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1 Summary

This document contains the best practices and procedures taken from existing development teams to help all development teams’ practices raise the quality of their projects.  This document specifies a standard way of using Merant tools (e.g. promotion groups & version labels) so that service teams such as the ITC and UNIX/DBA teams can consistently use these tools, thus reducing the chance that errors will be made.  

Compliance with SCM procedures is required no later than 1 March 2003. Development team configuration managers, ITC staff and UNIX/DBA staff will not promote code, deploy code or approve Peregrine Service Center tasks if required procedures are not followed.
2 Approach
These procedures were developed with a core group of development team configuration managers who were already very familiar with the Merant tool suite and were using the tools to perform version control and defect tracking.

Several meetings were held with this core group. Initially the ideas for how to write the procedures were brainstormed. Following brainstorming, one solution was defined by the group. Successive drafts of the documents were written that led to this document.

This document is dynamic and is expected to change. Specifically, outcome of the SCM User Group (discussed in Section 8.5 of this document) meetings will likely be the main vehicle for changing this document.

This document contains both SCM requirements and best practices and procedures for how to use the PVCS tool suite in compliance. Requirements are identified by the word “shall” and best practices are identified by the word “will”.
3 Terminology and Acronyms

	CM
	Configuration Manager/Management

	DB
	Database

	HLP
	Windows Help file

	INI
	Windows Configuration File

	IRMD
	Information Resources Management Department

	IT
	Information Technology

	ITC
	Integration Testing Center

	LAN
	Local Area Network

	PBGC
	Pension Benefit Guaranty Corporation

	PVCS
	Polytron Version Control System. Merant no longer uses this term, calling the tools Merant Version Manager and Merant Tracker. However, the term is used frequently within PBGC, most often referring to the Merant Version Manager tool.

	SCM
	Software Configuration Manager/Management

	SCR
	System Change Request

	SLCM
	System Life Cycle Methodology

	SQL
	Standard Query Language

	“Tip”  and “Non-tip”
	The tip version (or just tip) of a file under version control is the latest checked in version. A non-tip version is any version except the latest version of the file

	Tracker
	The Merant tool that maintains system change requests and defects

	VM
	Version Manager/Management

	Version Manager
	The Merant tool that maintains revisions of files that make up deliverables.


4 The Merant Tool Suite

The Merant tool suite is comprised of three distinct components: Merant Tracker, Merant Version Manager, and Merant Notify.

4.1 Merant Tracker

Merant Tracker is the defect-tracking component. It is a front-end Java application that connects to an Oracle database. System change requests can be tracked through the entire life cycle of the system. By using the TrackerLink component, change requests and defects can be logically linked to items put under version control.

4.2 Merant Version Manager

Merant Version Manager is the version management component. It is a front-end Java application that connects to network drives for storage. Versions can be assigned to promotion groups and given version labels. This feature allows a complete history of a versioned file. By using the TrackerLink component, versioned files can be logically linked to the system change requests or defects that required the changes to the file.

4.3 Merant Notify

Merant Notify is a component that notifies developers when changes are made to Tracker records. An email notification is sent using the system email tool to alert developers in changes to Tracker records that relate to their work.

5 Items Appropriate for Version Control

All items that help to recreate an application at a given point in time shall be placed under version control. However, code and script files are not the only components that can make up an application at a given time. 

PBGC has developed a System Life Cycle Methodology (SLCM) to improve system quality, reduce cost, and improve repeatability.  SLCM defines certain deliverables (source code, binaries, and documentation) that should be version controlled.  More on this can be found at http://hqwintprdweb01/slcm. Although this team encourages the use of SLCM, it is not a prerequisite for using MERANT tools.  

It is important to note that there are inherent differences in a VM repository for code resources and non-code resources. It is highly recommended that every document (whether a formal deliverable or not) be versioned controlled in a document repository. This is discussed more fully in section 6.4 of this document.

