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1 Introduction 

1.1 Background 

The tranSMART platform has had a very rapid adoption over the last 3 years in many different 

organizations, including pharma and biotech companies. In several of the early adopter companies, the 

business case, need and value of tranSMART as a platform for translational research has been clearly 

demonstrated. However, mainstream adoption of tranSMART by pharma beyond proof of concepts or 

specific use cases has been limited because certain features important to end users have not been 

implemented (or fully implemented) and there are concerns regarding the platform’s robustness for 

enterprise release within commercial R&D organizations. Scalable Genomics, Date/Time support for 

clinical information and cross study interrogation/analysis will be the key features enabled in 

tranSMART with respect to this project. 

 

This project will be conducted under a Software Development Agreement between the Hyve and the 

tranSMART Foundation (TSF).  The project is being run by the tranSMART Foundation as a sponsor 

supported project known as the tranSMART-Pro Alliance (TPA) in which TSF will manage project 

activities with The Hyve as the service provider and participating TSF members who are the sponsors 

for the effort described in this project plan. 

 

1.2 Goal of the Customer 

From a contractual perspective, the project is an agreement between the TSF and The Hyve, with the 

TSF representing the sponsors, who are the members of the TPA. The goal of the Foundation and the 

TPA is to ensure the development and delivery of Longitudinal, Scaled-Genomics and Cross Study 

support to the TSF and the TPA members to facilitate the sponsors’ use cases, and for inclusion in the 

tranSMART v17.1 release. In addition, TSF and TPA strive for a more robust version of tranSMART that 

will serve as a stronger basis for future tranSMART developments that can better meet the needs of the 

Alliance members and the wider tranSMART Community.  

 

1.3 Result of the Project 

The key results of this software development project are solutions for 3 key scope area’s, 1) Cross-

Study & Ontology Term Support, 2) Longitudinal & EHR Data Support and 3) Scalable Genomics Back-

End, while also improving the tranSMART Core (database, APIs, and associated ETL functionality) that 

will help the Foundation and the TPA members to achieve their goals. 

 

tranSMART can be divided into 3 different layers. The current project involves the “Database Layer” as shown below: 
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2 Scope 

The project contains 3 main scope area’s: 

A. Cross-Study & Ontology Term Support 

B. Longitudinal & EHR data support 

C. Scalable Genomics 

In order to track and govern these 3 areas effectively, the Foundation has proposed a modular 

governance and finance approach. Each module will be governed, monitored and invoiced 

independently, even though this will not always be aligned with the project approach (for example: it is 

more efficient to do a requirements refinement for all 3 areas at the same time instead of having 

separate trajectories for each module). Therefore we will refer to these 3 modules within this proposal. 

 

2.1 Included within the Project Scope 

Solutions for the 3 modules are within scope: 

● Module A - Cross-Study & Ontology Term Support: The current tranSMART data model has a 

hierarchical structure per study, which is a good principle. However, tranSMART has limited 

support for doing cross-trial analyses. The data model (and ETL blueprint) needs to be updated 

to allow for proper cross-study concept mapping by design. The current data model and 

dictionaries are gene-centric rather than transcript-centric; this is not adequate to fully support 

RNAseq experiments. 

● Module B - Longitudinal & EHR Data Support: the new clinical data model should be fully 

compatible with longitudinal and EHR data, leveraging the i2b2 data model elements (dates and 

modifiers), and introducing both timepoints and samples as potential granular source 

dimensions via modifiers. 

● Module C - Scalable Genomics Back-End: The data models should have a scalable data layer 

for supporting the calls and metadata from whole genome sequencing data. 

 

Creating a solid platform 

As part of creating these solutions, the project will touch on the below aspects as well, to create a solid 

tranSMART platform for the future. These activities will be shared by all 3 modules: 

● Changes to the current APIs 

○ Core API (Java/Groovy API library): Adapt Core API to incorporate support for: 

i. longitudinal queries 

ii. queries based on cross-study ontology terms 

iii. whole genome sequencing data 

○ RESTful API: Adapt to incorporate support for the above areas. Improve performance 

of the RESTful API implementation, to be measured via the R client 

● Non-Functional Requirements 

○ Reliability: the result of this project will provide a solid basis for further adoption and 

growth of the tranSMART community. It will allow for a diverse range of GUI and 

analysis applications which can be built on top of the APIs, as well as a stable data 

model than can be used for integration with neighbouring tools in an enterprise IT 

environment. This will be made explicit by the following: 

i. Scalability: the data layer should support storing hundred of thousands of 

whole genome sequences. 

ii. Performance: performance benchmarks for the RESTful API should be defined 

for the result of this project. 

iii. Automated Testing: The Core API should have unit and integration tests with a 

minimal test coverage of 70%. This should be at least 80% for the RESTful API. 

Also the RESTful API should have automated functional tests for all API calls.  
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iv. Documentation: Comprehensive documentation of the new 

core to enable easy use of the database core and the APIs 

○ Interoperability: the data model should be aligned to i2b2 1.7, such that i2b2 and 

tranSMART share the same basic clinical data model. The data model should allow 

referencing terms from external (e.g. company wide) ontology servers. 

○ Data Migration: The deliverables will include mechanisms to migrate data from an 

existing tranSMART 16.1 or 16.2 instance, as well as to create and populate a new 

tranSMART 17.1 instance. 

i. Ideally, database extensions should be designed to accommodate existing data 

without the need for data migration as data migration will be exceptionally 

costly for two of the TPA members having established enterprise tranSMART 

v1.2.x instances and may be cause for terminating this agreement at Stage 

1.ETL blueprint: The data model design should provide a clear, unambiguous 

description of the complete data model, including implied dependencies 

between tables. This description should provide a complete specification for 

ETL tools. 

○ Platform: As all TPA members plan to utilize Oracle as the database backend, the 

project will target Oracle first. However, since Postgres support is valuable for the 

community, the project will also support Postgres. 

○ Existing tranSMART features: Existing tranSMART 16.1 features will remain 

operational unless explicitly stated otherwise by the Hyve/TSF (for example: in the 

Requirements set) and accepted by the TPA participants. 

○ TSF will be responsible for developing an integration plan (release management plan 

for the 17.1 release) for tranSMART 17.1 prior to the first payment milestone approval 

at the end of stage 1.  

 

2.2 Outside the Project Scope 

The following will not be done during this project: 

● Building any new frontend functionalities or adaptations (i.e. GUI applications such as SmartR), 

including modifications to transmartApp: Although we do see the need for a new front-end being 

developed for the platform, there was no room for this in the budgetary constraints of this 

project. Front-end work was put out of scope in the SOW. When frontend adaptations are 

required for backend improvements to be leveraged, means outside of this project must be 

found to implement these adaptations. 

● Building any language specific clients (e.g. R or Python clients) 

● Building new ETL functionality beyond that required to support in-scope developments. ETL is 

not a deliverable of this project. The Hyve may implement an ETL prototype only to be able to 

test the solutions that are in scope of this project, but this is not subject to acceptance testing. 

The Hyve is obligated to retain existing 16.1 ETL capabilities unless the TPA participants 

expressly agree to deprecate specific capabilities. As two of the TPA participants have invested 

substantially in curating, transforming and mapping study datasets to the existing tranSMART 

ETL model, inability to reload existing data into 17.1 may be cause for terminating this 

agreement at Stage 1 if predicted or Stage 2 by failed acceptance tests. 

● Installing reference medical or bioinformatics annotation sources (e.g. CDISC, ICD10, KEGG, 

UniProt, GO, etc. Those would belong in plugins) 

● Further development & testing of 16.2. Only if it's advantageous for realizing the 17.1 scope, 

The Hyve might decide to incorporate code from 16.2. 

● Merging any other developments from the community into the 17.1 tranSMART release (release 

management is done by TSF). 

● The Foundation supported release with the same name as this project (the 17.1 release) is out 

of this project. 
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Implications of the back-end scope to backwards-compatibility of tranSMART 

Backwards compatibility has been incorporated in the requirements under TMREQ-34. In addition to 

this requirement, the following actions have been agreed: 

● During the design phase, list explicitly the expected impacts of the design to backwards 

compatibility to facilitate the decision making process.  

● When possible, take into account backwards compatibility issues during the design and 

implementations 

● The API’s will be versioned, so both the new and the existing API’s will be available. Minor 

changes may be made to the existing APIs. API specifications will be published to the 

tranSMART community by the TSF at the earliest reasonable opportunity. 

