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2 Introduction

2.1 Purpose

The purpose of this guidelines are to define a framework to apply to the Task Briefs, that according to the Regnet project needs will be considered as preview reports. This guidelines delineate the basic elements to be addressed in the task brief in order to deploy a correct starting point for the activity development. 

This should help the project team members (partners) in coordinate their activities, clearly identifying plans, goals, risks, strategy, methodologies… thus assuring from the beginning that the expected results will be achieved.

In order to have a clear understanding of the following items please refer to the Quality Assurance Plan (D14), in particular to the Appendix “Preview Guidelines”.

2.2 Overview

The preview phase is conducted at the beginning of a phase, for the benefit of the project team, producing a common understanding of the purpose and expected outcome of an activity. All team members shall be aware of the detailed plan of that activity.

The purpose is to focus on the big picture of the current phase, starting from similar projects’ experiences, serving as a defect prevention activity. Grey areas and areas of concern shall be highlighted, and risks and dependencies shall be re-assessed, together with the validity of plans. Moreover, the preview is a good place to agree upon standards, conventions, and guidelines.

In order to render previews effective a set of aspects shall be taken into account and have to be reported in the preview reports so that all people affected by them may have an immediate reference whenever needed. In the following the basic elements of these reports will be discussed according to the Regnet project needs. 

3 Peview Reports / Task Brief key elements

3.1 Team Objectives

Purpose: the purpose of the activity to be undertaken shall be clearly addressed. This shall be described in the specific session of the Task Brief Template called “Objectives”.

Milestones: according to the duration of the task intermediate milestones may be identified in order to have a coordination point with the rest of the team. Milestones shall take in account as a minimum the Quality Gates and the time needed to rework items identified as needing improvement during the Quality Gate itself.

Deliveries & Output: shall be clearly addressed in the Task Brief. In the case of tasks, these have already been defined in the project plan and in the “Annex 1 - Description of work”, while for the subtask they shall be clearly identified, pointing out how the sub-task deliverable or output fit into the final deliverables.

3.2 Planning

According to planning the following items shall be defined:

Estimation: At the beginning of the project estimates shall be done to identify resources needed to achieve the goals. These estimates shall be reviewed during the project deployment. For the Regnet project precise estimates have been defined at the beginning of the project and according to them resources have already been assigned to tasks and sub-tasks.

Detailed Schedule: as already said for “milestones”, a detailed schedule is needed to formalize the different steps the deployment goes through. This is particularly true for those tasks in which different partners are involved at different levels, and in which the success of the activity is strongly dependent on coordination of sub-activities. A detailed schedule shall also take into account checkpoints, time for quality gate and rework. Progresses shall than be tracked against the schedule in order to promptly intervene when deviations from the plan occur. 

Critical Path: the critical path may be defined as the set of task that must be completed on schedule if the project as a whole is to be completed on schedule. It shall be accurately identified and tracked to grant that the schedule will be followed.

Configuration Items: items to be put under configuration shall be identified. Examples from the Regnet project are: Task Brief, Interim Report, Deliverables...

Quality Gates: as reported in the Interim Report each task brief shall address the Quality Gate that deliverables or output will undergo (review or inspection), clearly specifying when and who will participate to. From three to five people should be involved in. We suggest that leaders of other sub-tasks belonging to the same task and the task lead take part to the review so that they are aware and agree to the contents of their task deliverable. For code inspection adequate skill and knowledge is required to people who participate in the inspection. 

3.3 Methods, Tools & Standards

Methods, tools and standards that will be followed during the development have to be clearly identified and described in the “Methodology” session of the task brief.

3.4 Risks

Management and Technical Risks: specific risk factors that may affect the success of the task shall be identified at the beginning of the task such as mechanisms for tracking the various risk factors and implementing contin​gency plans shall be assessed.
Dependencies: linkages between deliverables and tasks shall be clearly identified in order to assure that all affected parties agree with the specific deployment and the overall structure of the part being developed.    

3.5 Project Goals

Product & Process Goals: specific goals related to the deliverable should be defined since the beginning in order to give an objective way to assess at the end of the task the conformance of what has been developed to initial requirements and specification. 
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