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1. Purpose

This document describes project life cycle of all Kerio software products. It should be followed by all employees involved in the software development projects.

This document should be reviewed after release of each product Major version, and updated if necessary.
2. An Iterative Approach
2.1. Versioned releases

Kerio products’ required functionality is delivered to the customers step by step in partially overlapping successive cycles, Major versions containing new significant feature are usually released every six - eight months. Release period varies according to the company and product strategy, customers’ requirements and depends on comprehensiveness of the executed features. Two or three service releases are usually released between the major versions. Basic characteristic of major and service releases are as follows:
· Major Release / Version x.x (x.x.0) is released usually every six - eight month,

· contains typically one significant marketing feature,

· contains a set of smaller functions including fixed bugs,

· is accompanied by a new manual,

· Product Manager is responsible for completeness and correctness of Functional specification,
· Project Manager is responsible for the delivered high-quality product according to Functional specification and schedule.
2.2. Service Release / Interim Version 0.0.x

· Service releases contain only bug fixing, some non functional requirements (security, performance,…),

· Service releases don‘t contain new features, GUI changes, (Only Change Control Board can approve for exception),

· There is no Vision/Scope Document, only prioritized list of bugs to be fixed,

· No Documentation actualization is necessary,

· Project manager is fully responsible for the service release,

· There are typically one or two service releases between major versions,

· Time interval between service releases is typically longer than one month,

· Service release is released only for the last Major version.

2.3. Service Patch

Patches are created to resolve bug(s) with Priority Urgent. One or more bugs can be fixed by a single patch. A patch contains only the minimum necessary code changes to fix these bugs. Patches do not ever contain code for new features.
· Patches address individual bugs. Therefore a request must be made for each bug to be included in a patch,
· Patches are Public / On demand according to number of customers affected,
· Technical support deptartment sends On demand patch to customers who reported this problem,
· Public patches are available on the company’s website.

3. Project Life Cycle

3.1. Project Life Cycle
Project is a one Major product version followed by Service releases.

Kerio Project Life Cycle consists of five main phases that can partially overlap.
· The envisioning phase is the period during which core team, sales people and stakeholders agree on the high-level requirements and goals of the major version – Vision/Scope Approved milestone.

· The planning phase is the period during which the team defines what will be built and released as well as how and when it will be built – Project Plans Approved milestone.
· The developing phase is the period during which the team builds and tests the solution. This includes code, builds, and documentation deliverables – Scope Completed milestone.
· The stabilizing phase is the period during which the feature-complete solution is tested, stabilized, and prepared for release, translating documentation – Major Version Released milestone.
· The service phase is the period during which the completed, stabilized solution (including Service Patch(es) and/or Service Version(s) is fully released  – Project Complete milestone.
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4. Envisioning Phase

4.1. Overview

The envisioning phase addresses one of the most fundamental requirements for project success—unification of the project team behind a common vision. The team must have a clear vision of what it wants to accomplish for the customers. The primary activities accomplished during envisioning are the formation of the core team and the preparation of a Vision/Scope document.

The delineation of the project vision and the identification of the project scope are distinct activities; both are required for a successful project. Vision is an unbounded view of what a solution may be. Scope identifies the part of the vision can be accomplished within the project constraints.

Risk management is a recurring process that continues throughout the project. During the envisioning phase, the team prepares a Risk Assessment document and presents the top risks along with the Vision/Scope document. During the envisioning phase, business requirements must be identified and analyzed. The primary team role driving the envisioning phase is the product management role.

4.2. Vision/Scope Approved Milestone

The Vision/Scope Approved Milestone culminates the envisioning phase. At this point, the team has agreed on the overall direction for the project, as well as which features the solution will and will not include, and a general timetable for delivery.

Key stakeholders have approved Vision/Scope document against company and product strategy.

