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Purpose

This document defines the top-level parameters to measure success for each phase of the CertAnon project. Phase deliverables will be evaluated based on the project management criteria of time, cost, scope, and quality.

· Time, as measured by the baseline project plan.
· Cost, as measured by the budget plan by phase.
· Scope, as measured by the requirements document.
· Quality, as measured by quality control plan, customer adoption rate and customer satisfaction.
Phase 0
The project idea was developed in Phase 0 and research performed to clearly identify our objectives, goals, and risks. The Work Break Down Structure (WBS) was created for each Phase of the project. Plans have been developed to guide each phase of the project.
In this phase the initial SBIR proposal was created along with a proposal presentation and product website.
Main Deliverables
SBIR Proposal

Proposal Presentation

Product Website

Time

The project plan developed in Microsoft Project contains the WBS, schedule, and cost estimates.  The project plan defines the date at which these deliverables should be completed.  If these deliverables are completed by the estimate completion date, then the criteria will have been deemed successful. The team leader ensures all project members are completing tasks within the deadlines of the milestones (for CS410) in the WBS. To prepare for the main deliverables, listed above, there have been milestones that delivered presentations: conception (individual), feasibility (team), and milestone (team). Assignments have been posted to the team's Google Page website to prepare for the Product Website and development team coherence and communications.
Cost

Since there is no cost for this phase, this criteria will not be used to measure success.

Scope
The scope will be measured by comparing the grading criteria against each deliverable.  If each deliverable meets each graded criteria, and Phase 1 funding acquired, then this criteria is deemed a success.

Quality
An independent panel will determine quality of the proposal presentation.  This panel will evaluate the presentation based on the grading criteria established.  An average score of 90 will determine that success of this deliverable.

The SBIR proposal and product website will be evaluated by the CPI advisor.  A grade of 90 or more for each deliverable based on the grading criteria will indicate a success.

Peer evaluations have been completed after each team milestone. Evaluation is performed by team members to measure participation, quantity and quality of each team member. Weekly discussions and constructive criticism take place in CS410 class to improve quality of deliverables. 
Phase 1
In this phase a lab prototype will be developed and demonstrated to a potential customer(s). In addition, SBIR Phase 2 proposal will be developed.  Success will be measured by the satisfactory completion of these three deliverables. Evaluation during this phase will also consists of bi-weekly team meetings to ensure that the project is progressing as planned and the procured hardware and software components are correctly implemented. Formal evaluations will be conducted each month or as often as necessary to ensure we stay within the guidelines of the WBS.

Initial development of product software will be completed in this phase. Our product software includes:

· CertAnon Website (PHP/Apache) for Token/account setup and maintenance
· Backend Database (MySQL)

· Non-encrypted authentication web service

· Dummy Partner websites running on Old Dominion University server(s)

· Plug-in modules for dummy partner websites

We will follow the work flows of analysis, design, implementation and validation.

We will also be developing documentation for our product: requirements document, test simulation documentation (to ensure simulated online accounts can be accessed using a token), user manual, and refinement of our plans.
Main Deliverables
Lab Prototype
Customer Demonstration
SBIR Phase 2 Proposal
Time

The project plan developed in Microsoft Project contains the WBS, schedule, and cost estimates.  The project plan defines the date at which these deliverables should be completed.  If these deliverables are completed by the estimate completion date, then this criteria will have been deemed successful.
Cost 

The funding plan determines the cost estimates of each phase.  The human and hard resource actual costs will be compared to the budgeted costs in the funding plan.  If the actual costs are with 5% of the budgeted costs, then this criteria will be deemed successful.
Scope

The scope will be measured by comparing the grading criteria against the SBIR Phase 2 requirements.  If SBIR contains all the required items, then the criteria will be deemed successful.  The lab prototype will be measured against the requirements document developed in Phase 1.  If the prototype contains all of the required functionality and Phase 2 funding acquired, then the criteria will be deemed successful.
Quality

The SBIR decision board will determine quality of the proposal presentation.  If the decision board grants the proposed funding, then the SBIR proposal will be deemed successful.  This criteria for the lab prototype will be deemed successful if it meets all of the requirements in the requirements document and meets the performance requirements also in that document.  

