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This is the part 1 of three templates for software development of simple projects
It covers aspects of project management
This template doesn’t cover the risk management
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1 Introduction

1.1 Document overview

This document contains the organization of XXX software development project.

It covers the following goals:

· XXX.

1.2 Scope

1.2.1 Identification

This document applies to the XXX device(s) developed in the XXX project.

1.2.2 Overview

Project Overview
1.3 Abbreviations and Glossary

1.3.1 Abbreviations

Add here abbreviations
1.3.2 Glossary

Add here words definitions
1.4 References

1.4.1 Project References

	#
	Document Identifier
	Document Title

	[R1]
	ID
	Add your documents references.

One line per document


1.4.2 Standard and regulatory References

	#
	Document Identifier
	Document Title

	[STD1]
	
	Add your references


1.5 Conventions

Typographical convention.

Any other convention.
2 Project Management
For each of the sub-sections, if you already have a SOP in your QMS that covers the topic, add a reference to the SOP, and a little explanation if necessary.
The section describes the organizational structure of the XXX project.

2.1 Team – human resources

The team is described in the diagram below.

Insert diagram of organization
2.2 Responsibilities

The team of the project has the following responsibilities:

· Technical Manager: XXX

· Project Manager: XXX
· XXX

2.2.1 Activities and responsibilities
Each activity has someone responsible, mandatory. For small teams, may be always the same person.
	Activity


	Responsibility
	Service/Department
	Comment

	Project management
	Project Manager
	Foo
	

	Configuration tools management
	Configuration Manager
	Bar
	

	Setting up the Development tools
	Configuration Manager
	Bar
	

	Software specifications
	Product champion
	Foo
	


2.2.2 Documentation of Activities and responsibilities
The person responsible for writing a document is not necessarily the person responsible for the activity. Generally, the last approves what the first did. For small teams, tech control and approval may be the same person.
	Activities
	Document name
	Elaboration
	Technical Control
	Approval

	Project management
	Project Management Plan
	See management plan
	See management plan
	See management plan

	Configuration tools management
	Software configuration management plan
	Configuration Manager
	Project manager
	Project manager

	Setting up the Development tools
	Software development plan
	Configuration Manager
	Project manager
	Project manager

	Software specifications
	SRS
	Product champion
	Project manager
	Project manager


2.3 Tasks – Planning - Milestones
The planning below contains all tasks of the project and the links between tasks.

Insert a table or list or diagram describing the planning.
2.4 Customer -User involvement

Describe how the end user is involved in the software development: meetings, reviews, and presentations of intermediate versions …
The customer may or may not be the end-user
2.5 Engineering environment

What kind of workstation / server do you use and every other hardware.
2.6 Other Resources
If specific resources are need for the project such as a calibrated measurement tool or a simulator, they shall be identified, referenced and managed in configuration.

If not, add the following sentence

There is no particular resource needed for the project such as a calibrated measurement tool or a simulator. Hence, no specific identification of resources is needed for the project, the hardware and software resources are interchangeable COTS.

3 Software life cycle model

Waterfall / RUP / Agile, quote your model
describe your phases here.
Add subsections which detail the phases listed, like below
3.1 Software Specifications (sub section sample)

3.1.1 Input data

List input data : clinical data, risk analysis, design history …

3.1.2 Content

The goal of this phase is to write the software requirements with the following (but not exclusive) specifications:

· Functional requirements, performances, physical characteristics, environment conditions in which the software will run,

· Safety requirements including those about the exploitation and maintenance methods, the influence on the environment, the risks analysis,

· Ergonomics requirements, including manual operations, man-machine interactions, human factors,

· User documentation,

· Exploitation by end users.

3.1.3 Output data

List output data : SRS, IRS, STP …

3.1.4 Review and acceptation criteria

This phase ends with a software specifications review:

· Participants: …

· Data reviewed: …

The results of this phase shall be verified with the following criteria:

· Requirements traceability,

· Coherence with external systems,

· Internal coherence,

· Testability,

· Feasibility of software detailed conception,

· Feasibility of exploitation and maintenance.

3.2 Reviews

The project begins with a launch review and ends with a final review.

Two types or reviews occur during the project:

· Design Reviews

· Tests Reviews

Launch Review is a formal, documented and systematic meeting during which the project team members get acquainted with the goals of the project and all other information contained in the management plan.

Design Reviews are formal, documented and systematic meetings during which the current design of a product (system, sub system etc.) is reviewed and compared with the requirements. Design Reviews are scheduled in the project planning. The objective of Design Reviews is to critically appraise the design and development in accordance with the requirement, and to confirm and approve technical aspects.

Test Reviews are formal, documented and systematic meetings during which the current design of a product is tested. Tests reviews are scheduled in the project planning.

