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[bookmark: _Toc391624475][bookmark: _Toc113870077]Introduction
[bookmark: _Toc391624476][bookmark: _Toc113870078]Purpose and scope of project 
Purpose of this document, scope of the project. 

Goal of this document is to help group to start their project successfully (“not forgetting anything”), and manage their processes and project. 

After first return/delivery to course, group updates this Project Plan when necessary during the project. 

[bookmark: _Toc391624477][bookmark: _Toc113870079]Product and environment
Product name, high-level business goals and the environment in general. You may add some kind of concept picture/diagram about this software and its environment and possible other related/depending systems. 

What is/are the intended user group(s) ? E.g. students, engineers, shop assistants,… 

[bookmark: _Toc113870080] Customer's current system and other similar systems 
How customer does the work now, or is this a completely new system ? 

Are there any existing similar or look-alike systems ? Feel free to “spy” already existing systems from public sources (e.g. make a quick info search on web, as is done in all smart projects). 
[bookmark: _Toc113870081] Project constraints
Such as technology constraints, development constraints, customer’s guidelines, coding conventions, directives, laws, and standards. All which are already known. 
Practices, methods and tools set by the customer (usually according their existing processes, e.g. follow company GUI design). 
Confidentiality (TUNI projects should not be secret). 
Licensing issues, e.g. use of 3rd party components. 
IPRs (if already agreed in some way, by default students’).
Note also GDPR matters and accessibility in general. If needed, describe these in detail in Chapter 6 or in appendix.
How about ethical matters and UN sustainability goals ?

[bookmark: _Toc391623604][bookmark: _Toc391624474][bookmark: _Toc113870082] Definitions, abbreviations and acronyms
For example (all lists in alphabetical order, if not reasonable otherwise): 
basic user	university course assistant
end-user	first year student 
PB		Product Backlog 
SB		Sprint Backlog
super-user	admin user 
UI		User interface. 

(HINT: if you use word “normal” user, what is then “abnormal user” ?) 
[bookmark: _Toc391624480][bookmark: _Toc113870083]Project organisation
[bookmark: _Toc391624481][bookmark: _Toc113870084]Group members
List for each: name, contact information (e-mail, and phone number for “emergencies” SMS), shortly about experience and knowledge of project area (technology, tools, etc.), personal weekly working hour promises. 

Required role nominations within the project group: project manager and product owner.

(HINT: if nobody in group knows application area nor tools and technologies, are you sure you want to do this project ? Allright, a great learning experience is coming.) 
[bookmark: _Toc113870085]Customer
Name, role (in company), contact info, business area/department. 
Also a 2nd contact person as backup. 
Any technical assistance personnel ? 
[bookmark: _Toc391624483][bookmark: _Toc113870086]Related organisations
Third parties, if any. 
End-users. 
Other organisations (e.g. university course staff).

[bookmark: _Toc391624484][bookmark: _Toc113870087]Project goals and ending/termination
[bookmark: _Toc391624485][bookmark: _Toc113870088]High level goals of the project group
These can be, for example:
Making of a good product
Staying in schedule
Customer satisfaction
Reputation enhancing 
Maximize the reward (and minimize the work).
Priority of the goals: primary goal, secondary goal, etc.
[bookmark: _Toc391624486][bookmark: _Toc113870089]High level goals of the customer
Priority of the (technical/business) goals: primary goal, secondary goal, etc. 
Customer goals can be for example:
Product must have critical functionalities A & B (Note, mostly these go to requirement specification)
Product must be on the market by Christmas
Quality of the product must be the best in the market. 
[bookmark: _Toc391624487][bookmark: _Toc113870090]High level goals and deliverable(s) of the project
Here is a brief high-level summary of project goals. Project goals are such that fulfil both customer’s and group’s goals, as much as possible. Agreement between customer and group on what major functionalities should the product have. At hard times, check here what is important in this project (what are the primary objectives of the project). 
Detailed level goals and features can be found from product backlog (PB). (See Chapter 6) 
[bookmark: _Toc391624488][bookmark: _Toc113870091]Quitting (termination) criteria of the project
Definition of situations when the project should (have better to) be terminated, for example:
Customer withdraws (or competitor buys customer company) 
Similar but better free software is published by some other party 
Overwhelming technical difficulties, not possible to find a way around  
Overwhelming resourcing difficulties (e.g. half of groupmembers quit). 

Who is able to terminate the project ? Project manager or customer ? 
[bookmark: _Toc391624489][bookmark: _Toc113870092]Ending criteria of the project
It is important to specify when the project ends (hopefully a happy end), for example:
Certain date is reached 
Certain state of readiness is reached (features), and tests are passed 
Customer starts to use the product 
Product is approved when the agreed warranty period expires. 

Who is able to end the project ? Perhaps customer and group together ? 
[bookmark: _Toc391624490][bookmark: _Toc113870093]Project and Process management
[bookmark: _Toc391624491][bookmark: _Toc113870094]Methods and tools

Tools agreed for development (also tool versions and group “guru” user) 
Tools agreed for communication and collaboration 
Possibly remote collaboration tool(s) 
Version control system 
Kanban board 
Documentation (e.g. what documents are written, updated, for customer) 
Change management 
Risk management. 

At project courses MMT tool is used for weekly reporting and working hours logging. 

Remember to define Definition of Done (DoD).

How (and who) to put demo versions available for customer ? 

(HINT: make sure that all developers have their development environment set up and working, at least at the time when Sprint 1 starts.) 

[bookmark: _Toc113870095]Planned meetings
Group’s internal, with customer, Sprint meetings, course meetings,… 
E.g. internal group’s weekly meetings, weekly meeting with customer, monthly meeting with end-users.  

