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DAEN 460 Spring 2026	
Capstone Project Management & Delivery Plan
Each capstone team must prepare a Mini Management Packet that demonstrates how the project will be planned, governed, executed, monitored, and communicated in a professional data engineering environment. This document must be written for a sponsor-level and technical leadership audience and should present your project as a production-ready engineering initiative, not a classroom exercise. This packet extends your Fall semester project charter and confirms your team's ability to manage scope, risk, quality, and delivery in addition to building the pipeline.

1. Project Overview (≈ 1 Page)
Purpose: Clearly define what you are building and why it matters.
Include:
· Project title and team members
· Official project name
· All team members with primary roles (and alternative/substitute roles, if applicable)
· Business problem statement
· Clearly describe the real-world problem your solution addresses
· Identify the business or operational pain being solved
· Data engineering objectives
· State measurable technical and operational goals (latency targets, data volume, reliability, freshness, etc.)
· Key stakeholders and users
· Sponsor(s)/Client
· System owner(s)
· End users / consumers
· High-level success criteria
· Define what constitutes successful delivery (functional, technical, and business criteria)

2. Scope Definition
Purpose: Establish clear boundaries for delivery.
Include:
· In-scope deliverables
· Data sources ingested
· Pipelines built
· Storage layers delivered
· Analytics, dashboards, or models produced
· Out-of-scope items
· Explicitly state what will not be delivered in this project
· Key assumptions
· Data availability
· Access approvals
· Stability of schemas and APIs
· Known constraints
· Timeline limits
· Tooling restrictions
· Compliance, privacy, or licensing limits

3. Architecture & Data Flow Summary
Purpose: Show how the system works end-to-end.
Include:
· High-level architecture diagram
· Ingestion → Storage → Processing → Serving → Consumption
· Data flow narrative
· Describe each major stage of data movement and transformation
· Identify batch vs. streaming components
· Tools and platforms
· Cloud services, databases, orchestration tools, transformation frameworks, visualization layers
· Design justifications
· Why these tools were selected
· Why this architecture fits the use case

4. Work Plan, Timeline & Gantt Chart
Purpose: Demonstrate disciplined project execution, ownership, and delivery accountability.
This section must include both narrative planning and a detailed Gantt chart.
4.1 Project Phases and Milestones
Define the major phases of your project, such as:
· Requirements & data discovery
· Architecture & environment setup
· Ingestion development
· Transformation & modeling
· Serving layer & analytics
· Testing & validation
· Final integration & demo preparation
For each phase, specify:
· Start and end dates
· Entry and exit criteria
· Key deliverables

4.2 Sprint / Iteration Plan
If using sprints or iterations:
· Identify each sprint (Sprint 1, Sprint 2, etc.)
· Objectives per sprint
· Major features or components delivered per sprint

4.3 Gantt Chart (Required)
Provide a formal Gantt chart that visualizes the full project schedule.
Your Gantt chart must include:
· All major tasks and subtasks
· Start and end dates for each task
· Task dependencies (where applicable)
· Major milestones clearly marked
Critically, the Gantt chart must explicitly show individual student responsibility.
For each task, indicate:
· Assigned student name
· Primary responsibility (e.g., ingestion, transformations, orchestration, QA, visualization, documentation)
Format:
· Table-based Gantt representation in the appendix, or
· Embedded figure exported from spreadsheet (Excel, MS Project, Lucid, or similar)

4.4 Responsibility & Ownership Matrix
In addition to the Gantt chart, include a short table mapping:
· Student name
· Primary technical ownership
· Secondary / backup responsibilities
· Key deliverables owned by that student
This section should clearly answer:
Who is building what, and who is accountable for delivery of each system component?

5. Risk & Mitigation Plan
Purpose: Proactively manage project threats.
Include:
· Top technical risks
· Data quality issues
· Schema instability
· Performance limitations
· Schedule and coordination risks
· Availability conflicts
· Integration bottlenecks
For each risk:
· Likelihood (Low / Medium / High)
· Impact (Low / Medium / High)
· Mitigation strategy
· Contingency plan if the risk materializes

6. Quality & Governance Plan
Purpose: Ensure reliability, compliance, and maintainability.
Include:
· Data quality checks
· Freshness checks
· Null / range validation
· Referential integrity
· Validation rules
· Business logic validation
· Schema enforcement
· Version control & release practices
· Branching strategy
· Pull request reviews
· Release tagging
· Documentation standards
· Required diagrams
· Runbooks
· Data dictionaries
· Security & compliance
· Access control
· Credential management
· Privacy or regulatory considerations

7. Communication Plan
Purpose: Maintain transparency with stakeholders.
Include:
· Update frequency
· Weekly, biweekly, or milestone-based updates
· Reporting formats
· Status decks
· Dashboards
· Demos or walkthroughs
· Escalation paths
· Who is notified for technical blockers
· How sponsor-level risks are communicated

8. Final Deliverables Checklist
Purpose: Confirm readiness for final submission.
Include:
Technical Deliverables
· Ingestion pipelines
· Transformation jobs
· Orchestration workflows
· Storage layers
· Dashboards / models / APIs
Documentation Deliverables
· Architecture diagrams
· Data flow documentation
· Codebook, runbooks, website, user (or analyst) guides
Demo/Prototype & Presentation Components
· Live or recorded pipeline execution
· Key dashboards or analytics views
· Architecture walkthrough
· Risk and quality summary

Format & Submission Requirements
· Length: 6–10 pages (excluding diagrams and appendices)
· Style: Professional formatting with numbered sections, headers, and captions
· Artifacts: Architecture diagrams and Gantt chart must be clearly labeled
· Submission: Single PDF document