While this in not an exhaustive list, some examples of items suitable for version control follow:

· Project Request Document 

· Cost Benefit Analysis Document

· Project Request Approval/Rejection Document 

· Project Charter

· System Requirements Document

· Definition and Analysis Review Document

· Package Evaluation and Selection Document

· Project Standards Development Document

· Software Quality Plan

· Production Rollout Plan

· System Management Plan

· Logical Database Design Document

· System Design Document

· Functional Prototype Review Document

· Application Software Document

· System Test Results Document

· Component Verification Document

· System Review Results Document

· Develop & Implementation Review Document

· Change Control Review Document

· SQL Stored Procedures and scripts

· Source code files

· Initialization Files

· Feasibility Study Results Document

· Exhibit 300B Capital Asset Plan

· Project Initiation Review Document

· Legacy Systems Analysis Document

· Request for Proposal Document

· Project plan (in either C/S 10,000 or Microsoft Project) 

· Data Conversion Plan

· Unit Test Plan

· System Implementation Plan

· System Training Plan

· Disaster Recovery Plan

· System Functional Specifications

· Planning and Design Review Document

· Prototype Review Document

· Unit Tests Results Document

· System Test Review Document

· Return On Investment Document

· System Implementation Traceback Document

· Application Modification Plan

· WinRunner Test Scripts

· Implementation Plans

· Binaries created from source files

· Configuration Files

Some items are inherently not suitable for storage within Version Manager repositories. These items include, but are not limited to:

· Proprietary information on processes, procedures, or methodologies
· Confidential personnel information

· Contractor financials, such as billing rates

· Other proprietary or sensitive information
6 Promotion Model and Version Labels

Promotion Models and Version Labels are features of Merant Version Manager that enable more direct control over revisions in a repository of source materials.

6.1 Promotion Models

According to the Merant Version Manager User’s Guide, page 324:

“A promotion group is a milestone within a promotion model hierarchy. When a promotion model is created for a project database, you assign revisions to the lowest-level promotion group. As development matures and reaches specified milestones, authorized users can promote revisions within the promotion model hierarchy. Development is considered complete when a revision reaches the highest-level promotion group, the top of the promotion model hierarchy.”

The PBGC implementation of a promotion model is discussed below.

6.2 Multiple Promotion Models

The development cycle for code resources is quite different from other types of versioned files. Code is developed, tested, and eventually released to a production environment. Documents however, are researched, written and reviewed. Documents have a lower impact on the production environment as they do not make changes to the operating systems at PBGC. Thus, there is a less stringent minimum requirement for non-code resources.

For purposes of definition, code resources are the source files and resulting executables that make up a production release. Examples of code resources are Visual Basic source files, Header Files, INI Files, Java Scripts, .NET files, Cold Fusion pages, SQL scripts, SQL stored procedures, compiled executables, HLP files, etc. Examples of non-code resources are Requirements Documents, Design Documents, Test Plans, Testing Reports, Users Guides, etc.

Even though an implementation plan is technically a non-code resource, it shall be treated as a code resource because it explains the way to configure the code resources to implement the changes required.

6.3 PBGC Promotion Model for Code Resources

All PBGC code resources shall use the following promotion model.
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Figure 1: Code Promotion Model – This diagram illustrates the text of Sections 6.3.1 through 6.3.5
Development team configuration managers shall consult the PBGC Corporate Administrator if an alternate model is desired.  The promotion levels are discussed below.

6.3.1 Develop Promotion Group

The Develop promotion group is the lowest level promotion group. This is the group where any checkouts of new code will be made. Several revisions may take place within this promotion group. 

When code is finished being developed, a lead developer, the development team configuration manager, or another designated member shall promote the revision from the Develop Promotion Group to the Testing Promotion Group (see section 6.3.2).

6.3.2 Testing Promotion Group

The Testing promotion group is the second tier in a promotion model. During this phase of development, the files will be unit and system tested. This promotion group will be where revisions reside while they are undergoing system testing by the development team.

If defects are found during testing, it may be necessary to demote revisions to the Develop Promotion Group. This will require that the code go through development and testing until they have been successfully tested. The development team configuration manager shall perform the demotion.

When testing is complete and successful, a lead tester, the development team configuration manager, or another designated member shall promote the revision from the Testing Promotion Group to the ITC/IV&V Promotion Group (see section 6.3.3).