3 Relation to other projects 

This project has interactions with, and dependencies on, other projects that will be ongoing during its 

execution. The following are known at this time, and will have the impacts described. 

 

3.1 tranSMART 16.2 Release 

TranSMART 16.2 is due for release in October 2016 and will form the baseline for the release 

management of 17.1 done by TSF. The TSF will produce a plan for  integrating 16.2 functionality with 

17.1 prior to the end of Stage 1. The 16.2/17.1 integration is not part of the project deliverables from 

The Hyve.  

The 17.1 project will define new APIs which may not be fully backwards-compatible with existing 16.2 

APIs, so the existing APIs will be maintained in parallel so that they can be deprecated and phased out 

on a longer schedule. This will allow other custom external applications that are not part of 16.2, to be 

preserved until such time as they can be migrated to new APIs. 

 

3.2 Foundation 17.1 Release 

As the budget and scope of the current project is limited, gaps exist between the results of this project, 

and the required results for the sponsors to have a functional release that will satisfy their goals: 

1. Adaptations to the existing user interface and/or a new user interface: to leverage the new 

back-end capabilities in the business of the sponsors, adaptations to the user interface are 

desired or often required. As made clear in the out of scope chapter, the current project will not 

deliver these adaptations. 

2. Data Loading: Data loading is required to leverage the the back-end capabilities. Although this 

project will develop data loading functionality for testing purposes, it will not be a project 

deliverable. The TSF may elect to terminate this project at Stage 1 given the criticality of data 

loading and the likely situation that 17.1 will not be usable without ETL updates. 

To address these gaps, the Foundation is currently attracting other parties to provide resources for 

additional efforts that will fill the above gaps in the 17.1 release. The Hyve is assisting the Foundation.  

 

 

3.3 Open-source genomics initiatives 

There are two open-source initiatives that are likely to have an eventual impact on the genomics 

module (Module C) of this project, though not necessarily in the timeframe of the project. These projects 

are identified here for information purposes only, and are not directly part of the 17.1 project. 

 

● The Global Alliance for Genomic Health (GA4GH) is developing a set of specifications for APIs 

to manage and query large-scale genomic data. These APIs are not expected to be stabilised in 

the timeframe of the current project, but the expectation is that development of Module C in 

particular is done with a view to supporting these APIs in a future release. 
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● The open-source Arvados framework is developed and supported by 

Curoverse Inc. The current components (Keep and Crunch) are in active use by one of the 

sponsors, and support for an appropriate subset of their native APIs is an explicit requirement 

of this project. At the same time, Curoverse is developing the Lightning component, which will 

provide an unambiguous and computable representation of genetic variation. Lightning will 

likely be of interest in addition to Keep and Crunch when it is available. It is possible that the 

primary interaction with Lightning would be through an implementation of the GA4GH APIs, but 

in any case the current project should keep this development in mind and not foreclose its use. 

 

3.4 Additional Hyve Projects  

During the course of this project, The Hyve will be engaged in other tranSMART-related projects that 

may contribute technology that is useful for 17.1. Examples are TraIT, RADAR-CNS (for wearables 

data) and IMI Translocation. The Hyve may incorporate code delivered for these projects into the 

deliverables for 17.1 with approval by the tranSMART-Pro Technical Steering Committee (TSC) 

assuming these contributions are appropriately licensed per the policies described in the Software 

Development Agreement and specified in the TPA charter. 

 

4 Principles, Conditions & Assumptions 

4.1 Principles 

● Decisions by default: because of the emphasis on timeliness, we will uphold the principle that 

decisions at the end of project phases are by default made in favor of continuing to the next phase, 

unless arguments are made against this continuation within the deadline. This means all parties 

must be on time with their feedback or they risk the project continuing without their influence.  

Timelines, and changes in the timeline, will be set in agreement with all parties. 

● Best Practices: Best practices for software engineering (e.g. continuous integration, 

refactoring, component versioning, pair programming, automated integration and acceptance 

tests) deemed advantageous by the Hyve to best achieve the software functionality agreed to 

by the TSF will be applied to the software development stages of this effort. 

● Quality Assurance: Improving the core of tranSMART will be completed per SDLC established by 

the Hyve although milestones will be assessed based on the delivery of required capabilities. 

4.2 Assumptions 

● The results of this proposal will be created by adapting or adding to the current tranSMART code 

(as opposed to creating a new one from scratch). 

● The design and the implementation of the solution will be executed by The Hyve. TSF, in 

collaboration with the TPA, will verify through testing and other procedures as outlined in the 

Project Plan and will accept the solution based on defined Acceptance Criteria, as approved by the 

TSC and the Governing Committee 

● The coding will consist of building new functionality as well as refactoring existing components. 

● Initial requirements gathering has been completed, and the results are available. 

4.3 Preconditions 

● The TSF will organize a Governing Committee (GC) that represents the sponsoring stakeholders, 

and is responsible for approving the business and legal decisions for the TPA. 

● The TSF will organize a dedicated tranSMART-Pro Technical Steering Committee (TSC) solely for 

the current project that represents the sponsoring stakeholders (including TSF) and is responsible 

https://wiki.transmartfoundation.org/display/transmartwiki/tranSMART+17.1+Requirements+Project
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for the technical oversight and direction of the project. This TSC is separate 

from the existing tranSMART 17.1 Project Management Committee and also from the tranSMART 

16.2 Project Management Committee which is focused on tranSMART 16.2. 

● The TSF designates an individual as Customer Representative, who acts as the primary point of 

contact between The Hyve and the TSC. The Customer Representative has the mandate to 

represent the stakeholders and to communicate unambiguous and timely technical decisions on 

their behalf to The Hyve. 

● The TSC will organize and manage a group of key-users (the End User Technical Advisory Board 

(EUTAB)) who represent the perspective of future users of the tranSMART 17.1 platform who will 

provide feedback to the TSC on the design deliverables, and test software deliverables on behalf 

of the TSF and TPA. All feedback from the EUTAB will be routed through the TSC.  

● Technical expertise is available within TSF and TPA to test and evaluate the technical solution 

direction.  

● The TSF will perform the release management tasks of this project, as a part of its 17.1 release 

process. 

● The Hyve will employ a dedicated base development team, focused on this project only (base 

team should be at least more than half of the projected full time equivalents (“FTEs”). 

● The Foundation and TPA members and the Hyve will provide dedicated resources sufficient to 

meet its obligations in this project plan. 

● The Hyve, TPA and TSF will provide adequate resources to complete the tasks assigned as part of 

this project. 

● The Hyve will make available a dedicated team area for this project. 

 

5 Project Approach 

5.1 Waterfall Approach 

For this project, we will use a waterfall approach that is characterized by the following: 

● The project will go through pre-defined set of phases in a mostly linear fashion. 

● We do not advance to the next phase if the deliverables of the current phase are not yet 

approved 

○ For the Hyve this means they must ensure that project deliverables are presented 

timely for review and approval 

○ For TSF this means that they must ensure that decisions are made by the TSC and the 

GC and communicated in a timely manner to the Hyve 

● We do not change deliverables from a previous phase except via a change request 

○ This limits the room for discussion per deliverable to one project phase only and will 

ensure timeliness 

○ This means that new insights about a deliverable after approval cannot be incorporated 

within the project except via a change request. 

○ Exception to this rule are:  

A. The planning, which will be adapted based on the final scope (only with the 

consent of the customer), and;  

B. The designs, which can be improved to better match the set requirements as 

the build phase advances (only with the consent of the customer). These 

design improvements are limited to the feedback weeks only. 

 

Considerations 

To devise a fitting project approach for this challenge, we took into consideration the following 

characteristics: 
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● Back-end deliverables: Back-end deliverables lend themselves well to be 

defined and agreed upon upfront. Agile approaches are more beneficial for challenges focused 

on front-end deliverables.  

● Emphasis on Timeliness: for several reasons it’s required to deliver most project results within 

the 2016 calendar year. That requires a disciplined approach based on meeting deadlines. This 

is best controlled with a waterfall approach. 

● Complex stakeholder situation: Given the many sponsors and parties involved in the project, 

and the fact that this is the first project where the TSF is applying their new governance 

structure, we think we need to limit the amount of room for interaction and iteration in order to 

maintain an effective and timely decision making process in order to meet the time constraints. 

With waterfall we agree on a clear set of requirements once at the start of the project; and we 

do not deviate from that requirement set unless absolutely necessary (via a change procedure). 

