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1. Introduction

1.1 Purpose

The purpose of this document is to define the implementation of the Change Management (CM) process using Jira. This is a recommended process to be followed by software development projects at the Farm Service Agency (FSA) within the United States Department of Agriculture (USDA). The CM policies are used to monitor and safeguard project assets, and to enforce software development practices.

Controlling changes to software offers a number of solutions to the root causes of software development problems: 

· Process to handle requirement changes is defined and repeatable 

· Facilitates clear communications 

· Change rate statistics provide good metrics for objectively assessing project status
· Change propagation is assessable and controlled
· Changes can be maintained in a robust, customizable system
· Problems encountered during work integration efforts are minimized.

1.2 Overview

The Change Management Process Definition consists of a separate document entitled “FSA Change Management Process Definition” and identifies the process that should be followed to establish change control.  It is tool independent. By applying these elements of Change Management control, the project can provide an audit trail of changes to all deliverable documents and enhance the quality and integrity of the final product. The remainder of this document identifies the procedures for utilizing Jira to comply with the current CM process.
2. Current ClearQuest Users

While ClearQuest is still available to FSA users, as of October 1, 2011, support for the tool is no longer available, nor is it compliant with CM 2.x. Consequently, ClearQuest users are being encouraged to make the switch to Jira for CCB management. It should be noted that there currently is NOT an automated process for migrating ClearQuest tickets to Jira. Any tickets that need to be migrated will have to be done manually. Recommended actions are as follows:

· Continue utilizing ClearQuest for all CCB tickets that are already opened.

· Begin using Jira for all new CCB tickets.

· Once all existing ClearQuest tickets have been closed, notify the Architecture Office so the project can be marked as inactive in the ClearQuest database.
3. Jira Access
3.1 First Time Users
Getting started with Jira is quite easy! You can set up your own account in about two minutes! Here is the url: http://issues.dev.fsa.usda.gov
3.1.1 User Setup
There is a self registration process for Jira users. If you do not have a user account you can set up a new account from the Jira home page. Detailed instructions can be found on the Accessing Jira wiki page.

3.1.2 New Jira Project Requests
Contact Jamie McCannon in the Program Management Office (PMO) to have a new Jira project created for your team.
4. Jira Roles & Workflow
4.1 CCB Roles
There are two primary roles to assign for teams using Jira to manage their CCB. Per CM 2.x, at a minimum each CCB should consist of an I.T. Sponsor and a Business Sponsor. Each team should identify (documented in their Charter) who these individuals are and assign the following roles accordingly:

1. Approvers - IT Sponsor - Technical Sponsors that can approve a CM 2.x Work Order
2. Approvers - Business Sponsor -  Business Sponsors that can approve a CM 2.x Work Order
A third (optional) CCB approval role is available for teams who have identified a Change Control Manager (CCM) in their Charter:

3. Approvers - Change Control Manager - a CCM can provide an option for one person to provide approvals on behalf of the CCB
Note: The process for assigning these CCB roles is the same as the FSA roles, described in the next section.

4.2 FSA Roles

In addition to the two CCB roles above, there are also five basic roles in Jira that users can be assigned to, unrelated to CCB management. These roles are:
1. FSA - Administrators - Users in a project with administrative priviliges
2. FSA - Project Managers - Users with privileges to Administer a Project, as well as Create, Edit, Assign, Schedule, Move, Delete Issues and Modify Reporter.
3. FSA - Developers - Users who can Create issues, Browse, Edit & Work on issues, Add/Edit/Delete Comments, Add/Delete Attachment privileges.
4. FSA - Testers - Assignable users who can Resolve, Close and Link issues.
5. FSA - Project Participants - Users in a project with privileges restricted to View, Edit, Work on issues.
When a project is initially created an "FSA - Administrator" will be chosen for the project. From that point forward, the identified Administrator can assign users to the other roles as necessary, based on the following permission matrix:
	Permissions
	Project Roles

	 
	FSA - Administrators
	FSA - Project Managers
	FSA - Developers
	FSA - Testers
	FSA - Project Participants
	jira-users (everyone)
	Approvers - IT Sponsor
	Approvers - Business Sponsor
	Approvers - Change Control Manager