6.3.3 ITC/IV&V Promotion Group

The ITC/IV&V promotion group is the middle tier in the PBGC promotion model. This is the promotion group where revisions reside while the application is being tested in the ITC. This promotion group serves ITC testing, user-acceptance testing, independent verification & validation, and other forms of ITC testing.

If defects are detected in this promotion group, it may be necessary to demote revisions back to the Develop Promotion Group. The development team configuration manager shall perform the demotion.

When all ITC operations are complete and successful, the ITC staff shall promote the revision from the ITC/IV&V Promotion Group to the Staging Group (see section 6.3.4).

6.3.4 Staging Promotion Group

The Staging promotion group is the final promotion group before Production. This promotion group is a holding area for all the files that will be deployed into production.

Defects should not be found while files are in this promotion group as no testing is being performed. The development team configuration manager shall perform the demotion if there is an unusual case that a demotion is required.

When the files have been deployed into production environment, the development team configuration manager or another designated member shall promote the revision from the Staging Promotion Group to the Production Promotion Group (see section 6.3.5).

6.3.5 Production Promotion Group

The Production promotion group is a holding area for all files that have been deployed into production. Unless and until changes to a revision are required, files placed in this promotion group will remain here.

To make changes to a file in the Production Promotion Group, the files shall be checked out to the Develop Promotion Group prior to editing.

6.4 PBGC Promotion Model for Non-Code Resources

All PBGC non-code (e.g. documentation) efforts will follow the following promotion model.
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Figure 2: Non-Code Promotion Model – This diagram illustrates the text of sections 6.4.1 through 6.4.3
6.4.1 Draft Promotion Group

The Draft promotion group is the lowest level promotion for documents. Many revisions of a document may be made and stored in the Draft promotion group. 

When documents are finished being developed, a lead documenter, the development team configuration manager, or another designated member will promote the revision from the Draft Promotion Group to the Review Promotion Group.

6.4.2 Review Promotion Group

The Review promotion group is the second tier in a document promotion model. This promotion group will be where revisions reside while they are undergoing review by the development team and their customers.

If defects are found during review, it may be necessary do demote revisions to the Draft Promotion Group. The development team configuration manager shall perform demotions.

When review is complete and successful, a lead reviewer, the development team configuration manager, or another designated member shall promote the revision from the Review Promotion Group to the Final Promotion Group.

6.4.3 Final Promotion Group

The Final promotion group is a holding area for all files that have been delivered to the client and into production. Unless and until changes to a revision are required, files placed in this promotion group will remain here.

When changes are to be made to a file in the Final Promotion Group, they shall first be checked out and associated to the Draft Promotion Group.

6.5 Version Labels

According to the Merant Version Manager User’s Guide, page 262:

“Version labels are tags used to identify revisions. Typically, version labels are used to identify a particular revision for each component or a specific product release.

Assign a version label to a specific revision when you want to distinguish the revision from other revisions within the same versioned file or group of versioned files.”

The ITC requires that all files to be migrated from the ITC/IV&V promotion group to the staging promotion group be identified by a version label.  This requirement will ensure that if two ITC efforts are being concurrently conducted, only the appropriate files are migrated to production.  

7 Duties Associated with the Merant Suite

There are two distinct types of duties associated with the Merant Suite of tools. First, there are the administrative duties associated with maintaining version control across both the agency and the various teams. Secondly, there are duties associated with individual users.

7.1 Administrative Duties

For administration of Merant at PBGC, there are two distinct types of configuration managers: the corporate PBGC Corporate Administrator and development team configuration managers. 

7.1.1 PBGC Corporate Administrator

The Corporate Administrator is an IRMD ITC federal employee dedicated to support Merant tools and supported by a back-up administrator.  

The corporate Administrator has the following duties and responsibilities:

· Control access to the application and administer licensing – The Administrator is responsible for coordinating with the PBGC Help Desk personnel for granting access to the application for end users. From time to time, the administrator shall also monitor the number and types of licenses to the software and recommend changes to the licensing structure.

· Create projects and repositories – The Administrator shall create new Version Manager and Tracker repositories. In addition, the administrator shall ensure that network rights are granted for the appropriate access to these repositories, by submitting eLAN access forms to the helpdesk for network group creation.

· Administer Merant Notify – The Administrator shall ensure that the Merant Notify application is run on a periodic basis so that changes to Tracker repositories will be promulgated through the e-mail system.