 

5.2 Requirements and “SMART” Acceptance Criteria 

A requirement describes the need that the Customer has for the solution. The acceptance criteria 

specify when this need is met and will be described using the SMART acronym: 

● S - Specific: The requirement must be specific in that it is free of ambiguity and 

misinterpretation, so that any party can understand what it means.  

● M - Measurable: The requirement must be worded in a way that can measured objectively so 

that any party can determine whether the requirement has been met or not.  

● A - Achievable/Acceptable: The requirement must be worded in a way that is deemed  

achievable or acceptable to both the TSF and The Hyve (“Can we do this within the project?”). 

● R - Relevant: The requirements should be deemed worthwhile by the TPA members, the TSF 

and The Hyve. 

● T - Time-Bound: It should be clear when the requirement should be met. 

The acceptance criteria serve a vital role in the project: they specify the assignment that TSF gives to 

the Hyve. On the one hand, the criteria must adequately reflect the needs of TSF (accountability of 

TSF) and on the other hand, the criteria must be specific enough to work with and must be deemed 

feasible within the project constraints by the Hyve (accountability of The Hyve). The goal of the 

requirements refinement phase is to come to an agreement on this, and to have a definitive list of 

requirements and acceptance criteria for the remainder of the project. 

 

The acceptance criteria will then be used as input for all design, build, test and acceptance activities. 

Correctness of these activities will be determined mainly insofar as they were successful in meeting 

specified acceptance criteria. 

This means that for example: 

● When a testing activity finds that the solution does not work in accordance with the acceptance 

criteria, this is considered a non-conformity, and the Hyve is obliged to fix this non-conformity 

regardless of project constraints. 

● When a testing activity finds that the solution is flawed or could be improved in ways that were 

not previously described in the acceptance criteria, this is considered an improvement. The 

Hyve is not obliged to create a solution for this finding within the project constraints. 

Improvements can still be part of this project when the project constraints do allows for this, or 

via a change request. You can read more about this in the testing chapter. 

An example of a requirement with SMART acceptance criteria can be found in Appendix II. 
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5.3 Phases & Timeline 

The project is structured using the below Stages and Phases: 

 

Project Overview 

 

Legend
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Start: 
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Approved
Project Plan

Design

Milestone 1: 
Project Plan Approved

Approved
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Test 
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Solution Module 
B delivered

Solution Module 
A delivered
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Test
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Document 
Package
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Module B
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Module A
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Module B

Build 
Module A
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Module C + 
Integration

Code 
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tation

Key 
Deliverable

Start/End Point

Project Phase

Milestone

 
Note that “Project Decision” and “Securing the Project” are the beginning and end points of the project and are activities that are 

not part of the project. 

 

All project phases fall within one of 3 stages: 

1. Stage 1 - Preparation: all project phases that occur prior to building the solution 

a. Project Planning Phase: Creating a project plan and planning for the project, leading to 

the current document. 

b. Refining Requirements Phase: Creating the definitive requirements each defined by 

SMART acceptance criteria. Also includes the creation of the release management plan 

c. Design Phase: Creating designs for the to be created solution that meets the 

requirements. And the development team prepares to commence the build stage. 

2. Stage 2 - Build: all project actions that are required to create a solution that is ready for 

acceptance 

a. Build Module B Phase: Creating the solution for Longitudinal & EHR Data Support 

b. Build Module A Phase: Creating the solution for Cross-Study & Ontology Term Support 

c. Build Module C Phase: Creating the solution for Scalable Genomics 

3. Acceptance and Closure: all project actions that occur to accept the project results and to 

close the project 

a. Accepting Module B Phase: testing, finishing and accepting the solution for Longitudinal 

& EHR Data Support 

b. Accepting Module A Phase: testing, finishing and accepting the solution for Cross-

Study & Ontology Term Support 

c. Accepting Module C & Total Solution Phase: testing, finishing and accepting the 

solution for Scalable Genomics as well as the total integrated solution. 

d. Closure Phase:  

The phases are presented in a timeline in the schematic below: 
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Timeline 

 
Note that due to delays in the contract process, we have no buffer weeks remaining during the first 3 project phases.  

 

5.4 The Preparation Stage 

The preparation stage consists mainly of making decisions that lay the foundation for the project: 1) 

how are we going to do this project? (Project Planning), 2) What are the criteria for an acceptable 

project results? (Refining Requirements), and 3) What to build? (Design). Because of this emphasis on 

decision making, the project plan should make the process as easy for all participants as possible. 

Therefore, the 3 project phases that consist the preparation stage will follow a similar set of steps, just 

with different topics and results: 

1. Concept/Ready for Review: A selected core group of project team members and/or TSF 

members work together on creating a reviewable version of the project deliverables (all 

documents) for the project phase. It’s more effective for a smaller group to create a concept 

version than a large group. Also, from a first version it’s easier for a larger group give feedback 

in a timely manner. 

2. Ready for Approval: After the selected core group finishes the version that is ready for review, 

the TSC reviews the deliverable. Feedback is processed by the core group into a new version 

that the TSC approves and that they can recommend to the Governing Committee. 

3. GC Approval: The TSC sends/presents the deliverable to the Governing Committee with their 

recommendation that the GC approves the deliverable. The GC receives time to give their “Go” 

or “No Go” for the document.  

4. Customer Approval:  Based upon input from the TSC and the GC, the TSF will approve each 

milestone as it is presented, per the terms of the Software Development Agreement. 

 

This rhythm will be maintained for the first 3 project phases lasting until week 34. If there are grounded 

reasons not to pass a deliverable to the next step, we need to go back to the previous step. However, 

this should be done with caution to the consequences for timeliness.  

 

The below table shows what this means for each of the first 3 project phases that consist the 

preparation stage: 
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Preparation Stage Decision Making Activities 

Project Phase Activities Key Roles End Results Dependencies 

1. Project 

Planning 

-Project Manager & Customer 

Representative creating agreement 

on how the project will be done. 

Expectations about the project are 

aligned and written down in a 

project plan. 

-Customer Representative -

Project Manager 
Plan and planning ready for 

review 
-We do not 

provide the plan 

for review until 

after the contract 

is signed 
-We do not start 

the next phase 

unless the plan is 

approved 
-We do not 

change the 

project plan after 

it is approved 

-Project plan is reviewed by the 

TSC 
-Customer Representative 
-TSC 
-Project Manager 

Plan and planning ready for 

approval with 

recommendation from the 

TSC 

-Project plan is approved by the 

TSC and decision ratified by the 

GC. 

-Customer Representative 
-GC 

-Approved Project Plan 
-Approved Project Planning 

2. Requirement 

Refinement 

-The Hyve team consolidates the 

requirements & adds SMART 

acceptance criteria to each 

requirement, leading to a first draft 

into a first concept version 

-Project Manager 
-Business Analyst 
-Architect 

Requirements + 

acceptance criteria first 

concept version 

-Criteria must be 

SMART for both 

parties 
-We do not start 

the next phase 

unless the 

requirements and 

acceptance 

criteria are 

approved 
-The 

requirements and 

criteria can not 

be changed after 

this phase 

without a change 

request. 

-TSF members and the team of 

The hyve complement and 

complete the requirements set in a 

series of workshops to deliver a 

version that is ready to review 

-Customer Representative 

+ TSF support 
-Project Manager 
-Business Analyst 
-Architect 

Requirements + 

acceptance criteria ready 

for review 

-The TSC, TSF and the team of 

The Hyve complement and 

complete the requirements set in a 

series of workshops. 

-Customer Representative 
-TSC 
-Project Manager 
-Business Analyst 
-Architect 

Requirements + 

acceptance criteria ready 

for approval with 

recommendation from the 

TSC 

-Requirements & Criteria accepted 

by the governing committee 
-Customer Representative 
-TSC 
-Governing Board 

-Approved set of 

requirements per module 
-Approved set of SMART 

acceptance criteria per 

requirement 

3. Design 

 

 

 

 

 

 

 

-The project team creates designs 

that meet the agreed requirements 

and criteria 

 

-Customer Representative 
-Project Manager 
-Business Analyst 
-Architect + Supporting 

devs 

Designs ready for review -We do not start 

the next phase 

unless the 

designs are 

approved 
-The designs can 

not be changed 

after this phase 

without a change 

request. 

 

-Designs are reviewed by the TSC 

 

-Customer Representative 
-TSC 
-Project Manager 

Designs ready for approval 

with recommendation from 

the TSC 

-Designs are approved by the 

Governing Board 
-Customer Representative 
-TSC 

-Approved Project Plan 
-Approved Project Planning 
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Timeline Project Planning 

 
● *Due to delays in the contract process, the TSC gets to review in week 25. The GC will also receive 

the document as a FYI. They can provide comments via their TSC representative. 

