis.

· Develop initial user support strategy.

	Logistics Management
	· Perform implementation research.


Deliverables

The deliverables for the Envisioning Phase Checklist Approved Milestone are listed below, along with the audience for each as well as the manner in which the document may (or may not) be updated.

	Deliverable
	Audience

	PID
	External, Executive Sponsor, Customer, Business Unit Manager, Team Leads 

	Preliminary Staffing Plan
	Internal, Team Leads

	Architecture Self Assessment Document
	Internal, Team Leads and Team Members

	Envisioning Phase Checklist
	Internal, Team Leads and Team Members


Planning Phase Checklist Approved Milestone

Planning Phase Checklist Approved Milestone Overview
The objective of the Planning Phase Checklist Approved Milestone is to determine as accurately as possible what is being built, how it is to be built, and how long it will take. During this phase, all predevelopment planning is performed: design goals, specification, development plans, testing plans, documentation strategy, and usability testing. The Milestone is reached when the Functional Requirements document is released and all teams have released approved project plans and schedules.

Goals
The goals of the Planning Phase Checklist Approved Milestone are listed below.

· Specify the project deliverables and their functionality.

· Develop plans for each functional group, e.g. Logistics.

· Determine the overall costs for the project.

· Agree upon deliverables.

· Establish priorities.

· Set expectations.

· Reassess risks.

· Revalidate estimates for schedule and resources.

· Create the detailed design of the system and review with Architecture DA/DBA

Responsibilities

Program Management is primarily responsible for achieving the Planning Phase Checklist Approved Milestone.  The major responsibilities of Program Management are:

· Specify responsive solutions based on user needs.

· Evaluate implementation options.

· Ensure a buildable solution.

In general, activities during the Planning Phase Checklist Approved Milestone are concerned with either the detailed definition of the product or the planning of its development, testing, and release. Responsibilities will vary depending on the nature and complexity of the project. The table below and on the follow page outlines the team members’ responsibilities.

Planning Phase Checklist Approved Milestone (continued)

Responsibilities

	Team
	Responsibilities

	Product Management
	· Provide consultation.

· Develop marketing plan and schedule.

	Program Management
	· Perform risk assessment.

· Identify team milestones.

· Define project deliverables.

· Perform business services analysis.

· Define packaging of objects and services.

· Perform data needs analysis.

· Perform information modeling.

· Define logical architecture.

	Development
	· Create implementation architecture plan.

· Perform technology evaluations.

· Develop proof of concept prototypes.

· Evaluate reusable components.

· Define desktop services design approach.

· Define business services design approach.

· Define database design approach.

· Create interface specifications.

· Identify development tools.

· Identify source library management mechanisms.

· Define build process and options.

· Perform infrastructure planning.

· Define technical and administrative procedures.

	Testing
	· Establish purpose and scope of test.

· Define test strategies: functionality, usability, performance component services,

· Data services, installation, operations and support.

· Define acceptance criteria.

· Establish test cases: reliability, performance.

· Establish test pass order of events.

· Define build verification test.

· Define beta criteria.


Planning Phase Checklist Approved Milestone (continued)

Responsibilities
This table outlines the team members’ responsibilities.

	Team
	Responsibilities

	User Education
	· Define user education strategy.

· Establish product definition.

· Identify product components.

· Identify source of information.

· Identify documentation audience, deliverables, and review strategy.

· Identify related referenced documentation

· List issues and assumptions.

	Logistics Management
	· Develop support plan.

· Develop localization plan.

· Provide input to specification of administration functions.

· Evaluate usability issues.

· Provide input to user help documentation specification.

· Evaluate systems architecture.

· Provide input to installation procedure specification.

· Provide input to migration functions specification.


Deliverables

The deliverables for the Planning Phase Checklist Approved Milestone are listed in the table below.

	Deliverable
	Audience

	Functional Requirements
	External, Executive Sponsor, Customer, Business Unit Manager, team leads 

	Risk Management Plan
	Internal, team leads and team members

	Development Plan
	Internal, Team Leads and Team Members

	Master Project Schedule
	Internal, Business Unit Manager, team leads

	Issues Log
	Internal, Business Unit Manager, team leads

	Detailed Design Document
	External, Executive Sponsor, Customer, Business Unit Manager, team leads 

	Planning Phase Checklist
	Internal, Team Leads and Team Members


Developing Phase Checklist Approved Milestone

Developing Phase Approved Milestone Overview
In reaching the Developing Phase Checklist Approved milestone, Development codes according to the specification, Testing writes test suites and tests the major milestone releases, and User Education produces drafts and lessons and gathers review comments. The milestone is reached at the release of Developing Phase Checklist Approved milestone. The only development left is minor (opportunistic) optimization and debugging and production of final draft user documentation. Ideally, this phase consists of a small number of very well defined milestones, the most important being the major milestone releases of the product.

Goals
The goal of the Developing Phase Checklist Approved Milestone is to construct the product described in the Functional Requirements document and deliver it to the test team for validation.  The Developing Phase Checklist Approved milestone is achieved when the following conditions are met:

· All the features of the product have been implemented and optimized.