Final Review is a formal, documented and systematic meeting during which the President/Project manager/any other validates the XXX product (see validation process in software quality assurance plan ref. X). The review contains also a part devoted to the return on experience on progress of the project and on the processes used during the project.
4 Documentation and software configuration management

4.1 Identification rules

4.1.1 Identification rules of configuration items

4.1.1.1 Identification of a configuration item

The identification of configuration item is:

Give you identification scheme, eg:

· XXX_Vm.n

· where: "Vm.n a" is the version of the configuration item.
4.1.1.2 Version number of a configuration item

The attribution of a version number is a prerequisite to any delivery of any configuration item. This number shall be incremented before a new delivery, if the product or its documentation were modified.

The definition rules of a version number are the following:

· Explain your rules.
4.1.2 Identification rules of SOUPs

4.1.2.1 Identification of a SOUP

Use you own ID like above or take ID of SOUP manufacturer
4.1.2.2 Version number of a SOUP

Use you own ID like above or take ID of SOUP manufacturer
4.1.3 Identification rules of documents

4.1.3.1 Description of documents identifiers

The identification of documents is described below:

XXX_<document type>_<document number>_<revision index>

where:

" document type " is:

· Foo for FOO documents,

· BAR for bar documents

" document number " is a incremental number, with a separate list for each document type,

" revision index " designates the approved iteration of the document. The revision index is V1 for the first iteration, V2 for the second and so on.

4.1.3.2 Definition and evolution of the revision index

The attribution of a revision index is a prerequisite to any delivery of a document or file. This index shall be incremented before the diffusion of a modified document.

The definition rules of a revision index are the following:

· Describe your rules.

4.1.4 Identification rules of a media

A media is for example a tape, a CDROM.
4.1.4.1 Internal identification

The identification of a media is described below:

<configuration item identification >/<media>/<volume>

where:

"media" is the media number,

"volume" is an incremental number to distinguish the media if the delivery contains more than one media.

4.2 Reference configuration identification 

Each reference configuration is defined by:

· An identifier,

· Its content listed in the corresponding Version Delivery Description document,

· The acceptation or validation reviews associated to the building of the reference configuration.

A reference configuration is established for each design review and each test review of the project.
4.3 Software Configuration Baseline Management

Describe what baselines are to be established. Explain when and how they will be defined and controlled.

Examples of baselines :

· functional baseline (FBL), which describes the system functional characteristics;

· allocated baseline (ABL), which describes the design of the functional and interface characteristics,

· product baseline (PBL), which consists of completed and accepted system components and documentation that identifies these products.

Describe configuration management: what tool do you use.
4.4 Documentation management
Describe how documents are identified, managed, stored, archived. How their revisions are managed
Describe also the approval cycle
Each project technical or management document is verified:

· Technical wise, by a member of the team,

· By the quality manager

A member of the team approves each document.

Project meeting reports are verified by the attendants of the meetings.
5 Verification

Describe how verification is done and managed. Reviews, documentation … See also chapter 5
5.1 Integration tests

Optional.

Describe how integration is managed Phases, reviews, documentation … Even if this may be described in your quality management system, I recommend you to describe what is forecasted.
5.2 Verification tests
Describe how verification tests are managed. Phases, reviews, documentation … Even if this may be described in your quality management system, I recommend you to describe what is forecasted.
Tests is often the weak link of soft development. Thinking about tests at the beginning of the project is worth the effort.
Example:

Tests are split in four phases:

· Alpha 1 tests: in this phase, V0.1 of software will be tested. Testers will be the software development team. Each member tests a portion of software developed by another member. Software will be directly tested on the development platform

· Alpha 2 tests: in this phase, V0.5 of software will be tested. Tester will be the software integrator. Software will be installed on the integration and test platform.

· Beta 1 tests: in this phase, V0.8 of software will be tested. Tester will be the software integrator and selected end-users. Software will be installed on the integration and test platform.

· Beta 2 tests: in this phase, V0.9 of software will be tested. Testers will be selected end-users. Software will be installed on the pilot platform in ….
Tests phases are described in the software tests plan OR below:
5.2.1 Phase 1
Describe the verification phase:

· In: what is verified (version Vx.y.z)

· Tasks: how it is verified (tests are done according to software test description doc XXX)

· Out: the test report

· Acceptation criteria: how the tests are passed or failed.

Example of acceptation criteria, with bugs levels ratios (dummy but very effective):

· Alpha tests: all blocking bugs are fixed

· Beta tests:  all major bugs found in alpha tests are fixed and less than 20% of remaining bugs are major

· Final version: all major bugs are fixed and 90% of minor bugs are fixed.

Example of acceptation criteria, with rationale about requirements:

· Alpha tests: tests about critical requirements (like those from risk analysis) are passed and requirements about system-software interfaces are passed

· Beta tests:  tests on previous requirements and tests on requirements about main use cases are passed
· Final version: all tests are passed

5.2.2 Phase 2
Repeat the pattern for each phase

Describe the verification phase:

· In: what is verified (version Vx.y.z)

· Task: how it is verified (tests are done according to software test description doc XXX)

· Out: the test report

· Acceptation criteria: how the tests are passed or failed.

6 Problems resolution

Describe here how bugs, requests, questions … anything coming from anyone outside the software development team. Especially for bugs, how they are recorded, tracked, fixed.
It may be also described in your quality management system procedures. In this case, this section is not useful.
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