PRISM - Software Process Guidelines
The following roles will gradually evolve as progress is made on the project. This role evolution will be based on the task history of each group member. As a team member carries out tasks associated with a particular role, the likelihood that the role is assigned to him/her for the duration of the project increases. Since task assignments are based on skill assessment and enthusiasm of the individual to carry it out, ultimately the group member most suited for a particular role will be assigned to it. This approach works best for our project since there are no clear experts in our group on most of the roles defined below. Roles like “Programmer” are implicitly assigned to everyone in the group.
Here are the suggested roles and associated responsibilities:
A. Team Leader
· Communication with client and management (Prof. Bolker)

· Make sure progress is being made according to milestone schedule

· Decide project schedule and manage task list 

· Maintain project history, process documentation and other misc. records

· Task and role assignment

· Schedule meetings and decide agenda

· Coordinate team resource use 
B. Product Manager
· Meet with customers and come up with user profile and characteristics for every actor that interacts with product
· Assist user interface designer in understanding customer needs by helping in customer and user interviews
· Write use cases and functional specifications based on user’s input
· Help team leader prioritize functionality and come up with release dates according to customer needs and input from system architect 
C. System Architect
· Help product manager with functional specifications 
· Architect the system based on functional specifications and planned future additions in functionality 
· Translate functional specifications into technical specifications 
· Delegate system modules to individual programmers 
· Help programmer implement the design in the most efficient way possible
· Make technology and product decisions based on system requirement specifications put forth by product manager 
· Help team leader with project management

D. User Interface Designer 
· Interview users and client to find out as much about them as possible 
· Design and user centric, efficient and usable user interface
· Write user questionnaires 
· Observe users using the system and write usability reports
· Constantly improve interface based on user feedback 
· Help with graphic design
E. Programmer 
· Write code that matches technical specifications handed by System Architect
· Write unit tests and suggest integration test plans to QA engineer 
· Review code written by other programmers 
· Comment code and write technical design documentation 
F. Database developer
· Use E-R diagrams and normalization concepts to design relational database schema

· Create SQL queries, PL/SQL, write triggers, implements constraints, security settings, views etc. 
· Help programmers communicate with database 
· Handle all other database issues as needed 
· Help QA manager write test cases to test database functionality
G. QA Manager 
· Write test plans 
· Help developers with unit testing and integration tests
· Regression and load testing of product 
· Develop smoke test that will be run by build engineer every night 
· Manage bug tracking system 
· Develop automated testing scripts 
· Sign off on source code before it gets released to QA or production environments
· Help maintain the overall quality of the product (including documentation) and process
H. Build & Release Engineer
· Manage CVS (Create labels, branches etc.)
· Sign off source code (passes smoke test on dev). No code is added to version control system and integrated with QA environment unless signed off by build engineer

· Build product on QA and production environments
· Responsible for regular builds and keeping the QA and production versions up at all times

· Develop and manage automated build and installation scripts and associated documentation

· Manage system and developer environment on target machine

· Install and configure web server, application server, database and other tools needed by product to run on the target machine

· Assist customer support engineer 
I. Web Master
· Create project website 
· Maintain and update project website

· Keep all online documentation up to date

· Implement web site improvement requests by group members

· Help with web based front end development of product 
J. Technical Writer
· Product packaging (web site in our case) 
· Write online help & tutorial 
· Write software product user’s manual 
· Edit technical documentation, requirements and help documentation written by other members of the team
K.  Customer Support Engineer
· Provide on-site product support to customer 
· Work as a go-between between customer and engineering team
· Keep track of known bugs and get feedback from customer and update bug database with any new bugs that the customer reports
· Provide feedback to product manager regarding new functionality requirements and product improvement requests by customer

Apart from the above roles, here are some general guidelines regarding our software development process:

A. Task Delegation
At any given time, the team will be working on two major tasks. Each major task will be delegated to one sub team consisting of 2 group members. The fifth team member will serve as the administrator, team leader and task coordinator. The fifth member can also join a sub team if the task requires it. Composition of the sub teams will vary from task to task. The two best suited candidates for a particular task will form each team.

The members of each sub team will co-own the task and will both be required to understand how a particular problem was solved. Therefore at any given time there are at least two people in the team who know how a particular problem was solved. This also loosely enforces the XP pair programming practice. 
The shared ownership paradigm is taken one step further at periodic code review meetings where the sub team explains the design and architecture of their code to the entire team. This is followed by a possible team refactoring session to improve the design and organization of code.

B. Incremental Development & Iterative Process

All development is done incrementally. Features are added one at a time followed by a test, build and release cycle. Every time a new module is added, the entire product is built from scratch and tested to ensure product integrity. Only after the code passes all these tests and is signed off by the QA manager and the build engineer is it integrated with the rest of the code in the source control repository. After every major feature addition, the product is reviewed by the customer and changes are made to the product following an iterative process till the customer is satisfied.

C. Testing and QA Guidelines
All programmers will write unit tests for their code and bring their unit test results to code review meetings. We will use the XP model of writing the tests first and then writing code. The tests should be automated if possible, and documented as part of a manual test script at the very least. Unless signed off by the QA manager no code is allowed to be checked into the source code control system. System integration tests are written by the entire team and these are run before any code is integrated with the rest of the product. The QA manager will be responsible for maintaining these tests and ensuring the integrity of the product at all times during the development cycle.

D. Build and Release Discipline

The team will carry out builds frequently during the development phase – three builds a week increasing to nightly builds during the later stages of the project. After every build the build engineer will run a smoke test agreed by the group to test the integrity of the product. The build engineer will need to sign off on code before it can be checked into the source code control system. Also part of the build and release cycle are periodic production releases. This includes installing the entire product from scratch on site in the production environment and testing the product to ensure stability and integrity. It is the build and release engineer’s responsibility to maintain installation guides and notes. The installation process should be simple and our client should be able to follow instructions in the installation guide to install the product. 
E. Communication

Good communication is critical to our success. There will be weekly face to face group meetings. Issues that can be taken offline will be addressed on the group message group. All other communication will be via e-mail which will be archived at sourceforge.net.

F. Dispute Resolution

It is important that we don’t let differences in opinion affect the quality of our product. First, it is important that we resolve all conflicts internally. We should strive to maintain a good image in front of our customers and our peers. Major decisions will be made by majority vote, with each person give a chance to speak and be heard.