· Research and Implement Software Upgrades – The Administrator shall research and assist in rolling out new versions of software for version control from Merant. Requests for new versions of software shall be made to the Administrator.

· Troubleshoot User Trouble Tickets – The Administrator shall be the primary person responsible for solving application errors for end-users when Help Desk Calls are made.

· Assist Team Administrators – The Administrator shall assist Development team configuration managers with issues or changes to their repositories.

· Serve as backup Development team configuration managers – In the case of emergencies, the Administrator shall fulfill emergency duties of the Development team configuration managers. For this reason, the Corporate Administrator shall be added to all Tracker and Version Manager projects with appropriate rights.

· Update and Enforce Procedures – The Administrator shall review and implement changes to the Procedures document as requested by users within the corporation.

· Lead the SCM User Group – The Administrator shall lead the SCM User Group, helping them to plan trainings, migrations and changes to procedures.

7.1.2 PBGC Help Desk

7.1.3 The Help Desk is fully staffed by a mix of full-time federal employees and contractors.

7.1.4 
The Help Desk has the following duty and responsibility:

· Create network groups to control access rights – The Help Desk will create network groups to control rights to individual repositories. They PBCG Corporate Administrator should be given full control over these network groups once they are created.
7.1.5 Development Team Configuration Managers

The development team configuration managers are generally either full-time federal employees or contractors who are members of development teams. Each Team Administrator should have a backup.

The Development team configuration managers and their backups have the following duties and responsibilities:

· Set up and configure repositories and users – The development team configuration managers shall set up repositories selecting and configuring project options. Additionally, they shall ensure that users have the appropriate level of security rights to perform their tasks.

· Perform Promotions and Demotions – The configuration managers shall promote versioned files as required for their team. If a demotion within a promotion model is required, this too shall be their task. This duty primarily pertains to promoting from the Staging promotion group to the Production promotion group (See Section  6 on Promotion Groups and Version Labels)

· Monitor and Audit – The configuration managers shall monitor and audit both the Merant Tracker and Version Manager repositories used by their development teams. This may include granting or deleting rights to users.

· Training and Mentoring – The configuration managers shall assign and train their backups. Additionally they shall ensure that all members of their team receive the proper training.

· Add Version Labels – The configuration managers shall be the primary users who add and manage version labels attached to versioned files.

· Troubleshoot – The configuration managers shall be a first line of defense for their teams against Merant tool issues. They shall escalate problems as required to the Corporate Administrator.

7.1.6 Team Leads

Especially for larger teams, it may be desirable to have Team Leads that function as an intermediary step between end-users and development team configuration managers. If the Team Lead model is used by a development team, the Team Leads serve as auxiliary Configuration Managers.  If team leads are assigned on a project, their duties and responsibilities are as follows:

· Perform Promotions – The team leads shall promote versioned files as required for their team. This duty primarily pertains to promoting from the Staging promotion group to the Production promotion group (See Section  6 on Promotion Groups and Version Labels)

· Add Version Labels – The team leads may be responsible for adding and managing version labels attached to versioned files.

7.2 User Duties

There are several end-user duties associated with Merant tools. Many of these duties may also be performed by administrative personnel if required.

7.2.1 Development Team Members

Developers shall perform the initial steps in any software development or maintenance activity. Thus, their role is crucial to getting the process of configuration management and version control started. 

Note:  For a documentation only project, the authors have the same duties as developers of code projects.

Their duties are as follows:

· Check-out Files from the Appropriate Promotion Group – The developers must ensure that they are using the proper revision of the code. Initially this shall be either the latest revision in the Development Promotion Group or the revision in the Production User Group (See Section 6 on Promotion Groups and Version Labels).

· Add Work files – In the case of new development or new functionality, the developers shall add the work files to be included in the release into the appropriate promotion group.

· Promote from Development to Testing – When code is complete, all associated work files shall be promoted to the next promotion group.

· Associate SCRs using TrackerLink – When checking in or adding files, the developers shall link the versioned files to the appropriate SCRs found in the Tracker repository (if the TrackerLink is being used for the project).