● *TSC review will consist of any comments and feedback, but must be summarized by the TSC 

using a “OK”, “Not OK” or “OK if” assessment (to safeguard timeliness). 

● **GC is asked to ratify the TSC decision. Approval must be a “Go” or a “No Go” 

 

Timeline Requirements Refinement 

 
● The Hyve creates a first version of the requirements in the first week 

● This version is complemented together with TSF to create a version that is ready for review 

● The review version is further enhanced during 6 workshops together with the TSC. This increased 

TSC involvement is to ensure the final requirements list will be acceptable to all sponsors. 

● **At the end the TSC presents the requirements to the GC. The GC is asked to ratify the TSC 

decision. Approval must be a “Go” or a “No Go” 

● In this phase, the release management plan is also created. 

 

Timeline Design  

 
● The Hyve creates a first version of the designs in the first 2 weeks 

● The review versions are complemented during 6 workshops together with TSF and the TSC.  

● **At the end the TSC presents the designs to the GC. The GC is asked to ratify the TSC decision. 

Approval must be a “Go” or a “No Go” 

● In this phase, the preparations for acceptance testing commence and the preparations required for 

the development team to commence building will be performed.  
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5.5 The Build Stage and the Acceptance & Closure Stage 

The Build stage and the Acceptance & Closure stage will run in parallel. Therefore they are described in 

the same chapter. During these stages, there is less interaction and decision making required during 

this stage compared to the previous one. Decisions will only be required insofar that this is required to 

solve impediments or in the event of a change request.  

In contrast with the previous stage, the duration of each of the phases could not yet be accurately 

estimated due to the absence of the final scope. It has been adjusted at the start of the build phase:  

 

Schematic for the Build and Acceptance & Closure Stages using week numbers 

 
*During week 44, due to differences in DTS rules, meetings are shifted by 1 hour for US role fillers. See Communication Plan 

 

Creating production ready versions of modules A and B within 2016 - Build Phases 1-3 

From the SOW the project has the obligation to deliver modules A and B before the end of 2016 in such 

a way that they can be accepted, put into production and invoiced before the end of the calendar year. 

Therefore, In the Build phase, solutions for modules A and B will be created and delivered separately 

insofar these solutions can be created independently from one another. We will refer to these isolated 

versions of modules A and B as a Minimal Viable Product (MVP). 

The Hyve will deliver an MVP for Module B first, after which an acceptance testing phase commences. 

Feedback can be provided on a continuous basis and will be picked up by the hyve in a continuous 

manner. After the test is completed, The Hyve should have finished the MVP for Module A, receive the 

test feedback, and complete the MVP in the feedback week. In the next acceptance test, TSF can then 

also verify and accept these additions made to the previous module. This pattern will continue so that 

by the end of 2016, the MVP’s for Modules A and B are accepted and production ready. Additionally, it 

would be preferred to have the MVP for module C ready for acceptance testing. 

 

Design Updates 

When The Hyve creates the designs during the design phase, they will likely be based on assumptions. 

It is not until we engage with the code and start working on implementing the designs when we can truly 

test these assumptions. This can lead to situations where the assumptions do not hold up, and where 

we will have to adapt the designs as a result in order to meet the set requirements. To accommodate 

for the chance that the designs need to be changed as a result of new technical insights, the planned 

feedback weeks will also serve as a possibility for The Hyve to improve the design to better meet the 

set requirements. If this occurs, these updates will again be reviewed by the TSC before these changes 

are implemented. 
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Planning Buffer in 2016 

Because at the time of writing the exact scope is not yet clear, 2 weeks of buffer have been 

incorporated in the current planning to have room to adapt the planning if required. For example: when 

the current planning is too optimistic to finish modules A and B within 2016, or if more time and iteration 

is necessary to create a suitable solution for Module C. This is to safeguard that the project has 

sufficient lead time to complete the deliverables and adapt to the actual requirements. If the buffer 

weeks are not required, activities currently planned for 2017 will commence earlier. 

 

Build Phase 4 & Final Acceptance Phase in 2017 

During the final acceptance phase, the development team will (in addition to creating the system 

document package) work on delivering solutions to non-conformities as a result of the acceptance test. 

There will be a new release every week so the latest changes can be tested by TSF every week, 

leading to a fully accepted solution by the 4th week of testing. 

 

Closure Phase 

During the Closure phase, the solution is formally accepted, the results are handed over to the 

customer and an evaluation is held to learn from our experiences for future projects. 

 

 

6 Other Project Management Topics 

6.1 Milestones & Monitoring 

As described in the SOW, the project progress will be monitored using the below milestones.  
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The project will use the following table to track milestone progress: 

Project Phase Milestone Related Deliverables Status 

Project 

Planning 
P1: Project Plan Approved 

-Project Plan, including planning 
-Contact List 
-Milestone Checklist  

Refining 

Requirements 

A2: Module A Requirements Refined & 

Approved 
-List of Requirements Module A 
-SMART acceptance criteria per Module A Requirement  

B2: Module B Requirements Refined & 

Approved 
-List of Requirements Module B 
-SMART acceptance criteria per Module B Requirement  

C2: Module C Requirements Refined & 

Approved 
-List of Requirements Module C 
-SMART acceptance criteria per Module C Requirement  

P2: All Requirements Refined & 

Approved 
-Milestones A2, B2 and C2 approved 
-Release Management Plan  

Design 

A3: Module A Designs Approved 
-Infrastructure Design Module A 
-Functional Design per requirement Module A 
-Design Specifications non-functional requirements Module A  

B3: Module B Designs Approved 
-Infrastructure Design Module B 
-Functional Design per requirement Module B 
-Design Specifications non-functional requirements Module B  

C3: Module C Designs Approved 
-Infrastructure Design Module B 
-Functional Design per requirement Module B 
-Design Specifications non-functional requirements Module B  

P3: All Designs Approved 

-Milestones A3, B3 and C3 approved 
-Database Design Documentation (Including ETL Blueprint) 
-Project Infrastructure (DTA environments + Repo's) 
-Jira Backlog  

Build 

A4: Module A Solution Delivered (MVP) 
-Code Documentation 
-Solution for Module A delivered  

B4: Module B Solution Delivered (MVP) 
-Code Documentation 
-Solution for Module B delivered  

C4: Module C Solution Delivered for 

Acceptance 
-Code Documentation 
-Solution for Module C delivered  

P4: Total Solution Delivered for 

Acceptance 
-Milestones A4, B4 and C4 complete 
-Total Solution Delivered  

Acceptance & 

Deployment 

A5: Module A Solution Accepted (MVP) 
-UAT test plan and data module A 
Solution for Module A (MVP) Accepted  

B5: Module B Solution Accepted (MVP) 
-UAT test plan and data module B 
Solution for Module B (MVP) Accepted  

C5: Module C Solution Accepted 
-UAT test plan and data module C 
Solution for Module C Accepted  

P5: Total Solution Accepted 

-Milestones A5, B5 and C5 Accepted 
-Total Solution Accepted 
- End user documentation (User Guide etc.) 
-System Document Package Accepted  

Closure P6: Project Closed 
-Handover of Project Deliverables 
-Formal Project Decharge 
-Evaluation  

This table will also be available as a separate document during the project lifecycle.  

 

 

https://docs.google.com/spreadsheets/d/1P2RdczadvnqTCau9NbZ6t9zsycq_SuPZdcnRvtCJglk/edit#gid=0
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6.2 List of Project Deliverables 

 

To help track the above milestones, we will make use of the list of all the project deliverables. This is a 

total list of the project deliverables including a RACI allocation, to be clear about what has to be 

delivered and who has what responsibility towards those deliverables. Note that there is one and only 

one party (either The Hyve or TSF) held Accountable for each deliverable, and that in most cases the 

TSF is accepting on behalf of the TPA. 