4.3. Deliverables

The deliverables for the envisioning phase are:

· Vision/Scope document,
· Risk assessment document,
· Project structure document.
4.4. Team Focus during the Envisioning Phase

	Role 
	Focus

	Product Manager
	Overall goals; identify customer needs, requirements; Vision/Scope document

	Project Manager
	Design goals; solution concept; project structure

	Research
	Technology research; development and technology options; feasibility analysis, prototypes

	Support
	User performance needs and implications


5. Planning Phase

5.1. Overview

During this phase the team prepares the user’s perspective Functional specification, works through the design process, and prepares work plans, and schedules for the deliverables. Early in the planning phase, the team analyzes and documents requirements in a list or tool.
The results of the design process are documented in the user’s perspective Functional specification. The Functional specification describes in detail how each feature is to look and behave. It also describes the architecture and the design for all the features. Product manager approves user’s perspective Functional specification.
Once the Functional specification is baselined, detailed planning can begin. Each team leader prepares a plan for the deliverables that pertain to their role and participates in team planning sessions. As a group, the team reviews and identifies dependencies among the plans.

Team members representing each role generate time estimates and schedules for deliverables. The various schedules are then synchronized and integrated into a master project schedule.

At the project plans approved milestone, the team re-assesses risk, updates priorities, and finalizes estimates for resources and schedule.

5.2. Project Plans Approved

At the Project Plans Approved Milestone, the project team and key project stakeholders agree that interim milestones have been met, that due dates are realistic, that project roles and responsibilities are well defined, and that mechanisms are in place for addressing areas of project risk. Set of features in project plan shall correspond with set of features in up to date Vision/Scope Document. Updated Vision/Scope Document could be widely distinct from initial one.
The Functional specifications of features, and Master Project Plan provide the basis for making future trade-off decisions.
After the team approves the Functional specifications, plans, and schedules, the documents become the project baseline. After the baseline is completed and approved, the team transitions to the developing phase. After the team defines a baseline, it is placed under change control. This does not mean that all decisions reached in the planning phase are final. But it does mean that as work progresses in the developing phase, the team should review and approve any suggested changes to the baseline.

5.3. Deliverables

The following deliverables are produced during the planning phase:

· Vision/Scope document update,
· Functional specifications,
· Development specifications,
· Master Project Plan,
· Risk management plan.
5.4. Team Focus during Planning

	Role
	Focus

	Product Manager
	Conceptual design; business requirements analysis

	Project Manager
	Conceptual and logical design; Functional specification; Master Project Plan and master project schedule, schedule for usability testing,

	Development
	Technology evaluation; logical and physical design; development plan/schedule; development estimates, usage scenarios/use cases, user requirements analysis

	QA
	Functional specification usability testing, evaluation; testing requirements; test plan/schedule

	Support
	User acceptance criteria


6. Developing Phase

6.1. Overview

During the developing phase the team accomplishes most of the building of solution components. However, some development work may continue into the stabilization phase in response to testing. The developing phase involves more than code development and software developers.

All roles are active in building and testing deliverables.

6.2. Scope Complete Milestone

The developing phase culminates in the Scope Complete Milestone. At this milestone, all features are complete and the solution is ready for external testing and stabilization.

6.3. Deliverables

The deliverables of the developing phase are:

· several Alpha version during the phase,
· last Alpha version - feature complete,
· User‘s documentation with last Alpha version,
· Frozen Functional specification,
· Test specifications and test cases.
6.4. Team Focus during Developing

	Role
	Focus

	Product Manager
	Approve User’s perspective Functional specification changes

	Project Manager
	Functional specification management; project tracking; updating plans

	Development
	Code development; daily builds

	Documentation
	User documentation

	QA
	Daily automated testing, Functional testing; issues identification; updated test plan, writing auto tests for new functionality

	Change Control Board
	Approve Master Project Plan changes


7. Stabilizing Phase

7.1. Overview

The stabilizing phase conducts testing and localization on a solution whose features are complete.

Testing during this phase emphasizes usage and operation under realistic environmental conditions. The team focuses on resolving and prioritizing bugs and preparing the solution for release.