7.2.2 Testing Team Members

The testers are the next step in the development of applications. Their duties are as follows:

· Ensure the proper files are tested – The testers are responsible for ensuring that the proper files (from the Testing Promotion Group) are introduced into the testing environment for unit and system testing. The specific procedures for introducing files to the ITC to be followed by development teams can be found in the ITC User Guide, located at http://intranet/computer_support/itc/ITCUserGuide.cfm
· Inform Team Leads/Configuration Managers of Errors – Errors found in testing may involve further system or application development. Testers shall update or add Tracker items to reflect the errors and advise team leads or configuration managers if demotion back to the Development Promotion Group is required.

· Promote from Testing to ITC/IV&V – At the completion of testing, the versioned files shall be promoted to the next promotion level.

7.2.3 ITC Team Members

The ITC is where the next step in the development lifecycle takes place. ITC Team members include both ITC staff (LAN Administrators) and ITC Database Administrators. Their duties are as follows:

· Ensure proper files are migrated to the ITC – The ITC shall be advised by the development teams which files should be migrated to the ITC. The ITC Staff shall ensure that files are in the appropriate promotion group and that the files have a proper version label.

· Work with IV&V Testers to resolve errors – Errors that are found during ITC testing may involve further system or application development and testing. Tracker items shall be added or updated to reflect errors found in the ITC.

· Promote from ITC/IV&V to Staging – At the completion of ITC testing, the versioned files shall be promoted to the next promotion group.

Access to the root of the Version Manager volume has been granted to ITC Database Administrators. Thus, for the DBAs all access to Version Manager repositories is controlled by the Configuration Managers. Configuration Managers should be informed which ITC DBA will be performing database work for their project as soon as possible so that the appropriate rights to repositories can be granted.

Additionally, the ITC has other roles that are more fully defined in the “ITC Policies & Procedures Guide.”

7.2.4 Deployment Team Managers

At PBGC, the deployment team consists of ITC LAN Administrators as well as Production Database Administrators; however, deployment duties vary slightly from duties associated with supporting the testing environment:

· Deploy tested code to the Production Environment – After files are promoted to the Staging promotion group, the ITC Staff shall coordinate with the development team configuration manager to deploy files to the production environment.

· Inform Development team configuration manager when code has been deployed – After a deployment of code is made, the Development team configuration manager for the code deployed shall be informed. This communication allows the Development team configuration manager to promote the code to the Production Promotion Group.

7.2.5 Read-Only Members

There may be users in repositories. Their duties are as follows:

· Perform a “Get” on files – Copy revisions from the repository to their work areas without locking the file.
7.3 Duties Matrices

The following permissions are suggested for the various roles within a team for both Merant Version Manager and Merant Tracker. 
Within Merant Version Manager, the following privilege sets should be restricted to the appropriate promotion groups as follows (a blank field under “Restricted To” means that there are no restrictions):

	Privilege Set
	Restricted To:

	Configuration Manager
	

	Development
	Development, Production

	Testing
	Testing

	ITC/IV&V
	ITC/IV&V

	Deployment
	Staging

	Task Lead
	

	Read Only
	Production


In setting these promotion group restrictions, users will only be able to see versions of code in those promotion groups. If previous versions need to be viewed, the Configuration Manager can remove promotion group restrictions for the duration of the work. Promotion group restrictions should be re-established as soon as the work requiring viewing of old versions is completed.
Note: Testers shall serve as developers in the documentation repositories where the test scripts will be stored.

7.3.1 Merant Version Manager Matrix

	
	Check Out (Tip)
	Check Out (Non-Tip)
	Check In (tip)
	Check in (non-tip)
	Create Branch
	Lock (tip)
	Lock (non-tip)
	Unlock
	Break Lock
	Add Version Label
	Modify Version Label
	Delete Version Label
	Add Promotion Group
	Modify Promotion Group
	Delete Promotion Group
	Promote
	View Access Control DB
	Create Archive
	Modify Access List
	Modify Comment Delimiter
	Modify Archive Owner
	Modify Archive Attributes
	Modify Versioned File Name
	Modify Change Description
	Modify Workfile Description
	Delete Revision (top)
	Delete Revision (non-tip)
	View Archive Header
	View Archive Revisions
	Create Project
	Modify Project
	Delete Project
	Copy Project
	Add/Remove Versioned Files
	Configure Project
	Configure Security
	Show Journal