 

Project Phase Project Deliverable 
RACI Allocation 

Responsible Accountable Consulted Informed 

Project 
Preparation 
week 20 - 25 

Project Plan (including planning) TSF & The Hyve The Hyve TSC, GC GC 

Milestone Checklist TSF & The Hyve The Hyve TSC, GC  

Contact list of stakeholders TSF & The Hyve The Hyve TSC, GC  

Acceptance of milestones TSF & The Hyve TSF GC TSC 

Refining 
Requirements 
Week 26-29 

List of requirements Module A The Hyve TSF TSC, GC  

SMART acceptance criteria per 
requirement Module A 

The Hyve TSF TSC, GC  

List of requirements Module B The Hyve TSF TSC, GC  

SMART acceptance criteria per 
requirement Module B 

The Hyve TSF TSC, GC  

List of requirements Module C The Hyve TSF TSC, GC  

SMART acceptance criteria per 
requirement Module C 

The Hyve TSF TSC, GC  

Release Management Plan TSF TSF The Hyve, TSF, 
TSC, GC 

 

Acceptance of milestones TSF TSF GC TSC 

Design 
Week 30-34 

Infrastructure Design Module A The Hyve The Hyve TSF  

Functional design per functional 
requirement Module A 

The Hyve The Hyve TSF  

Design specifications non-functional 
requirements Module A 

The Hyve The Hyve TSF, TSC, GC  

Infrastructure Design Module B The Hyve The Hyve TSF, TSC, GC  

Functional design per functional 
requirement Module B 

The Hyve The Hyve TSF, TSC, GC  

Design specifications non-functional 
requirements Module B 

The Hyve The Hyve TSF, TSC, GC  

Infrastructure Design Module C The Hyve The Hyve TSF, TSC, GC  

Functional design per functional 
requirement Module C 

The Hyve The Hyve TSF, TSC, GC  
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Design specifications non-functional 
requirements Module C 

The Hyve The Hyve TSF, TSC, GC  

Database design 
documentation/ETL blueprint 

The Hyve 
 

The Hyve TSF, TSC, GC  

Project Infrastructure The Hyve The Hyve TSF, TSC, GC  

Jira Backlog The Hyve The Hyve TSF, TSC, GC  

Acceptance of milestones TSF TSF GC TSC 

Build 
~Week 35-50 

Test Plan The Hyve The Hyve TSF, TSC, GC  

Unit tests The Hyve The Hyve   

Integration tests The Hyve The Hyve   

Functional Test Scenarios The Hyve The Hyve   

Functional Test Data TSF TSF  The Hyve 

Acceptance Test Scenarios & Data TSF TSF  The Hyve 

Code documentation The Hyve    

End user documentation TSF TSF The Hyve  

Solution for Module A delivered The Hyve & TSF The Hyve   

Solution for Module B delivered The Hyve & TSF The Hyve   

Solution for Module C delivered The Hyve & TSF The Hyve   

Total Solution Delivered The Hyve & TSF The Hyve   

Acceptance & 
Deployment 
~Week 1-4 

Acceptance test scenarios and data TSF TSF The Hyve  

Test findings registry TSF TSF The Hyve  

End user documentation TSF TSF The Hyve  

Solution for Module A Approved TSC TSF GC  

Solution for Module B Approved TSC TSF GC  

Solution for Module C Approved TSC TSF GC  

Total Solution Approved TSC TSF GC  

Final System Document Package 
Delivered 

The Hyve The Hyve TSF, TSC, GC  

Closure 
~Week 5 

Handover of project deliverables TSF & The Hyve The Hyve TSC, GC  

Formal Project Decharge TSF & The Hyve TSF TSC, GC  

Evaluation TSF & The Hyve The Hyve TSC, GC  
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6.3 Testing 

Testing will be carried out at several levels during the Build and Acceptance & Deployment stages of 

the project: 

● Unit tests: The Hyve will create and execute unit tests for individual code elements, for example 

to verify the operation of a single function call. 

● Integration tests: The Hyve will prepare and test the environment to check if the ecosystem is 

working and to check for inconsistencies between the software units when integrated. 

● System or Functional tests: The Hyve will create and execute functional tests to verify the 

operation of user operations, for example an operation to create cohorts and retrieve clinical 

data for those cohorts. 

● Acceptance tests: The TSF and TPA will create and execute acceptance test scenarios, to 

verify that the delivered system meets the SMART acceptance criteria for each module, as 

delivered in the Refining Requirements stage. The preparation of the acceptance tests shall 

commence as soon as the requirements are approved. 

 

Test definitions consist of a test scenario or protocol, necessary test data, and expected results. Tests 

are written for an audience that has basic knowledge of the tranSMART system and of the functionality 

being added by the project.  

Execution of unit, system, and functional tests may be automated as part of a continuous integration 

(CI) process during the build stage. Manually-executed tests are documented with the following: 

● Name of tester 

● Date and time, location 

● Details of test platform used including system build identifier 

● Actual results of test and discrepancies with expected results 

● Pass/Fail determination 

Test results will be documented on a Jira Board dedicated to acceptance test feedback. Feedback 

needs to follow the guidelines for test feedback included in Appendix III. 

 

6.4 Use of Jira 

 

The project will make use of the Jira instance of The Hyve. we will set up 2 different Jira projects each 

fulfilling a different purpose: 

1. 17.1 Project Board (17.1): This board is meant as the main work supply of the development 

team. It will start out with a 1 on 1 copy of the agreed requirements, including description and 

acceptance criteria. From there, the team will break down the requirements into workable 

chunks, linking to the requirement it helps to complete. This Jira project can only be edited by 

members of the development team and the Business Analyst. A selection of other project roles 

will receive viewing rights to this board: 

○ Project Manager (the Hyve) 

○ Customer Representative (TSF) 

○ All TSC members 

 The Jira project will be configured to facilitate the development process on The Hyve side. 

2. 17.1 Feedback (17.1UAT): This board is meant as the sole location for TSF and TPA to report 

testing feedback to the project. It is the domain of the TSF. This Jira project will be the primary 

tool used during feedback calls. Although many people may help in acceptance testing, only a 

limited amount of people will receive editing rights to this Jira Project, which is to be agreed in 

the test plan. Test feedback has to be routed to one of these TSF roles to manage the feedback 

registration process. On the Hyve side, the Business Analyst will have editing rights to assist in 

this process. In addition, the following roles will receive viewing rights: 

○ All TSC members 

○ Project Manager 
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6.5 Release Management 

In this project TSF is responsible for the release management of 17.1. However, it must be clear for The 

Hyve how release management will take place in order to match their project infrastructure (e.g. 

repositories) and their delivery to that plan. Therefore, the release management plan must be ready 

before the preparations to the build stage start (which will take place during the design phase).  

During the creation of this release management plan, technical staff of TSF and The Hyve must work 

towards an agreement about the development plan (eg who works in what repos, when do merges 

occur etc.). TSF provides a Release Manager who is accountable for this process from the TSF side. 

The Hyve can contribute to this release management plan to achieve that the project infrastructure 

facilitates requirements from the Release Management Plan.  

 

Related to release management is the subject of portability. TSF must arrange separately from this 

project how existing functionality (e.g. SmartR) is to be adapted to new 17.1 APIs etc. This is an 

argument in favor of leaving existing APIs intact while the new ones are developed, as it may not be 

possible to upgrade external plugins in parallel with 17.1. 

 

6.6 Project Infrastructure 

The Hyve will set up Development (D), Test (T) and Acceptance (A) environments for the project. The 

Production (P) aspect is taken care of by TSF in the release management plan. All three environments 

will be identical to one another, except each has a different purpose within the project. The 

environments will contain a set of representative data to be used for testing, delivered by the TSF. 

● The Development Environment: For developers to use to develop and test (unit, integration) the 

new solution 

● The Test Environment: A web-based accessible environment for The Hyve testers to use to 

verify the solution (via system tests) before it is delivered to the acceptance environment 

● The Acceptance Environment: A web-based accessible environment for TSF and TPA testers 

to use to verify of the solution meets the agreed acceptance criteria.  
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6.7 Document Management 

The process of creating and completing document deliverables will be facilitated by the Google Drive of 

The Hyve. A document structure will be set up and maintained by the Project Manager to reflect the 

project phases. The structure will be managed by the Project Manager. Access will be granted to 

members of the project team and the Customer Representative. 

The deliverables for each phase will go through a simple process: 

1. Documents ready to be reviewed are placed in a meeting folder + date. Comments on the 

document will be logged within this document. This document will remain in the folder for 

comment traceability 

2. Documents that have been reviewed are copied to a new folder where comments are 

processed and a new version is created. 

3. Steps 1 & 2 are repeated until a document is completed. It will be placed in a dedicated place 

on the Drive for all to access. 

The document names will reflect the project phase and the current status of the document. 

