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I. Introduction

We have imagined a new concept in image editing.  There are several image editors available on the market today, however we are proposing to take image editing to the next level.  The art of photography is evolving into digital imaging and we must take advantage of this evolution.  This product will quickly and conveniently provide artists with the capabilities to alter and enhance photo images.  Along with the many standard editing features implemented in other image editing applications, our product guarantees mulit-platform compatibility and the option to create a custom slide show out of a series of photographs.  This proposed product will be able to run as a standalone application or as an applet in a shared environment.  The slide show capability will allow users to group their favorite photo images, pack them into a slide show, and share their creations with family and friends.  It is imperative that we act now to continue the image editing evolution.  Now, we could sit back and watch someone else design this new concept, but why would we want to when we have the manpower and resources necessary to accomplish this goal, and the timing could not be better.  The world is ready to move forward.  We need your support to satisfy the photo editing world and put this company on the charts as the creator of a revolutionary new concept in image design.

II. Phase Plan

The project is scheduled for completion in fifteen weeks, with the first of two development cycles ending in approximately seven weeks on or near October 16, 1998.  The second cycle is scheduled to end in early December with a final delivery date in mid December.  The first development cycle is broken up into seven phases to include; project planning, analysis (user requirements and specifications), training, design and prototyping, implementation, testing, and delivery.  The second development cycle will include additional analysis, design revision (including application enhancement), and maintenance.


The project planning and analysis phases are closely related and are scheduled to overlap.  The planning phase has already been initiated and will be completed by September 4, 1998.  Team members have been selected and assigned tentative project assignments (see the Organizational Plan section of this document).  The analysis phase will begin soon and a preliminary project design will be prepared by September 14, 1998.  Training of project team members has already begun with an extensive review of Java 1.1, which is the current programming language choice for this project (see the Training Plan section of this document).  The design and prototyping phase will begin as soon as a preliminary project design has been generated.  Lozanne Abeyta and Rick Koshak are the training and prototyping coordinators for this project.  Prototypes of each major project feature will be created as early as possible and will be used as training tools.  The implementation phase will begin immediately after the design phase has been completed.  The testing phase will be an ongoing process, beginning in the implementation phase and continuing until final delivery of the product.  Refer to the Test Plan section of this document for more information on testing strategies.  The first deliverable date is approximately October 16, 1998.  Version 1.0 will be delivered to the customer on this date.  The second development cycle will begin with additional analysis of the project design.  Additional features will be included during this phase.  Project testing will continue through this second cycle in order to deliver a quality product by mid December.  The following is a summary of the Phase Plan.

Week     1     2     3     4     5     6     7     8     9     10     11     12     13     14     15

Phase

Planning

Analysis(1)
      



Training

Design(1)


Implementation

      
Testing
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          
Analysis(2)





Design(2)





      
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   

Final Delivery(version 1.1)







      
III. Organization Plan

The project team currently consists of the following members: Lozanne Abeyta, Doug Case, Richard Koshak, Johanna Martinez, and Angelica Quintana.  We have designated the following lead roles as necessary during the development of our software package: Team Lead, Programming Lead, Training Lead, Documentation Lead, Testing Lead, Change Control Lead, and Review and Report Lead.  We have identified a primary contact to fullfill the responsibilities of each role in addition to identifying alternates for each position (see the Risk Management section of this document).


The Team Lead position requires a skillful person to qualitatively manage project team time resources and make critical final decisions based on team input that will effectively determine our success.


Team Lead: Lozanne Abeyta


Alternate:    Doug Case


The Programming Lead requires extensive knowledge of the capabilities and limitations of the Java programming language and sufficient programming skills.  Programming leads have been chosen due to their experience with this language.


Programming Lead: Rick Koshak


Alternate:

Lozanne Abeyta

The Training Lead requires not only extensive knowledge of the Java programming language, but additional knowledge concerning the availability of tutorials and language references.


Training Lead: Lozanne Abeyta


Alternate:
   Rick Koshak

The Documentation Lead position requires someone to effectively manage and organize the documents produced throughout the development of this software package.  Organization and technical writing skills are essential to this role.


Documentation Lead: Doug Case


Alternate:

  Angelica Quintana

The Testing Lead requires detailed test management and coverage to ensure that the product can accurately and sufficiently provide it's desired functionality.


Testing Lead: Angelica Quintana


Alternate:
Rick Koshak

The Change Control Lead will be responsible for notifying the proper team members of changes in the software to ensure that the appropriate changes can and will be made anywhere necessary.


Change Control Lead: Rick Koshak


Alternate:

   Johanna Martinez

The Review and Report Lead will be responsible for reviewing the development work and reporting on the status and progress of the development phases and cycles to the customer.


Review and Report Lead: Johanna Martinez


Alternate:

         Doug Case

In addition to the lead roles and responsibilities, each team member will contribute any time, efforts, knowledge, etc., to other areas in the software development process for which their names are not directly associated.  The success of this software package will depend upon good project management and teamwork.