	Configuration Manager
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×

	Task Lead
	×
	×
	×
	×
	×
	×
	×
	×
	
	×
	×
	×
	×
	
	
	×
	×
	×
	
	
	
	
	
	×
	×
	
	
	×
	×
	
	
	
	
	×
	
	
	

	Developer
	×
	×
	×
	×
	
	×
	×
	×
	
	
	
	
	×
	
	
	×
	
	×
	
	
	
	
	
	×
	×
	
	
	×
	×
	
	
	
	
	×
	
	
	

	Tester
	×
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	×
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Read Only
	×
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	ITC (LAN Admins & ITC DBAs)
	×
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	×
	
	
	
	
	
	
	
	
	
	
	
	×
	×
	
	
	
	
	
	
	
	

	Deployment Team (ITC Staff & Production DBAs)
	×
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	×
	
	
	
	
	
	
	
	
	
	
	
	×
	×
	
	
	
	
	
	
	
	


Figure 3: Merant Version Manager recommended permissions

7.3.2 Merant Tracker Matrix

	
	Edit Personal Style Sheet
	Edit Project Style Sheet
	Edit System Style Sheet
	Build Queries
	Edit Query Permissions
	Build Reports
	Edit Report Permissions
	Modify Notify Options
	Add New Record
	Own Record
	Update Record
	Update if submitted by
	Update Open Record
	Update Open if submitted by
	Update Closed Record
	Update Closed if submitted by
	Delete Record
	Delete if submitted by
	Re-open record
	Re-open if submitted by
	Add note at submit time
	Add Note at update time
	Add Note if submitted by
	Update Note
	Update Note if author
	Delete Note
	Delete Note if author
	Add related files at submit time
	Add related files at update time
	Add related files if submitted by
	Remove related files
	Remove related files if author
	Manage module associations
	Manage module associations if submitted by
	Export Records 
	Import Records
	Import New Users

	Configuration Manager
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×

	Task Lead
	×
	×
	
	×
	
	×
	
	
	×
	×
	×
	×
	×
	×
	×
	×
	
	
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×
	×

	Developer
	×
	
	
	×
	
	×
	
	
	×
	×
	×
	×
	
	×
	
	
	
	
	
	
	×
	×
	×
	×
	×
	
	×
	×
	×
	×
	
	×
	
	
	
	
	

	Tester
	×
	
	
	×
	
	×
	
	
	×
	×
	×
	×
	
	×
	
	
	
	
	
	
	×
	×
	×
	×
	×
	
	×
	×
	×
	×
	
	×
	
	
	
	
	

	Read Only
	×
	
	
	×
	
	×
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


Figure 4: Merant Tracker recommended permissions

8 SCM User Group

As part of implementing these procedures, the SCM User Group has been established at PBGC and is composed of a representative from each development team. The user group has the following functions, each of which is more fully detailed in its own sub-section below:

· Meet periodically to discuss status and issues

· Recommend Training Strategy

· Provide Knowledge Management
· Obtain procedure feedback from users

· Provide updates to the team

· Provide periodic updates to the procedures

8.1 SCM User Group Membership

Each development team shall supply one team member (e.g.  development team configuration manager) to attend SCM User Group meetings. Additionally, non-development teams (database administrators, LAN administrators, ITC Staff, etc.) are also invited to User Group meetings. Users other than the designated delegates are welcome to attend SCM User Group meetings and in case of inability to attend the regularly scheduled meeting, each delegate should designate someone from their team to attend in his or her place.
8.2 SCM User Group Meeting Schedule

The SCM User Group meets formally on a monthly basis. This mandatory meeting takes place in a PBGC meeting or training room that has access to the PBGC LAN and can project computer screens onto either a Smart Board or television monitors. Additionally, emergency meetings of the SCM User Group may be called on an as-needed basis.

8.2.1 Regular Meeting

The agenda for these meetings is open; however standing items on the agenda are a discussion of Merant tool status and issues for the teams, training and mentoring, discussion of upcoming changes to the tools (if any), discussion of upcoming changes to procedures (if any),  lessons learned (see section  8.4 below), and open discussion.