· Code additions or changes that occur after this point are only to fix bugs.

· The Developing Phase Checklist Approved milestone signifies that the product is visually frozen.

Responsibilities

Development, User Education, and Testing are the primary contributors during the Developing Phase Checklist Approved Milestone.

Team
Responsibilities
	Team
	Responsibilities

	Product Management
	· Promote project internally.

· Coordinate with customer.

· Manage expectations.

· Provide consultation on packaging.

	Program Management
	· Manage project status and communication.

· Perform Functional Requirement change management.

· Prepare Beta Plan.

	Development
	· Construct compliant system.

· Manage to zero defects.

· Evaluate change requests.

	User Education
	· Construct documentation and other user support.

· Integrate on-line help with developed software.

	Test
	· Maintain and extend test scripts.

· Identify and report defects.

· Perform regression testing.

· Provide defect and testing metrics.

· Assist development with smoke tests, bug finding.

· Help make zero defects a reality.

· Support usability testing.

· Support component testing.

· Define and establish test setup.

· Define testing interaction requirements.

· Identify test environment setup.

· Identify test, automation, and utility tools.

· Identify test data.

	Logistics Planning
	· Track status of data migration testing.

· Re-evaluate capacity planning.

· Coordinate with operations and support.

· Ensure readiness for rollout.


Deliverables

The list of deliverables needed to meet the Developing Phase Checklist Approved Milestone is listed in the table below.

	Deliverable
	Audience

	Source Code and Executables
	Internal, Business Unit Manager and Team Members

	Implementation Plan
	

	Training Materials & Plan
	

	Test Specifications & Cases
	Internal, Business Unit Manager and Team Leads.

	Detailed Design Doc (updated)
	

	Development Plan (updated)
	

	Master Project Schedule (updated)
	Internal, Business Unit Manager, team leads

	User Support Elements
	Internal, Business Unit Manager and Team Leads.

	Risk Management Plan (updated)
	Internal, Team Leads and Team Members.

	Issues Log (updated)
	

	Functional Requirements (updated)
	

	Developing  Phase Checklist
	Internal, Team Leads and Team Members


Stabilizing/Deploying Checklist Approved Milestone

Stabilizing/

Deploying Checklist Approved Milestone Overview
This phase of the project is spent user acceptance testing, user training and stabilizing the product and working towards release. No new features are added during this phase of the project.

Goal: The major milestone where the product is formally turned over to the operations and support groups. Typically, the project team is either beginning work on the next release or may be dispersing to other development projects.  The final milestone is when the product manager reports benefits tracking back to the IT Governance Board.

Responsibilities
The table below outlines responsibilities of each role when working toward the Stabilizing/Deploying Checklist Approved Milestone.

	Team
	Responsibilities

	Product Management
	· Coordinate release with customer.

· Manages expectations.

· Clarify roles and responsibilities of beta liaison staff.

· Manage systems and reporting for beta program.

· Assign preparation tasks for beta package.

· Select beta users.

· Coordinate beta package delivery.

· Reports project benefits back to IT Governance Board.

	Program Management
	· Ensure visibility of defect fix/no fix decisions.

· Manage beta test program.

	Development
	· Manage code baseline.

· Assist in selection of beta users.

· Evaluate beta test technical objectives.

· Track beta test objectives.

· Assign and rectify defects found by Test and beta test.

	User Education
	· Manage documentation baseline.

· Coordinate documentation for beta test package.

· Begin rollout of user training (if appropriate).

· Produce on-line documentation.

	Test
	· Manage user acceptance test/release process.

· Ensure a predictable and compliant release.

· Assist in selection of beta test users.

· Train beta support staff in problem reporting tools.

· Assign defects for review and prioritization.

· Communicate beta test plans to beta test users.

· Evaluate beta test technical objectives.

	Logistics Planning
	· Oversee beta and/or pre-release testing.

· Ensure no unexpected surprises at rollout.


Deliverables

The list of deliverables needed to meet the Stabilizing/Deploying Phase Checklist Approved Milestone is listed in the table below.

	Deliverable
	Audience

	User Acceptance Plan
	Internal, Business Unit Manager and Team Members

	Operations Document
	Internal, Team Leads and Team Members

	Lessons Learned Document
	Internal, Team Leads and Team Members

	Configuration Management Directory 
	Internal, Business Unit Manager and Team Leads.

	Release Notes
	Internal, Team Leads and Team Members

	Test Results & Test Tools
	Internal, Team Leads and Team Members

	User Documentation
	Internal, Business Unit Manager, team leads

	Master Project Schedule (updated)
	Internal, Business Unit Manager and Team Leads.

	Risk Management Plan (updated)
	Internal, Team Leads and Team Members.

	Development Plan (updated)
	Internal, Team Leads and Team Members

	Functional Requirements (updated)
	Internal, Team Leads and Team Members

	Issues Log (updated)
	Internal, Team Leads and Team Members