IV. Risk Management Plan

Project risk management includes plans to prevent any set-backs during the development of this software package.  These plans consist of resource protection, source code protection, and team dynamics.  In the event team members lose the ability to use the development tools provided by the CS department and/or CIRT systems, all members will have the appropriate development capabilities in their own personal computers.  This project will be implemented primarily in Java 1.1.  All team members have been informed of the availability of the Java Development Kit 1.1(JDK) at www.sun.com.  Source code protection will be implemented by creating daily backups of all files in the group CS account backup directory.  In addition to these project backups, all team members will be requested to generate their own file backups on their own accounts.  Due to the size of the design team, all proposed organizational assignments will be accompanied by an alternate in order to maintain the project phase plan.  In the event that the team loses a critical member, alternates have been defined and are in the Organization Plan section of this document.

V. Test Plan

Continuous testing will be conducted once programming begins.  Test scripts will be written by all programmers in coordination with the Testing Lead during all phases of software development.  The test script coverage will be conducted on the necessary platforms and environments.  Application-wide testing will be performed throughout the prototyping and implementation phases of the project and extensive multi-user testing will be initiated prior to both delivery dates.  All team members will participate in the testing of software development objects as well as application deliverables to ensure a quality software package.  Test script pass/fail data will be collected and analyzed periodically to identify problem areas.  The Change Control Lead in cooperation with the Testing Lead will distribute results of all development tests to team members.

VI. Change Control Plan

The Change Control Lead (Rick Koshak) will ensure all team members are kept informed concerning changes to development object interfaces.  Reports will be given to all members at project meetings and/or by email.  Additional change control information will be made available to all members via a web page maintained by Mr. Koshak.  All change control information will consist of a list of public interfaces for all classes developed by team members.  Any changes to the documentation standards will also be distributed via the above means.  Also, to aid in maintaining changes in the code, all team programmers will maintain a version number for each class.  Team members will also be requested to include public version functions in their classes to aid in debugging and testing.

VII. Documentation Control Plan

The documentation control plan consists of team documenting standards and design features which include an online help capability and an extensive written user's manual.  All team members will be instructed to use a standard format for file headers, coding comments, variable naming, and code structure.  This standard format will aid in debugging and code readability/maintenance.  Team programmers will also be requested to keep development logs of his/her individual parts of each phase of the project.  These personal development logs will aid in each member's process-of-learning to code in Java and therefore add to the effectiveness of the project.  Team development logs will also help to create the online help and user's manual, in addition to making code revisions easier and more efficient.  Part of the design of this project will include the implementation of an online help file.  User's will have easy access to a thorough description of all application capabilities and a detailed narrative of how to use the application.  In addition to the online help, the Documentation Control Lead will generate a detailed, written user's manual, which will be developed at the same time as the application is being created.  This manual will include information on the following topics:

· System requirements and recommended configuration

· Installation instructions and troubleshooting

· Portability issues

· Technical support

· Step-by-step tutorial

· Detailed description of features and their use

· Index

· Information concerning design team

VIII. Training Plan

Training is an essential part in producing a successful product.  The project team intends to produce this product in Java 1.1.  In order to prepare for this, each team member will complete the online Java tutorial and download the Java Development Kit 1.1(JDK) and the JDK documentation from Sun's web site (www.sun.com).  In addition, each team member will acquire supplementary Java references both online and in hardcopy.  Training will be ongoing throughout both development cycles.

IX. Review and Reporting Plan

Project reviews will be conducted by the Review and Reporting Lead on a regular basis.  These reviews will ensure that the project keeps on schedule and that the package continues to meet customer requirements.  All project reviews will be performed in conjunction with testing and results will be reported to team members.  Periodic project reports will also be compiled and presented to the customer to maintain communication throughout the development of this software package.

X. Installation and Operation Plan

Programming Leads will maintain an installation and operation design for the product.  To install the product the user will copy the program files to a directory that the user can access.  In addition, the user must have a Java Runtime Environment installed in their system to run the program as an application.  To run the program as an applet, the user must have a 100% Java 1.1 compliant web browser installed (i.e., Netscape Communicator 4.0).  System and installation requirements will be maintained throughout the development process.


Operation of the product will differ slightly for an applet and an application.  When running the program as an application, the program will open its own window and the user will interact through a graphical user interface.  When running the program as an applet, the program's window is the canvas of the web browser being used.  A slightly different graphical user interface will reside on this canvas.

XI. Resources and Deliverables Plan

The resources available to all team members consist of CS & CIRT computer accounts with appropriate Java development sources, the Computer Science labs for workstation access, and campus libraries, web sites, and hardcopy Java books for references.  In addition to these resources, all team members will have access to their own individual Java development platforms.  Each team member will be responsible for his/her own access to all appropriate office-type supplies.


Project delivery dates are currently set to week eight for version 1.0 and week fifteen for version 1.1 (or 2.0).  All appropriate software files will be delivered to the customer on diskettes and the written user's manual will be delivered in manuscript form for mass production.

XII. Life Cycle Plan

Refer to the Phase Plan section of this document for a breakdown of project goals.  The life cycle of this application will include several versions and an ongoing schedule of maintenance.  This corporation will be responsible for any and all bugs and will generate additional versions with added features as funds permit.