8.2.2 Emergency Meeting

The SCM User Group may have emergency meetings composed of available delegates. These meetings shall not occur frequently and the outcome of any emergency meeting will be reviewed and discussed in the next regularly scheduled SCM User Group meeting.

8.3 SCM User Group Training

The SCM User Group will represent the people who are most knowledgeable about both the PBGC SCM Procedures and the Merant Tool Suite. As such, new or inexperienced users of the tools or users new to PBGC can look to the SCM User Group for training in both of these areas.

8.3.1 SCM Procedures Training

The SCM User Group offers a high-level training on the Procedures governing the use of Merant Tools at PBGC on an as-needed basis. This training has been developed by the SCM User Group and is based on the SCM Procedures document.

This training covers the use of Merant tools at a corporate level. Since the SCM Procedures have been developed with tailoring by individual teams in mind, this training focuses only on the core procedures. Individual team procedure modification will not be covered in this training.

Members of the SCM User Group offer to conduct the training based on their individual schedules and availability.

8.3.2 Merant Tool Training

The SCM User Group offers a more in-depth training on the use of the actual tools. This training has been developed by the SCM User Group and is based on provided documentation from Merant and personal experience.

The training covers how to use both Merant Version Manager and Merant Tracker. This training highlights using the tools and how they relate to various sections of the SCM Procedures, and thus should only be taken after the SCM Procedures Training has been completed.

Members of the SCM User Group or an outside independent contractor conduct the training based on need and funding availability.

8.4 Knowledge Management

As a part of the periodic meetings of the SCM User Group, delegates from the development teams have the opportunity to share lessons learned from recent configuration management activities.

Sharing recent successes and failures, along with factors that contributed to the success or failure, can be crucial to helping other development teams. If a team can learn how another team succeeded (and what contributed to the success) or how another team overcame its setbacks (and what pitfalls to avoid), their success rate will be higher.  

This information shall be stored in a knowledge management repository as resources and time permit (expand later).  

8.5 Procedures Feedback

Any procedure must accurately reflect the current state of the organization to be effective. The SCM User Group shall provide recommendations for improvements to procedures. 

8.6 Team Updates

A key function for the SCM User Group delegates is to keep their own team members informed. It is left up to team delegates as to how to best inform their own team of the outcome of the SCM User Group. Some suggested ways may be a team email, forwarding of User Group minutes, or a meeting to recap the User Group Meeting.

Delegates should consider sharing particularly effective methods of dissemination of information as lessons learned at upcoming SCM User Group meetings.

9 Merant Tracker and Version Manager Interaction

The Merant method for managing interaction between Tracker and Version Manager is called TrackerLink. TrackerLink can prevent checking out revisions of versioned documents unless a Tracker SCR is associated with them. It can also prevent checking-in revisions unless a Tracker SCR is associated. Additionally, both of these restrictions can be turned on at the same time.

Currently, PBGC is recommending that TrackerLink be set up to restrict check-in only. This restriction gives better traceability. 

TrackerLink is set up by the Configuration Managers for each repository. The Configuration Managers can make use of TrackerLink mandatory, which will give better traceability for projects.

10 Enforcement & Roles
Procedures shall be enforced through the following mechanisms. 

10.1 Development Team Configuration Manager

Each development team shall designate a configuration manager who shall be responsible for implementing and enforcing these procedures.

If these procedures are not followed, the development team configuration management will not be permitted to promote files to the ITC.
10.2 Integration Test Center (ITC)

The ITC point of contact (as defined in the ITC User’s Guide) is responsible for ensuring that files to be introduced into the ITC or deployed into production be version controlled and identified by promotion group and version label.  See the ITC User’s Guide at http://intranet/computer_support/itc/for more information.

If these procedures are not followed, the ITC staff will not deploy files in the ITC or production.

10.3 Peregrine Service Center

A new field was added to change control records that references both the location of files associated with changes and the associated version label.   Change Management staff shall enforce that these fields are correctly filled in. If either of these fields is of insufficient size, this information shall be stored in the comments field of the change control record. 

If these fields are not filled in, the Change Management staff shall disapprove the Peregrine Service Center task.
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