 

[Phase Abbreviation] - [Name of document] - [Status] - [Version],  

For example: PRE - Project Plan - In Progress - V0.4 

 

● Phases/steps: Preparation (PRE), Requirement Refinement (REQ), Design (DES), Build (BUI), 

Test (TES), Acceptance (ACC), Closure (CLO) 

● Status: In Progress, Ready to Review, Ready to Approve, Approved 
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7 Project Organization 

TSF

Project Team

tranSMART 17.1 Project 
Management Committee (PMC)

All members of the TSC
Tom Morris (Curoverse)

Christophe Trefois (ITTM)
Others to be approved by the TSF

tranSMART Pro Technical Steering Committee 
(TSC)

Samantha Lipsky (Abbvie)
Jay Bergeron (Pfizer)

Thomas Thies (Roche)
Heike Schürmann (Sanofi)

Yike Guo (TSF)

Customer Representative
Yike Guo

tranSMART PRO Governing Committee (GC)
Sherry Cao (Abbvie)
Jay Bergeron (Pfizer)
Tom Quaiser (Roche)

Christophe Gibault (Sanofi)
Keith Elliston (TSF)

Technical Oversight

Project Manager
Erik van Eeuwijk

System Architect
Gijs Kant

Base Team Members
Ruslan Forostianov

Jan Kanis
Piotr Zakrzewski
Olaf Meuwese

Ewelina Grudzién

Business Analyst
Ward Weistra

Supplier Contract Manager
Harry van Haaften

Legal & 
Finance

Management &
Assignment

Tester(s)
Barteld Klasens

The Hyve Advisory Group

Customer Contract 
Manager

Steve Johnson 

End User 
Technical 

Advisory Board
(EUTAB)

Governance

Release Manager
TBD

Content

 
Contact details can be found in the project Contact List 

  

https://docs.google.com/spreadsheets/d/1nK5vT5RX4s24HBQ0GCFoLgNv8YeNbT5btv9xKL-AA8c/edit#gid=0
https://docs.google.com/spreadsheets/d/1nK5vT5RX4s24HBQ0GCFoLgNv8YeNbT5btv9xKL-AA8c/edit#gid=0
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7.1 Roles and Responsibilities 

 

Roles and committees around the project team 

Role Responsibilities Role filled by 

Customer 
Contract 
Manager 

-Contact person from TSF for The Hyve in 
regards all contract and financial matters 

Steve Johnson 

End User 
Technical 
Advisory Board 
(EUTAB) 

-Present the TSC with the perspective of the 
End Users in regards to the project end result 

Determined by the TSC, may 
include for example members of 
eTRIKS, TraIT, or other 
Foundation members 

tranSMART 
PRO 
Governing 
Committee 
(GC) 

-Voting on all decisions or matters coming 
before the Governing Committee. 
-Ratifying technical or content based decisions 
made by the TSC 
-Is required to reconcile in cases where the 
TSC cannot 
-Received of project change requests and 
escalations 

-Sherry Cao (Abbvie) 
-Jay Bergeron (Pfizer) 
-Tom Quaiser (roche) 
-Christophe Gibault (Sanofi) 
-Keith Elliston (TSF) 

tranSMART 
Pro Technical 
Steering 
Committee 
(TSC) 

-Providing the project/the customer 
representative with technical oversight and 
coordination 
-Coordinate technical community engagement 
with the End User Technical Advisory Board.  
-Reviewing, amending and approving technical 
or content based project deliverables 

-Samantha Lipsky (Abbvie) 
-Jay Bergeron (Pfizer) 
-Thomas Thies (Roche) 
-Heike Schürmann (Sanofi) 
-Yike Guo (TSF) 

tranSMART 
17.1 Project 
Management  
Committee 
(PMC) 

-Management of the tranSMART 17.1 Release 
activities, which will run in parallel with the 
activities of the current project. 
-Coordinate community resources (including 
TPA sponsored and community sponsored) 
contributing to the tranSMART 17.1 release 
-Does not have voting rights concerning project 
matters brought before the TSC. 

-The tranSMART-PRO TSC 
-Tom Morris (Curoverse) 
-Christophe Trefois (ITTM) 
-Others to be approved by the 
TSF 

Customer 
Representative 

-Primary contact person of TSF for this project.  
-Responsible for the project on the TSF side. 
-Accountable for defining the assignment of 
TSF for The Hyve. Sole role who 
communicates project assignments to The 
Hyve.  
-Communications with all TSF stakeholders. 
Correlating conversations within TSF into one 
voice towards The Hyve. 
-Has the mandate to make technical project 
decisions on behalf of TSF and its 
stakeholders. 

Yike Guo 
Backup: Rudy Potenzone 

Test & Release 
Manager 

-Responsible for the release management of 
the 17.1 software deliverables 
-Contact person of TSF for designing the 
development process 

TBD 
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Roles and boards within the project team  

Role Responsibilities Role filled by 

Supplier 
Contract 
Manager 

-Contact person from The Hyve for TSF in regards all 
contract and financial matters 
-Responsible for creating, sending and processing 
invoices 

Harry van Haaften 

Project 
Manager 

-Primary project contact person for TSF. 
-Responsible for the project on the Hyve side. 
Coordinating all The Hyve project activities 
-Managing and monitoring the overall progress of the 
project 
-Creating and delivering project reports for TSF 
-Facilitates the team, enabling required conditions 
-Addressing and solving impediments 

Erik van Eeuwijk 
 

Business 
Analyst 

-Content link between the customer and the project team  
-Responsible for analysing the business and/or use cases 
of the customer and translating this into workable input for 
the team.  
-Represents the Customer in the Project Team 
-Deciding on priorities for developments absence of the 
Customer Representative 
-Maintaining the Project Backlog 
-Supporting during the requirements refinement and 
design phases to match the solution to business needs 

Ward Weistra 

System 
Architect 

-Responsible for designing the solution together with the 
team 
-Designs the infrastructure of the solution 
-Collaborating in the release management plan with TSF 
-Assists Business Analyst with maintaining the backlog 

Gijs Kant 

Base 
Team 
Member 

-Responsible for developing solution components 
-Creates unit tests and system tests 
-Creates code documentation 
-Contributes to solution designs and system 
documentation 

Ruslan Forostianov 
Jan Kanis 
Piotr Zakrzewski 
Olaf Meuwese 

Tester -Responsible for creating a test plan for the project 
-Creates test scripts and scenarios for functional testing 
-Executes test scenario’s and other test activities to verify 
newly developed solution components before they are 
delivered to TSF 

TBD 

The Hyve 
Advisory 
Group 

-Group of tranSMART experienced The Hyve employees 
who will periodically provide a fresh set of eyes on recent 
developments to the project team. 

A dynamic group 
consisting of employees 
working in other the 
Hyve tranSMART 
projects  
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8 Communication Plan 

Principles of project communication: 

● Communications are of two types: project meetings and public communications. 

● Public communication will be conducted via the tranSMART wiki and at public events such as 

monthly Community Calls and the tranSMART Foundation Annual Meeting. 

● Project meetings are of the following categories: 

○ Project kickoff meeting 

○ Project governance, including legal and finance. Meetings are planned when required. 

○ Project management (PM), for example deliverable reviews and approvals 

○ Content creation, for example requirements refinement or design definition 

○ Status updates to Governing Committee, planned as required. 

● Project meetings have a single, well-defined purpose and outcome (information sharing, 

requirements refinement, deliverable review, approval decision). 

● Recurring meetings are held on a consistent schedule. 

● Attendees are required to notify if not able to attend, and to send a delegate if possible. 

● The project plan will provide adequate time for preparation before and between meetings 

(deliverable reviews etc.) 

 

The Project Approach section of this document shows the schedule of project meetings in the Project 

Management and Content Creation categories. 

Meeting minutes for PM meetings will be available to the Foundation and Alliance members and The 

Hyve via the tranSMART Pro Google group, but not to the public. Each monthly Community Call will 

have a brief project update as well for the duration of the project, at the discretion of the TSF. More 

detailed project presentations will be part of the agenda for the 2016 tranSMART Foundation Annual 

Meeting. 