Early during this phase it is common for testing to report bugs at a rate faster than developers can fix them.
Product GUI can be changed to improve product usability according to customer’s feedback. After that product localization begins.
Once a build has been deemed stable enough to be a release candidate, the solution is released to a beta and/or field testing group. The stabilizing phase culminates in the Major Version Released milestone.
7.2. Major Version Released Milestone

The Major Version Released Milestone occurs at the point when the team has addressed all outstanding issues and has released the solution. At the Major Version Released milestone, responsibility for ongoing management and support of the solution officially transfers from the project team to the support teams.

7.3. Deliverables

The deliverables of the stabilizing phase are:

· several Beta and Release Candidate versions during the phase,

· Final Major Version,
· User‘s documentation translations,
· Test results,
· Project documents.
7.4. Team Focus during Stabilizing

	Role
	Focus

	Project Manager
	Project tracking; bug prioritization under project constraints

	Development
	Bug resolution; code optimization

	Documentation
	Stabilization of documentation materials; finishing translations

	QA
	Testing product and documentation; bug reporting and status; Field testing; Verifying fixed bugs

	Support
	adopting product and learning related technologies


8. Service Phase

8.1. Overview

The service phase is the period when the product is released, and is deployed and used by customers. The project team is gathering feedback, bugs and user issues and releases service releases and patches. During this phase, the team concentrates on fixing of released Major Version according to customers feedback information. This phase is ended by release of next major version or when the product is discontinued.  Two or three service releases are usually released between the major versions. Service releases contain only bug fixing, some non functional requirements (security, performance,…). Service releases don‘t contain new features, GUI changes, (Only Change Control Board can approve for exception).
8.2. Project Complete Milestone

By this time, the released version should be providing the expected business value to the customers and the team should have effectively terminated the processes and activities it employed to reach the goal of this version. In order for the solution to be considered stable, appropriate support systems must be in place.

8.3. Deliverables

Deliverables include:

· Operation and support information,
· Knowledge base, reports, logbooks,
· Documentation repository for all versions of documents, load sets, and code developed during the project,
· Project close-out report (postmortem report),
· Final versions of all project documents,
· Customer/user satisfaction data.
8.4. Team Focus during Release
	Role
	Focus

	Product Manager
	Customer feedback, assessment, sign-off

	Project Manager
	Patch and service release management, bug prioritizing

	Development
	Problem resolution; bugfixing according to customers feedback

	QA
	Testing product; bug reporting and status; Field testing; Verifying fixed bugs

	Support
	Customer feedback


9. Glossary

	Abbreviation
	Description

	Alpha version
	· Preview version, can be feature incomplete, GUI changes allowed,

· Usually only for internal testing purposes,

· Can crash, data lost possible,

· It is an in-house version,

· Selected customer can try it only in our company,
· Can be presented on trade shows,
· No localization is usually made,

· Last Alpha version contains all planned features.

	Beta version
	· Difference between Last Alpha and first Beta is only in stability,

· First beta contains all planned features, following betas don’t add new features,
· Beta must be consistent with Functional specification (QA checks it),
· Small GUI correction are allowed according to customer’s feedback to improve usability,
· Can crash, without data lost,

· Beta doesn’t have to contain all localizations,
· Beta testers check it, could be released publicly,.

	Release Candidate

(RC) version
	· All features implemented, all localizations are completed,
· Don’t add new features and GUI changes are prohibited,
· When being released, it doesn’t contain known Serious and Critical bugs,
· After release we only fix known bugs,
· RC is released publicly.

	Final version
	· When being released, it doesn’t contain known Serious and Critical bugs,

· Includes complete documentation and language translations
· Ideally corresponds with the last RC version

	Bug
	· A software bug is an error, flaw, mistake, failure, or fault in a computer program that prevents it from working as intended, or produces an incorrect result,
· Error causing, that program operates in contradiction with Functional specification or documentation.

	Feature

(Suggestion)
	· new functionality,
· changes of current functionality,
· changes in GUI or documentation,
· new operating system or its distribution support,
In questionable cases documentation is crucial.

	Master Plan Baseline
	Master set of project basic planning documents

· Development plan,
· Documentation plan,
· Test plan,
· Release plan,
· Marketing plan.
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