For example 
Name
Purpose
Schedule
Participants 
Who calls that meeting. 

(HINT: group’s fixed weekly meeting time is highly recommended; same weekday, same time every week.)  
[bookmark: _Toc391624493][bookmark: _Toc113870096]Learning and study plan
For example
Within the group, who ?  
Training provided by the customer (you may ask such…) 
Training provided to the customer (user training ?) 
For tools, technologies, business area, customer business
Etc.

(HINT: who is searching for e.g. tool manuals ?) 


[bookmark: _Toc391624494]
[bookmark: _Toc113870097]Project iterations and timing

(HINT: a common group calendar is recommended, including e.g. course deadlines, business trips, holiday times, and times when groupmember is not available, like heavy study or exam weeks. Calendar view should be more than just one week. Purpose: anything that is known beforehand, should not come as a surprise.) 
[bookmark: _Toc391624495][bookmark: _Toc113870098] Iterations (sprints) 
The idea is, that you list only main points here. Details are at Backlogs (group’s Kanban tool). 

First Sprint 0 (zero) is for finding out requirements at least to the level when implementation can start. Setting up development environment is also going on. Project Plan is usually ready at this stage. 

Implementation Sprints; number and length. 

The last Sprint is for quality assurance, i.e. bug fixing and extensive system testing (also with end-users). 

Project is divided into iterations (sprints) that usually last 2..3 weeks. 


Table 5.1 lists iterations for the project.


Table 5.1. Project schedule. 
	[bookmark: _Hlk49174994]Sprint no
	Schedule (start/end date) High level content.

	
	

	
	

	
	

	
	

	
	

	
	

	
	




[bookmark: _Toc113870099]Iteration 0
What was done 
Are you sure you want to continue this project ?  


[bookmark: _Toc391624496][bookmark: _Toc113870100]Iteration 1 (first implementation sprint) 
Which items from product backlog (PB)
Work Breakdown Structure (split items to tasks) 
Effort estimation
Who does what (and when) 
Planned key deliverables after the sprint
You can use a table. 

This can be done in any tool.  


[bookmark: _Toc113870101]Iteration x

[bookmark: _Toc113870102]Iteration z  (quality assurance) 
  

[bookmark: _Toc113870103][bookmark: _Toc391624501]Requirements
[bookmark: _Toc113870104] Functional requirements (main goals) 
List here the main requirements only, details are at Backlogs. 

In this section you will describe the high level functional requirements of your product. Requirements are described so that the reader will understand what needs to be implemented. 

Requirements/features/functions should be described here using prioritised and agreed product backlog.  
[bookmark: _Toc395784628][bookmark: _Toc118865072][bookmark: _Toc119224926][bookmark: _Toc113870105] Non-functional requirements goals
[bookmark: _Toc113870106]Usability goals
What goals does your product have in terms of usability and user experience? What are the most critical aspects? How and when do you measure if the goals have been reached? 
[bookmark: _Toc395784631][bookmark: _Toc113870107]Performance goals
If any..
[bookmark: _Toc395784632][bookmark: _Toc113870108]Reliability goals
If any..
[bookmark: _Toc113870109]Security goals
If any..
[bookmark: _Toc113870110]User interface requirements (main goals) 
If user interface design is critical for your system, briefly sketch the main views/states here. Use example pictures of views, menus and dialogs, if possible and appropriate. Use separate sections for different views. 

You may also write a separate GUI design plan, if so put reference here. 

(HINT: remember to ask end-users’ opinion, too.) 

[bookmark: _Toc113870111]Risk management
This is a very important part of the project planning. Most common risks are usually related to project personnel, customer, third parties (environment) or to hardware/software technology.

Risks should be classified from 1/”very low” to 5/”very high” (scale should be specified carefully). Use MMT tool.  

Severity/impact * probability = size of risk (importance, relevance). You need only monitor the most remarkable risks at the current phase (sprint/iteration). 

All the possible risks at the moment in the project are considered here. 

Risks worth considering:
Customer
Hardware/software
Environment
Accidents, cases of illness
"Sudden lack of motivation among some of the project members"
Student group size changes. 

During the project you manage and add risks at MMT tool.
[bookmark: _Toc391624502][bookmark: _Toc113870112]Risk list
List the identified risks or summary at the start of project. 
A separate and updated risk list is maintained at MMT.  

Table 7.1. Project risks. 
	Risk ID
	Explanation , severity/impact , probability , size/importance 

	
	

	
	

	
	

	
	

	
	

	
	

	
	





[bookmark: _Toc391624503][bookmark: _Toc113870113]Risk monitoring
It is recommended to monitor risks during weekly meetings (if responsible person is not named, then the task is up to the legendary Sam Body – nobody does it). 

Risk management is done at MMT tool. 

How you plan to review/monitor the risks? 
At least once at every sprint.
[bookmark: _Toc113870114]References

Harold Kerzner: Project management: a systems approach to planning, scheduling, and Controlling, 2013, Wiley. 

Scrum Guide, 2017. 


[bookmark: _Toc367434609][bookmark: _Toc113870115]Open issues
Are there things that still need to be checked with the customer or third party? 
At the end of the project there should not be any items left. 


[bookmark: _Toc113870116]Ideas for further development
Every week you will get ideas what would be nice to have in this application, but you do not have time or skills. Those ideas are worth writing down somewhere, otherwise those are wasted ideas. At Final report there is a chapter for such listing, so remember to save all new ideas at least weekly basis. At the end of project customer appreciates very much all kind of development ideas.  
 

[bookmark: _Toc113870117]APPENDIX A […Z]
Include appendices as needed. E.g. customer’s documents. 




