Project Review Checklist

	1.
Project Management
	Yes
	No
	Comments

	1.1 Have project objectives and constraints been well-defined and documented?
	
	
	

	1.1 Has the Project Sponsor formally approved the project?
	
	
	

	1.1 What estimation tools have been used (past project files, algorithmic cost model, function point analysis, checklists)?
	
	
	

	1.1 Have the estimation process and results been documented along with assumptions and risks that have an impact on the estimate?  Have the estimates been reviewed by the Project Sponsor and customers?
	
	
	

	1.1 Have estimation techniques been re-applied on a regular basis to predict the currently forecasted project completion?
	
	
	

	1.1 Have potential project risks been identified and documented?  Have risks been assessed and prioritized in terms of their likelihood of occurrence and their potential impact on the project?
	
	
	

	1.1 Were other viewpoints (Project Team, Project Sponsor, and customers) considered in the risk assessment process?
	
	
	

	1.1 Has a risk management plan (or equivalent) been developed that indicates how high priority risks will be mitigated and monitored?
	
	
	

	1.1 Has a hierarchical set of plans (or at least high-level and detailed plans) been developed that identify roles and responsibilities, major project deliverables, and life cycle phases?  Has ownership been assigned to all tasks?
	
	
	

	1.1 Have adequate full-time resources been applied to each task?  Are there any tasks with a “to be determined” resource?  Are there tasks that have inexperienced staff assigned to them?
	
	
	

	1.1 Have regular progress assessment reports been provided to both the Project Sponsor and customers?
	
	
	

	1.1 Have the project progress assessment and tracking processes been fully documented, and are they well-integrated with the development life cycle?
	
	
	

	1.1 Is there a formal closure plan for the project?  How will the end product be verified for completion?  Will a customer sign-off be required?  Will a project retrospective be conducted?  Where will the documented retrospective report be archived?
	
	
	

	
	
	
	

	2.    Requirements Specification
	Yes
	No
	Comments

	2.1 Has the Project Sponsor identified who has the final decision in all aspects of the requirements specification. Is that person appropriately involved in the specification process and prepared to make the necessary commitments to tasks and to decisions?  
	
	
	

	2.2 Is the business need for the system or enhancement clear to the Project Team?  Has a business case, Project Proposal or Charter been made available to them?
	
	
	

	2.3 Does the Project Team have an appropriate skills mix in the areas of the application being developed, the requirements specification approach being used, and the development of software systems within the application area?  Does the Project Team possess the interpersonal skills required to work with a wide range of customers and the executive staff?
	
	
	

	2.4 Have the customers been educated as to the importance of a clear and thorough specification, as well as the limitation of an automated solution?
	
	
	

	2.5 Has the Project Team identified and included all relevant stakeholders and their viewpoints in the requirements specification process?
	
	
	

	2.6 Has the Project Team included job and business process design as well as the automated solution?  Have the system qualities (i.e., safety, security, performance, usability, portability, reliability, etc.) and learning requirements been fully specified?
	
	
	

	2.7 Have the relative priorities between requirements been defined (where appropriate) and the reasons documented?
	
	
	

	2.8 Has the Project Team encouraged frequent communication between themselves and the stakeholders to ensure that there is a common vision of how the proposed system is to be used?
	
	
	

	2.9 Have the following potential users of the requirements specification been involved in a review of the document:

•
designers

•
developers

•
testers

•
users

•
technical writers

•
maintenance staff

•
control agencies (as appropriate)

•
vendors (as appropriate)
	
	
	

	2.10 Has a formal change management process been implemented (including prioritization, authorization, impact analysis, and requirements)?
	
	
	

	2.11 Has a version control process been applied to the requirements specification?
	
	
	

	
	
	
	

	3.
Architecture
	Yes
	No
	Comments

	3.1 Has the overall organization of the application been clearly defined, including good architectural overview and justification?
	