We will begin evaluation with code reviews of each module for proper structure and syntax. After successfully passing code reviews, we will begin testing of each module. We will end the evaluation for each module after successful testing. We will have evaluations for every module being integrated into the system. We measure success when we have completed each evaluation successfully and in accordance with the WBS time frame, and the prototype passes all tests in the test plan.
Phase 2
Phase 2 is where the project shifts into refinement and development of the actual CertAnon service. Evaluation during this phase will continue much like in Phase 1. Bi-weekly meetings will be held to determine if the project is on schedule and within budget. Testing plans for the production (non-prototype) version of CertAnon will be drafted to ensure quality assurance and software components will be vigorously tested and the results of those tests will be discussed at the bi-weekly meetings to work out any problems. In this phase we will also conduct a beta test and success will be declared when the beta test results in few errors or errors that are of little significance. Feedback will also facilitate refinements to our product and support materials. Formal evaluations will be conducted each month or as often as necessary to ensure we stay within the guidelines of the WBS.
Further development of the product software will occur in this phase. This development includes:

· Enhanced CertAnon website – Encryption key exchange, token storefront.

· Enhance backend database as needed to support new features

· Plug-in modules for partner sites in other (non-PHP) web server languages

· Purchase and install one server license for RSA Authentication Manager Software

Main Deliverables
Customer plug-in modules

A single RSA Authentication Manager server installed and functioning
Time
The project plan developed in Microsoft Project contains the WBS, schedule, and cost estimates.  The project plan defines the date at which these deliverables should be completed.  If these deliverables are completed by the estimate completion date, then this criteria will have been deemed successful.  

Cost

The funding plan determines the cost estimates of each phase.  The human and hard resource actual costs will be compared to the budgeted costs in the funding plan.  If the actual costs are with 10% of the budgeted costs, then this criteria will be deemed successful.
Scope

The prototype will be measured against the requirements document.  If the prototype contains all of the required functionality from the document, then the criteria will be deemed successful.
Quality

The criteria for CertAnon in Phase 2 will be deemed successful if it meets all of the requirements in the requirements document, including performance.  The prototype must pass all tests in the test plan.  Once the test plan execution has been completed with no known bugs, then the criteria will be deemed successful. The criteria for CertAnon will be determined by a beta test market.  After the beta test, a study will be conducted by surveying the test market participant(s).  The support materials, such as online token usage instruction manual, must also undergo a satisfaction beta test survey.
Phase 3

In this phase, the main focus will be on further refinement of the CertAnon product based on the beta testing and moving the project into full time production. To ensure quality, evaluation of the production process will be a key factor. Additionally, evaluation of the marketing strategy will be conducted to ensure that we are targeting the correct market. Formal evaluations will be conducted each month or as often as necessary to ensure we stay within the guidelines of the WBS. Success in this phase will be determined by sales volume and profit margin. In addition, we will be evaluating customer feedback to gage customer satisfaction.
Main Deliverables
Enhanced CertAnon website for scalability

Three additional RSA Authentication Manager servers installed and functioning
Product Rollout
Time
The project plan developed in Microsoft Project contains the WBS, schedule, and cost estimates.  The project plan defines the date at which these deliverables should be completed.  If these deliverables are completed by the estimate completion date, then this criteria will have been deemed successful.

Cost

The funding plan determines the cost estimates of each phase.  The human and hard resource actual costs will be compared to the budgeted costs in the funding plan.  If the actual costs are with 10% of the budgeted costs, then this criteria will be deemed successful.
Scope

The scope of the rollout is measured by the marketing plan. The marketing plan calls for a 10 year strategy to target and acquire 20% of all Internet users in the United States. To help reach this 10 year goal, the break even analysis plans for one million sales in a three year period. If at least one million sales occur in the first three years, and 20% of all Internet users rely on CertAnon for their password security in 10 years, this criteria will be deemed successful. Refer to the Budget Plan for additional details.
Quality

If the test market survey of the product’s quality and usefulness as compares to the goals and objectives of the project is favorable, then this criteria is deemed successful. 
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