	Administer Projects (Create Versions and Components)
	x
	x
	 
	 
	 
	 
	
	
	 

	Browse Projects
	 
	 
	 
	 
	 
	x
	
	
	

	Issue Permissions
	 
	 
	 
	 
	 
	 
	
	
	

	Create Issues
	 
	 
	 
	 
	 
	x
	
	
	

	Edit Issues
	 
	x
	x
	 
	 
	 
	
	
	

	Schedule Issues
	 
	x
	x
	 
	 
	 
	
	
	

	Move Issues
	 
	x
	x
	 
	 
	 
	
	
	

	Assign Issues
	 
	x
	x
	 
	 
	 
	
	
	

	Assignable User
	 
	x
	x
	x
	x
	 
	
	
	

	Resolve Issues
	 
	x
	x
	x
	x
	 
	
	
	

	Close Issues
	 
	x
	x
	x
	 
	 
	
	
	

	Modify Reporter
	 
	x
	 
	 
	 
	 
	
	
	

	Delete Issues
	 
	x
	 
	 
	 
	 
	
	
	

	Link Issues
	 
	x
	x
	x
	x
	 
	
	
	

	Voters & Watchers
	 
	 
	 
	 
	 
	 
	
	
	

	View Voters & Watchers
	 
	 
	 
	 
	 
	x
	
	
	

	Manage Watchers
	 
	x
	x
	 
	 
	 
	
	
	

	Watch Issue (unchangeable)
	 
	 
	 
	 
	 
	x
	
	
	

	Comment and Attachment Permissions
	 
	 
	 
	 
	 
	 
	
	
	

	Add Comments
	 
	 
	 
	 
	 
	x
	
	
	

	Edit All Comments
	x
	 
	 
	 
	 
	 
	
	
	

	Edit Own Comments
	 
	 
	 
	 
	 
	x
	
	
	

	Delete All Comments
	x
	 
	 
	 
	 
	 
	
	
	

	Delete Own Comments
	 
	 
	 
	 
	 
	x
	
	
	

	Create Attachments
	 
	 
	 
	 
	 
	x
	
	
	

	Delete All Attachments
	x
	 
	 
	 
	 
	 
	
	
	

	Delete Own Attachments
	 
	 
	 
	 
	 
	x
	
	
	

	Time Tracking Permissions
	 
	 
	 
	 
	 
	
	
	
	 

	Work On Issues
	 
	x
	x
	x
	x
	
	
	
	 

	Edit Own Worklogs
	 
	x
	x
	x
	x
	
	
	
	 

	Edit All Worklogs
	 
	x
	 
	 
	 
	
	
	
	 

	Delete Own Worklogs
	 
	x
	x
	x
	x
	
	
	
	 

	Delete All Worklogs
	 
	 
	 
	 
	 
	
	
	
	 

	Change Control Approvals
	
	
	
	
	
	
	
	
	

	Technical Sponsors that can approve a CM 2.x Work Order
	
	
	
	
	
	
	x
	
	

	Business Sponsors that can approve a CM 2.x Work Order
	
	
	
	
	
	
	
	x
	

	Change Control Managers that can approve a CM 2.x Work Order
	
	
	
	
	
	
	
	
	x


Table 1 - FSA Role Permissions

4.2.1 How to Assign Roles in your Jira Project
1. Click the Administration link in the top right corner. [image: image1.png]Jarnie McCannon v Adminis Cuick Search
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2. Navigate to your Jira project and click 'People' in the left nav. [image: image2.png]FSA Enterprise Jira CCB
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3. Find the role you want, click in the box and add users as necessary, then click 'update'. [image: image3.png]FSA- Administrators
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4.3 Jira Workflow

The CCB workflow diagram below describes how a 'Work Order' ticket moves through the approval process in Jira.
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4.4 Work Order Approvals

