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1.  Introduction 

1.1  Purpose


The purpose of this plan is to: 1) identify the roles for each team member in this project, including the client, and 2) to specify the work responsibilities for which each team member is required to carry out in order to complete this project.  

1.2  Document Overview

This document is divided into four major sections.  The three remaining sections are described below.

Section 2:  Management & Responsibilities – Identifies the management roles of the project team and the duties for which each management role are responsible.

Section 3:  Development Teams & Responsibilities – Identifies the other non-management project groups and the duties for which each group are responsible.

Section 4:  Client Responsibilities – Identifies the duties for which the project client is expected to be responsible.

2.  Management & Responsibilities

This section identifies the management roles and responsibilities.  Management personnel are there to guide the project work and to support the team members under their supervision.

2.1  Team Leader
In general, the Team Leader oversees all program operations and leads the project to completion.  The following are the duties for which the Project Manager is responsible:

· Guide the development and maintenance of the project plan.

· Assign tasks to appropriate team members and monitor their work.

· Coordinate project activities in an organized and timely manner.

· Ensure that the team is working towards achieving its objectives.

· Report project progress and/or problems to the team.

· Help the team in solving project problems.

· Review the performance of other managers and team members.

· Motivate the team.

· Close down the project upon its completion.

2.2  Configuration Manager

Configuration management involves the control of all project resources, including all project documents and work output.  The Configuration Manager is responsible for the following duties:

· Plan software configuration management activities.

· Use a documented and approved CM plan as the basis for performing the CM activities.

· Identify the software work products, or configuration items, to be placed under configuration management.

· Ensure the completeness, consistency and correctness of the items.

· Establish and maintain a configuration management library system as a repository for the software baselines.

· Record, review, coordinate, and track change requests and problem reports for all configuration items according to a documented procedure.

· Inform affected groups and individuals of the status and content of software baselines.

· Train team members in the objectives, procedures, and methods for performing their CM activities.

· Develop standard reports documenting the CM activities and the contents of the software baseline and make available to affected groups and individuals.

· Conduct software baseline audits according to a documented procedure.

· Review the CM activities with the Team Leader on both a periodic and event-driven basis. 

2.3  Quality Assurance Manager

In general, Quality Assurance involves ensuring that all approved standards and guidelines for the project are followed by all team members in order to establish traceability among all project work.  The Quality Assurance Manager is responsible for the following duties:

· Ensure that the project’s requirements and guidelines are established and documented.
· Involve team members and management in the development and practice of standards.
· Maintain standards.
· Ensure that the project is working towards meeting its requirements.
· Ensure that all team members work in accordance with established project guidelines.

· Conduct audits and reviews of project work to ensure that all established procedures and guidelines are being met.

· Ensure that the software product conforms to all specified requirements.

· Review the QA activities with the Team Leader on both a periodic and event-driven basis.
2.4  Test Manager

The Test Manager is responsible for managing test activities.  Test involves testing the software, including program code, and evaluating the input and output for each test for correctness.  Test duties are as follows:

· Developing, maintain, and review test plans.

· Monitor the software testing effort and control the testing resources.

· Ensure that all testing procedures and guidelines are followed.

· Ensure that all testing and evaluation work are documented and traceable.

· Establish and maintain a plan to track and save test inputs and results.

· Evaluate tests to ensure that they follow a documented plan and meet project requirements.

· Report test problems to the development team.

· Serves to check and balance the developers’ activities.

· Reports test and evaluation work to the Project Manager.
2.5  Verification and Validation Manager

Verification is performing the tests and analyses to determine if the products of each phase of software development are correct, complete and consistent with the previous phase. Validation is performing the tests and analyses to determine software requirements for a specific intended use can be consistently fulfilled.  Verification and validation duties are as follows:

· Develop a strategic plan to conduct verification and validation activities.

· Verify that the software design is clear and well-developed.

· Review all work and products throughout all work phases.

· Assist with development planning.

2.5  Verification and Validation Manager(continued)
· Review programmer’s work, including their code.

· Assist with test planning and work.

· Evaluate test plans before they are carried out.

· Verify test processes and results to ensure that they are correct and complete.

· Validate test processes and results to ensure that they fulfill all project requirements.

· Maintain a high level of traceability among all project work.

2.6 Editor


The basic duties for the Editor include, among other things, the proofreading and correction of all project documents.  Corrections made to any project document will first be okayed by the Team Leader.  The duties of the Editor are as follows:
· Editing and proofreading of all project documents.

· Confer with Team Leader on corrections needed to project documents.

· Alter project documents as needed.

· Work together with the Configuration Manager on using proper naming convention for all project documents.
· During team meetings, make sure all ideas and information is recorded.
3.  Development Teams & Responsibilities

Under the guidance of the management personnel, we also will have the development teams which involve the software programmers, testers and the client.  Each group has distinct responsibilities in completing the project.

3.1  Software Programmers


The programmers code the software.  They are responsible for the following:

· Work closely with all managers, especially the Team Leader who will delegate tasks and lead the development work.

· Follow established programmer guidelines and standards.

· Report any problems or discrepancies to the Team Leader.

· Suggest improvements.

· Work with software testers to help solve problems.

· Exercise assigned configuration management duties.

3.2  Software Testers


The following are the duties of the software testers:

· Work under the guidance of the Test Manager.

· Conduct all test work according to the established test plans and procedures.

· Report test problems and discrepancies to the Test Manager.

· Suggest improvements where they can be made.

· Exercise assigned configuration management duties when working with test data and results.

4.  Client Responsibilities

The project client is to participate in the following management duties:

· Guide the development and maintenance of the project plan.

· Ensure that the team is working towards achieving its objectives.

· Report project progress and/or problems to the team leader.

· Help the team in solving project problems.

· Assist in reviewing and maintaining the project website.

· Review and respond to change requests and problem reports for configuration items that require the client’s involvement.

· Ensure that the project team has established and documented the client’s requirements.

· Ensure that the project is working towards meeting the client’s requirements.

· Review user-related documents, such as the User’s Guide, and report problems to the appropriate manager.

· Be involved with learning to use the software product and with training appropriate client staff.


The client is also involved with the following software development tasks:

· Review development work of the software product.

· Suggest improvements where they can be made.

· Report problems and discrepancies.

· Assist in testing the software product where client involvement is needed by the test team.
· Conduct data entry requirements to populate the production database.
· Provide test data in support of testing requirements.
	12/18/2002
	MMXP-OrganizationPlan_v1
	 1 