	
	

	3.2 Have modules been well-defined, including their functionality and their interfaces to other modules?
	
	
	

	3.3 Have the functions listed in the requirements been covered sensibly by neither too many nor too few modules?
	
	
	

	3.4 Has the architecture been designed to accommodate likely changes?
	
	
	

	3.5 Have necessary buy-vs-build decisions been included?
	
	
	

	3.6 Does the architecture describe how reused code will be made to conform to other architectural objectives?
	
	
	

	3.7 Have all the major data structures been described and justified?
	
	
	

	3.8 Have the major data structures been hidden behind access routines?
	
	
	

	3.9 Has the database organization and content been specified?
	
	
	

	3.10 Have all key algorithms been described and justified?
	
	
	

	3.11 Have all major objects been described and justified?
	
	
	

	3.12 Has a strategy for handling user input been described?
	
	
	

	3.13 Has a strategy for handling I/O been described and justified?
	
	
	

	3.14 Have key aspects of the user interface been defined?
	
	
	

	3.15 Has the user interface been modularized so that changes in it will not effect the rest of the program(s)?
	
	
	

	3.16 Have memory-use estimates and a strategy for memory management been described and justified?
	
	
	

	3.17 Does the architecture set space and speed budgets for each module?
	
	
	

	3.18 Has a strategy for handling strings been described, and are character-string-storage estimates provided?
	
	
	

	3.19 Has a coherent error-handling strategy been provided?
	
	
	

	3.20 Have error messages been managed as a set to present a clean user interface?
	
	
	

	3.21 Has a level of robustness been specified?
	
	
	

	3.22 Has any part been over- or under-architected?  Have expectations in this are been set out explicitly?
	
	
	

	3.23 Have the major system goals been clearly stated?
	
	
	

	3.24 Does the whole architecture hang together conceptually?
	
	
	

	3.25 Is the top-level design independent of the machine and language that will be used to implement it?
	
	
	

	3.26 Have the motivations for all major decisions been provided?
	
	
	

	3.27 Have all developers reviewed architecture and are they comfortable with it?
	
	
	

	
	
	
	

	4.
Design
	Yes
	No
	Comments

	4.1 Have the critical parts of the project been identified and are they being given special attention?
	
	
	

	4.2 Does the use of design walkthroughs and reviews include reviewers from outside the Project Team?
	
	
	

	4.3 Have the design process, techniques, and tools been documented?
	
	
	

	4.4 Has specific acceptance criteria been defined for the chosen design approach?
	
	
	

	4.5 Has previous experience of the Project Team been taken into account in the choice of design method, and if not, has training been planned?
	
	
	

	4.6 Have the category and size of the system being designed been acknowledged in the choice of design approach?
	
	
	

	4.7 Has some provision been made within the design approach for coping with changes to requirements?
	
	
	

	4.8 Has some provision been made for including customer contributions and involvement in the design approach?
	
	
	

	4.9 Has a process associated with producing and updating project documentation been defined?
	
	
	

	4.10 Have performance and reliability requirements been taken into account in the design approach?
	
	
	

	4.11 Have external interfaces been defined?  Have the internal and external interfaces between project components been reviewed?
	
	
	

	
	
	
	

	5.
Quality Assurance (QA)
	Yes
	No
	Comments

	5.1 Have QA methods and practices been defined for the project?
	
	
	

	5.2 Have QA deliverables been clearly defined and identified as to when and where they will be utilized within the software development life cycle?
	
	
	

	5.3 Has a QA strategy been developed for the project that describes the overall QA approach, roles and responsibilities, schedule of activities, objectives for QA, methods, techniques, and tools to be used?
	
	
	

	5.4 Have test plans been produced that cover each test phase (i.e., unit, integration, interface, system, performance, reliability, recovery, stress, usability, volume, configuration, compatibility, security, acceptance)?
	
	
	

	5.5 Have QA techniques such as reviews, inspections, and walkthroughs been used to check specification, design, and test documents for completeness, correctness, and consistency?
	
	
	

	5.6 Has the requirements specification been reviewed by the test team for testability?
	
	
	

	5.7 Has the test process been documented (i.e., test specification, test design, test cases and scripts, and test reports)?
	
	
	

	5.8 Has QA been staffed with experienced and trained staff?
	
	
	

	5.9 Does the QA team report to the Project Sponsor (and not the Project or Development Manager)?
	
	
	

	5.10 Have tools been identified to assist in automating the test process where possible?
	
	
	

	5.11 Has a process been defined to gather metrics on defect data to provide feedback to the Project Team so that improvements can be made?
	
	
	

	
	
	
	

	6.
Metrics
	Yes
	No
	Comments

	6.1 Have planned versus actual schedules and costs been monitored?
	
	
	

	6.2 Has a tool (or method) been used to document estimates and costs?  Has the use of different methods or tools been used to compare estimates?
	
	
	

	6.3 Has a process for tracking the number of faults found at testing and post-release been developed?  Does the process use fault data to determine root cause?
	