Change Requests (CR) are represented by the custom 'Work Order' issue type in Jira.  Work Orders have been given a custom workflow that complies with CM 2.x approval requirements.   Teams have two main options for capturing approvals in Jira, depending upon whether the CCB is using a Change Control Manager (CCM) role or not (see CM 2.x Charter template for definition).
4.5 Option 1: Approvals Using IT Sponsor and Business Sponsor Roles
This option will be used when the CCB is not using a CCM as the single 'signing authority' for CRs, but is having the IT Sponsor and Business Sponsor record approvals separately as specified in CM 2.x.  When a team uses this method, the IT Sponsor (and designates) specified in the charter must be added to the 'Approvers - IT Sponsor' role for the project.  The Business Sponsor (and designates) must be added to the 'Approvers - Business Sponsor' role for the project.
In order to move the ticket through the proper workflow, the necessary approvals must be captured as specified below: 
	Change Management Request Type
	Approval Required By:

	Research Request
	None

	Data Call
	None

	Data Change Request
	'Approvers - IT Sponsor' AND 'Approvers - Business Sponsor'

	Production Defect Change Request
	'Approvers - IT Sponsor' OR 'Approvers - Business Sponsor'

	Functional Change Request
	'Approvers - IT Sponsor' AND 'Approvers - Business Sponsor'

	Non-Functional Change Request
	'Approvers - IT Sponsor'


4.6 Option 2: Approvals Using Change Control Manager Role

This option will be used when the CCB is using a Change Control Manager (CCM) as the single 'signing authority' to capture approvals.  When a team uses this method, the individual listed as the CCM in the system's charter must be added to the 'Approvers - Change Control Manager' role for the project.  In this scenario, the CCM will have the ability to individually approve all CR types.  However, if desired, the team can use a hybrid approach where the IT Sponsor and or Business Sponsor role can be used for certain CR types (for all CR types, the rules specified under Option 1 will also work).
In order to move the ticket through the proper workflow, the necessary approvals must be captured as specified below 

	Change Management Request Type
	Approval Required By:

	Research Request
	None

	Data Call
	None

	Data Change Request
	'Change Control Manager'

	Production Defect Change Request
	'Change Control Manager'

	Functional Change Request
	'Change Control Manager'

	Non-Functional Change Request
	'Change Control Manager'


4.6.1 I.T. Approvals
1. From the Work Order ticket, you should see an 'Approve (IT)' button (assuming the proper 'role' is assigned to you, as previously mentioned). [image: image5.png]Sandhox - Generic Dev Praject / FSA-133
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2. Capture comments (if applicable) and click 'Approve (IT)'[image: image6.png]Approve (IT)
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4.6.2 Business Approvals

1. From the Work Order ticket, you should see an 'Approve (Business)' button (assuming the proper 'role' is assigned to you, as previously mentioned). [image: image7.png]Sandhox - Generic Dev Praject / FSA-133
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2. If you are approving on behalf of your Business sponsor, you need to capture the actual approval and attach.  You have a couple of options, you can attach a file (email, etc.) or copy and paste the contents into the notes field.  The important thing is that whatever you attach to the Jira ticket has context included (not just the word 'Approved').  You should see the following screen when approving the second time: [image: image8.png]Approve (Business)
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3. After approvals have been completed, the Jira ticket should have the audit trail showing both IT Approval and Business Approval (see below): [image: image9.png]Details
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5. Links
· FSA Change Management Plan - Process Definition 2.x
· See the Jira Landing Page on the Wiki for more information about how to get started with Jira at the FSA.
· See the Accessing Jira wiki page for new user instructions.

· See the Atlassian site for detailed Jira documentation.
Revision History

	Version
	Date
	Summary of Changes
	Author
	Revision Marks
(Yes/No)

	0.1
	12/8/11
	Initial version.
	James McCannon/Bora Cotur
	No

	0.2
	12/12/11
	Revisions based on user feedback.
	James McCannon
	No

	0.3
	1/29/2013
	Updated FSA Role Permissions table.
	James McCannon
	No


[image: image10.png]


[image: image11][image: image12]


















Page 1 of 13




[image: image13.jpg][image: image14.png]_1384845782.doc
[image: image1.png]