 

Project Meeting Schedule  

Phase Meeting Goal Attending Roles Date & Time 

Planning 

Kick-Off To create common 
understanding of the 
Project Status and 
what is expected of all 
involved 

-Customer 
Representative 
-Project Manager 
-All available TSC 
members 
-All available GC 
members 

Week 25, Tuesday 
June 21st 

Project Plan: 
Feedback Discussion 

To discuss the project 
plan and the TSC 
feedback 

-Customer 
Representative 
-Project Manager 
-All available TSC 
members 

Week 26, Monday 
June 27th 

TSC approval To approve the 
improved Project Plan 

-Customer 
Representative 
-All available TSC 
members 

Week 27, Thursday 
June 30th 

GC ratification meeting To ratify the approval 
of the TSC 

-Customer 
Representative 
-All available GC 
members 

Week 27, Friday 
July 1st 

Weekly PM Meeting To update on project 
progress and 
impediments 

-Customer 
Representative 
-Project Manager 

Every Monday  

https://groups.google.com/a/transmartfoundation.org/forum/#!forum/transmart-pro
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Requirements 
Refinement 

Requirements V2  
Workshop 1  

To agree on the 
requirement set & 
criteria between the 
Hyve and TSF 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 

Week 27, Tuesday 
July 5th 

Requirements V2  
Workshop 2 

 
 

Week 27, Thursday 
July 7th 

Requirements V3  
Workshop 1  

To agree on the 
requirement set & 
criteria with the TSC 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Week 28, Tuesday 
July 12th 

Requirements V3 
Workshop 2 

 
 

Week 28, Thursday 
July 14th 

Requirements V3  
Workshop 3  

 
 

Week 29, Tuesday 
July 19th 

Requirements V3  
Workshop 4 

 
 

Week 29, Thursday 
July 21st 

TSC approval Meeting To approve the 
improved Project Plan 

-Customer 
Representative 
-All available TSC 
members 

Week 29, Thursday 
July 21st 

GC ratification meeting To ratify the approval 
of the TSC 

-Customer 
Representative 
-All available GC 
members 

Week 29, Friday 
July 22nd 

Weekly PM Meeting To update on project 
progress and 
impediments 

-Customer 
Representative 
-Project Manager 

Every Monday 

Design 

Design  
Workshop 1 

To agree on the 
designs for all 3 
modules with the TSC 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Week 32, Tuesday 
August 9th 

Design  
Workshop 2 

 
 

Week 32, Thursday 
August 11th 

Design  
Workshop 3 

 
 

Week 33, Tuesday 
August 16th 

Design  
Workshop 4 

 
 

Week 33, Thursday 
August 18th 

Design  
Workshop 5 

 
 

Week 34, Tuesday 
August 23th 

Design  
Workshop 6 

 
 

Week 34, Thursday 
August 25th 
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TSC approval Meeting To approve the 
designs 

-Customer 
Representative 
-All available TSC 
members 

Week 34, Thursday 
August 25th 

GC ratification meeting To ratify the approval 
of the TSC 

-Customer 
Representative 
-All available GC 
members 

Week 34, Friday 
August 26th 

Weekly PM Meeting To update on project 
progress and 
impediments 

-Customer 
Representative 
-Project Manager 

Every Monday 

Build 

Demo of MVP Module 
B 

To demonstrate the 
finished functionality to 
TSF and the TSC 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Week 41, Thursday 
October 13th 

Demo of MVP Module 
A 

 
 

Week 46, Thursday 
November 17th 

Demo of Module C + 
the total solution 

 
 

Week 50, Thursday 
December 15th 

Weekly TSC Meeting To update on project 
progress and discuss 
new insights 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Every Thursday 

Weekly PM Meeting To update on project 
progress and 
impediments 

-Customer 
Representative 
-Project Manager 

Every Monday 

Accept 

Feedback Call Module 
B 

-To clarify and process 
feedback on the tested 
solution 
-To discuss 
categorization of 
feedback (non-
conformity or 
improvement) based 
on acceptance criteria 
-Can overlap with the 
weekly Build TSC 
meetings 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Week 43, Thursday 
October 27th 

Feedback Call Module 
A 

 
 

Week 49, Thursday 
December 8th 

Total Solution - 
feedback call week 1 

 
 

Week 1, Thursday 
January 5th 

Total Solution - 
feedback call week 2 

 
 

Week 2, Thursday 
January 12th 

Total Solution - 
feedback call week 3 

 
 

Week 3, Thursday 
January 19th 

Total Solution - 
feedback call week 4 

 
 

Week 4, Thursday 
January 26th 
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Weekly PM Meeting To update on project 
progress and 
impediments 

-Customer 
Representative 
-Project Manager 

Every Monday 

Closure 

Formal Handover & 
Decharge 

To formally check of 
and hand over all 
deliverables and to 
close the project 

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Week 5, Tuesday 
January 31st 

Project Evaluation To learn from this 
project experience for 
future projects.  

-Customer 
Representative 
-Project Manager 
-Business Analyst 
-Architect 
-All available TSC 
members 

Week 5, Thursday 
February 2nd 

Weekly PM Meeting To update on project 
progress and 
impediments 

-Customer 
Representative 
-Project Manager 

Week 5, Monday 
January 30th 

For the workshops and TSC meetings we propose tuesdays and thursdays but these can be other days 

if that better matches everyone’s planning, as long as they are the same days throughout the project. 

 

This schedule is available as a separate document which will be kept up to date if changes occur. 

 

  

https://docs.google.com/spreadsheets/d/11EYJj3ma1oyfF5cMH9g4asu_GHgWbGhjhzs-ncdJqxA/edit#gid=0
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Project Meetings Time Window  

Due to the diverse geographical location of project role fillers, the effective time window for most of the 

above meetings is limited, based on time zone difference and Daylight Saving Time (DTS) differences: 

 

DTS dates (clock is set back to standard time on these days) 

● Europe: Sunday, October 30th. Going from CEST to CET. 

● United States: Sunday, November 6th. Going from EDT to EST. 

 

Effective meeting time windows are: 

● Until Week 43, Sunday, October 30th 

○ Between 15:00 and 18:00 CEST (UTC +2h), which is 

○ Between 9:00 and 12:00 EDT (UTC -4h) 

● During Week 44 (Monday, October 31st and Sunday, November 6th) 

○ Between 15:00 and 18:00 CET (UTC +1h), which is 

○ Between 10:00 and 13:00 EDT (UTC -4h) 

● From Week 45, Monday, November 7th 

○ Between 15:00 and 18:00 CET (UTC +1h), which is 

○ Between 9:00 and 12:00 EST (UTC -5h) 

 

9 Procedures 

9.1 Change Procedure 

When changes to the scope of the project can not be realized within the boundaries of the project itself 

(because it does not fit the existing planning, or it is not possible to prioritize it over other functionality) a 

change request should be started by the Customer Representative or the Project Manager per the 

Software Development Agreement. 

 

A Change Procedure is initiated by describing the request and sending it to the TSC. The change 

request will be entered and tracked via Jira. The entry will describe:  

● The background of the change 

● The goal of the change 

● The results and consequences (impact) of the change 

The TSC must decide if the change will be accepted, or that it has to be amended before it can be 

accepted (summarized by an “OK”, “Not OK”, or “OK if…” statement). If required, the TSC should inform 

the GC to discuss the change and come to a decision. 

 

9.2 Escalation Procedure 

When things go off of plan in such a way that the TSC is not able to correct the situation on their own, 

an escalation procedure should be started either by the Customer Representative or the Project 

Manager to inform the TSF and ask for advice. This process can be initiated in a unilateral manner. 

 

An Escalation Procedure is initiated by describing the request  and sending it to the TSF and the Hyve’s 

CEO and Contract Manager. The change request will be entered and tracked via Jira. The entry will 

describe:  

● The background of the escalation 

● The goal of the escalation 

● One or more scenarios to solve the escalated situation 

● The results and consequences (impact) of each scenario 

The TSF and the Hyve must make a decision how to deal with the Escalation in order to advance the 
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project. If required, they should set up a meeting to discuss the Escalation and 

come to a decision. If a resolution cannot be found in a timely manner  then a dispute should be 

registered, and addressed following the Dispute Resolution clause of the Software Development 

Agreement. 

 

10 Project Risks 

This chapter aims to address main project risks and define strategies to manage these risks should they 

lead to an incident. In determining these strategies, it was assumed that changing Scope or Price were 

not appropriate risk strategies for this project. 

Note that changing the project as a result of implementing a risk strategy would first have to pass the 

Governing Committee as part of a change procedure before being approved by the TSF. 

 

 

Hazard / Opportunity Chance Impact Proposed strategy 

Developments part of 

this project might break 

backwards compatibility 

of existing tranSMART 

features 

High High 
- The Hyve has incorporated backwards 

compatibility as a requirement in TMPREQ-34 

- The Hyve will describe the impact of 

suggested implementations in the designs as 

part of every design document, to facilitate 

design decisions. 

Decision making 

process takes more 

time than planned, 

postponing the build 

start date beyond week 

35, which is a risk for 

completion of modules 

A and B within 2016.  