	
	

	6.4 Has a method been developed for assessing customer satisfaction?  How and when will customer satisfaction be assessed?
	
	
	

	6.5 Has a final project review been planned to capture final project cost, schedule, and customer satisfaction information.
	
	
	

	6.6 Have any other metrics been identified for use throughout the project? Has the Project Team discussed with the Project Sponsor and customers as to what metrics they want to see captured during the project?
	
	
	

	
	
	
	

	7.
Configuration Management (CM)
	Yes
	No
	Comments

	7.1 Have CM processes and tools been identified/defined for the project?
	
	
	

	7.2 Has a Naming Convention been documented?
	
	
	

	7.3 Has a process for managing problems and issues been defined and implemented?
	
	
	

	7.4 Has a CM plan been developed and reviewed for the project?
	
	
	

	7.5 Are all of the procedures defined in the CM plan being followed?  Have roles and responsibilities for the implementation and monitoring of the CM plan been documented?
	
	
	

	7.6 Has a “state of project components” (e.g., software, documentation, change requests, etc.) section been included in regular project status reports?
	
	
	

	7.7 Has “read only” versus “update” access for project items been defined?  Is authorization required before changes can be made?
	
	
	

	7.8 Have baselines been taken of all major project documents (e.g., software, documentation, etc.) at key points in the project?
	
	
	

	7.9 Have rigorous CM controls been exercised over all project components, including those provided by vendors?
	
	
	

	7.10 Has the CM system been audited at least every six months?
	
	
	

	
	
	
	

	8.
Product Performance
	Yes
	No
	Comments

	8.1 How has the size (and cost) of the target hardware platform for the system been assessed (e.g., CPU, disk, memory)?
	
	
	

	8.2 Have all sources and volumes of workload on the system once it’s been operational been defined?
	
	
	

	8.3 Has a quantitative specification of the performance and workload requirements for the system been defined (e.g., user-perceived response time and transaction rate)?
	
	
	

	8.4 Has potential user loading and its impact on performance been defined?
	
	
	

	8.5 Has a system model been produced in order to predict performance characteristics?
	
	
	

	8.6 Have performance tests been specified and planned?
	
	
	

	8.7 Has a plan to carry out repeatable testing under operational load conditions been defined?
	
	
	

	8.8 Has the systems behavior, when subjected to sustained overload conditions, been defined and reviewed?  Has this been presented to the customer, and do they fully understand the impact?
	
	
	

	8.9 Has the demonstration of adequate performance and workload throughput been included in the customer acceptance criteria?
	
	
	

	8.10 Have performance and workload statistics gathering facilities been built into the applications?
	
	
	

	8.11 Do post-release support plans include performance support (i.e., system tuning, performance reporting, performance troubleshooting, etc.)?
	
	
	

	8.12 Has an operational hardware capacity plan been drawn up?
	
	
	

	
	
	
	

	9.
Product Release and Support
	Yes
	No
	Comments

	9.1 Has a software release schedule been developed that defines the changes to be incorporated and the date of release?
	
	
	

	9.2 Will the customers’ documentation be updated with each release?  Does this include details of changes to functionality, release notes, and details of the problems fixed?
	
	
	

	9.3 Have formal procedures for building new releases of software to ensure the correct components/modules are incorporated been developed?
	
	
	

	9.4 Have distribution procedures for newly built and tested software been developed?  Have testing, packaging, delivery, and customer site testing been included?
	
	
	

	9.5 Has a formal maintenance process (from problem reporting to system release) been defined?
	
	
	

	9.6 Does the maintenance team have a high level of experience in maintenance techniques (including control of change requests, problem handling, configuration management, and code analysis)?
	
	
	

	9.7 Does the maintenance team have code analysis tools that allow them to analyze the complexity of code, identify overly complex code, redundant code, and duplication?  Has the maintenance team been trained in the effective application of these tools?
	
	
	

	9.8 Has a system for maintaining documentation as part of the maintenance process been developed?  Is it always enforced (or generated automatically by a CASE tool)?
	
	
	

	9.9 How are the consequences of proposed changes evaluated (e.g., ripple effects, altered functionality) prior to modification?
	
	
	

	9.10 Has a clearly defined procedure for updating system tests, when the functionality of the code has been changed, been documented?
	
	
	

	9.11 Does the maintenance team have access to the machines on which the software runs or do they have identical copies?
	
	
	

	9.12 Have formal, signed agreements for the support work been established?
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