Med High 
-Accept the Designs for Module B within the 

deadline as an emergency maneuver, so 

building can commence on that module in week 

35. The Design Phase can continue in parallel 

up until week 38. Additional human resources 

are required in this scenario at both sides to run 

both build a design activities in parallel. 

-If insufficient, use time from the buffer weeks 

in 2016 to accommodate for the time lost. 

Scope needs change 

over the time of the 

project 

Med Med 
Change request and schedule adjustment 

Individual sponsors 

have conflicting views 

regarding requirements, 

design, and/or 

acceptance 

Low High 
Governing Committee will  reconcile in cases 

where the TSC cannot, via a change 

procedure.  If the GC cannot reconcile the 

issue, it will be referred to TSF management for 

a solution. 

TPA members do not 

provide adequate or 

Med High 
A “decision by default” principle is 

implemented: project decisions are made in 
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timely resources to 

keep the project on 

schedule. 

favor of continuation to the next project phase 

by default, unless there is timely argumentation 

to amend the related deliverables. 

Provision of 

tranSMART related 

expertise 

Low High 
-Four of the Five development team members 

have expansive tranSMART experience 

-The team invests in increasing their 

tranSMART knowledge in preparation for this 

project  

Required development 

time to finish modules A 

and B within 2016 

exceeds the planning 

and budget 

Low Med 
-Two buffer weeks are included in the planning 

to help manage this risk.   

-If the above is insufficient, work on module C 

is postponed into 2017, delaying the duration of 

the project. This scenario requires additional 

human resources from both sides.  

The Hyve Project 

Manager is 

unexpectedly 

unavailable 

Low Med 
The Contract Manager from The Hyve will 

provide the project with a replacement based 

on what the situation requires.  

TSF Customer 

Representative is 

unexpectedly 

unavailable 

Low Med 
The CR is unavailable due to holidays in weeks 

30, 32, and 33 and will designate a 

replacement appropriate to the activities at 

those times. 
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11 Appendix I: TranSMART Core 

The concept of the TranSMART Core is taken from the work of a.o. the Architecture Working Group of 

the tranSMART Foundation. To cite from the TranSMART 2.0 Recommendation whitepaper that was 

created following an Architecture workshop in January 2015, hosted at The Hyve in Utrecht, the 

following goals were identified for the major next version of tranSMART: 

 

“For the development of tranSMART 2.0 we have the following main goals. This list is not exhaustive 

but lists the most important ones. 

● Make it easier to for new developers and less tedious for current developers to add features 

and contribute to tranSMART 

● Improve the maintainability of the code base 

● Make tranSMART more suitable as a component in larger IT landscapes 

● Standardize the way of working in the open source community 

● Replace the current user interface with a modern web client to enhance the user experience, 

adding interactive visualization capabilities 

● Add a scalable backend for storage and distributed analysis for high volume data, e.g. from 

next generation sequencing, but also for streaming data 

● Make the statistical analyses and visualizations (‘Advanced Workflows’) more transparent and 

adaptable, using widely accepted languages such as R, and leveraging a standard API 

● Improve testability and robustness” 

 

In the whitepaper, it is also already specified on a fairly detailed level which components should make 

up the tranSMART 2.0 Core. Again, citing from the whitepaper: 

 

“TranSMART 2.0 Core 

The tranSMART core should be a minimal package that provides enough functionality for developers to 

create and deploy plugins. It is to be used if a user just needs a bare installation on which to put some 

custom plugins. It will contain the following modules: 

● transmart-data (various): Utilities for management of database schema and installation 

● transmart-core-db (Grails plugin): base implementation of the API on top of PostgreSQL or 

Oracle 

● transmart-core-api (Java/Groovy API library): internal backend API for data retrieval 

● transmart-rest-api (Grails plugin): RESTful endpoint exposing clinical and high-dimensional data 

● transmart-server (Grails app): application container for the RESTful endpoint” 

 

After the workshop, many elements of the whitepaper have already materialized into projects, such as 

the transmart-base-ui. However, to date, the tranSMART core as such has not been packaged and 

built. In this project, we propose to implement the required functionality for the 17.1 project, while taking 

the opportunity to realize elements of the tranSMART Core that directly support this functionality. 

 

This is a very important step for the tranSMART development community as a whole, that should put an 

end to the large amounts of back- and forth-porting between the various branches of tranSMART that to 

date still is reality, as our development team can attest.  



 

Version: 1.2 October 7th, 2016 33 

12 Appendix II: Example of a Requirement with SMART 

Acceptance Criteria 

In creating the definitive list of requirements and acceptance criteria, we will use the following format. 

Meanwhile, the acceptance criteria must be SMART:  

● S - Specific: The requirement must be specific in that it is free of ambiguity and 

misinterpretation, so that any party can understand what it means.  

● M - Measurable: The requirement must be worded in a way that can measured objectively so 

that any party can determine whether the requirement has been met or not.  

● A - Achievable/Acceptable: The requirement must be worded in a way that is deemed  

achievable or acceptable to both the TSF and The Hyve (can we do this within the project?). 

● R - Relevant: The requirements should be deemed worthwhile by both the TSF and the Hyve. 

● T - Time-Bound: It should be clear when the requirement should be met.  

 

Explanatory fictional example of complementing a requirement with SMART acceptance criteria 

Level Fictional Example Is it SMART? 

Requirement 
/ User Story 

The application has to be 
user friendly 

On this level, the requirement is not yet SMART, as 
a multitude of different interpretations are possible 
of what consists “user friendliness”. It fails on all 5 
aspects of SMART. 

Description Future users of the 
tranSMART platform must be 
able to interact with the 
platform to enact their use-
cases in a way that is easy to 
get into. 

A little bit better, but a lot of questions remain: who 
are these users, what interactions and use-cases 
are we talking about, and what is “easy to get into”? 

Acceptance 
Criteria 

-Involves the following users:  
“A”, “B” and “C” 
-Involves the following 
system area’s in particular: 
“1”, “2”, and “3” 
-The application must 
conform to the following best 
practices for coding: “D” & “E” 
-The coding conventions 
must be consistent 
throughout the application 
-The application must be well 
documented in system and 
code documentation that 
allows future users to learn 
the application efficiently’’ 
-The learning curve for the 
applications should not take 
longer than ... of effective 
hour’s;  
-These criteria must be met 
at point X in the project. 

These criteria define what it means exactly for the 
solution to be “user friendly” within the project. They 
add specificity, measurable operationalizations and 
indicators for timeliness that can be reviewed by 
both parties whether they are achievable and 
relevant. This is the level required to be usable 
input for development, testing and acceptance 
activities. 
 
Some of these example criteria might even not be 
specific enough. For example: when is the 
application “well documented”? That might transfer 
to a separate requirement linking to this one.  
 
Once the solution meets these criteria, the 
requirement must be accepted as met.  
 
Note that under these criteria, the feedback “one of 
my users thinks the solution is not user friendly” is 
not a valid non-conformity, as “no users can have 
the opinion that the system is not user friendly” is 
not an acceptance criterion. And if it was, it would 
likely not be an achievable (smArt) criterion.  
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13 Appendix III: Guidelines For User Feedback 

Jira updated by Description 

Testers Successful diagnosing and fixing bugs requires accurate, comprehensive and 

reproducible data. Make sure to include at least these elements: 

• What did you do? Include the steps you took to arrive at your error condition. This 

information should be complete enough so that the person handling the bug can 

reproduce the problem. This means that, for instance, input files may need to be 

included as well. If this is a web application, provide also its URL. 

• What did you get? Describe the result you obtained after executing the actions 

mentioned in the last point. Include all the relevant information you can. This can 

include full logs, error messages, screenshots, database state and so on. 

• What did you expect? How do the results that you got differ from those that you 

expected? If it's not immediately clear that the results you expect are the correct 

results, provide an explanation for why you think it is the case. 

 

Jira updated by Description 

Development team Successful diagnosing of fixed bugs requires accurate, comprehensive and 

reproducible data. Make sure to include at least these elements: 

• Evaluation: verify cause, verify whether other parts of the software has the 

same problem that needs solving too. 

• What did you do? Explain what you did to solve the error. Were you able to 

solve it? If not, why not and is there a work around? 

• What did you get? Explain what you got during testing the solution. Making 

sure you “know” that it should work. 

The result of the test (good or bad) will be indicated shortly in a comment for the appropriate issue in 

JIRA. Any needed actions are created as new issues/incidents. 

 


