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Project Plan


Project Proposal

Desired Functionality
To enrich the functionality and power of the Zune music player, an intelligent remote control device is required to be developed. Zune already has a remote control device which helps the user to access play lists and control menu navigation and volume. But the play list and navigation is possible only when the Zune player is either attached to a TV, or a standalone docking station.
This new wireless, intelligent memory based remote control device, will have a memory of its own which will be hosting data and executing key commands managed through inbuilt remote applications. The remote will have a new design, look and feel. There will be a touch screen on top of the remote along with key features such as, fast forward, skip, play, stop, pause, plus (for volume increase), minus (for volume decrease) and mute likewise. The screen will have the ability to display the list of songs, videos or photos in the current play list or folder on the Zune player. The user can then select the desired song, video or photo to play or display on the player or any external display and/or audio device connected to the Zune player, such as TVs or music systems.
The remote will also be able to display the full menu screen of the video that has been selected for current play. This menu will always be available on the screen of the remote till the time the selected video is under play. This makes it easier for the user to jump directly to a desired scene or feature set instead of having to pause the current video play and then going through the complete menu launch cycle.

Further more, if the user has wireless internet connection at home then a specific part of the screen on this new remote will display web marketing Ads as sponsored by various companies. If the user likes the Ad or is interested in knowing more about the ad, the user can freeze the Ad on the remotes screen by a single tap. Further, the user could plug the remote directly to his or her computer via a USB connection cable and which will take the user directly to that displayed Ad Company’s website.
Such capabilities of this new Zune remote will empower it to function like a light weight mini computer in the user’s hands. The idea is to develop a new remote device for the Microsoft Zune music player. 
Project Outcomes

A new hand held computer based remote for running Zune. The device will work without the need for being attached to a TV or docking station, audio, video or photos and will become a prototype for future remote controls. This device will be recognized by Microsoft as an essential tool for Zune. The device will also provide a new medium of advertising for the web based marketers and will have a high degree of visibility and advertising value. Any advertising company will sponsor a major part of the development cost in return for exclusive advertising rights for the first two years.

Potential Device Software
1. Software will be of high quality system, having no chance of developing defects.
2. A well defined development process will be defined and known to all parties involved.
3. Software will be built after conducting a market research and will feature the functions that the employees want.
4. The application will make the remote so useful bringing Microsoft’s position in the MP3 player market to a very strong ground.

5. The software will be properly configured and installed on every handset and will require no maintenance.
6. The software will have an inbuilt training program for first time users and will make them familiar with usability features in a step-by-step manner.
Potential Device Hardware

1. New remote device Printed Circuit Board (PCB).

2. Touch sensitive LCD Screen.

3. Fiber plastic device body.

4. Memory chip.
5. In-slot external memory card adapter.
Advantages and Disadvantages

A few notable advantages and disadvantages that can be expected from this projects execution as discussed below.

Advantages

1. The new Zune remote device will be the first of its kind in the world.

2. Microsoft will have a stronger market positioning and a potential market share capture compared to its competitors.

3. Ease of use and adaptability by users.

4. Remote memory will not just be dependent on a fixed memory chip (which by default will be 1GB) but will also allow the user to extend the memory capacity by means of a SD memory card or likewise.

Disadvantages

1. Cost of hardware manufacturing could go up as a result of increase in hardware component prices around the world.

2. For the user to be able to view web marketing Ads on the remote device, a wireless internet connection will be required.

3. Prices for external memory media cards could go up around the world.
Technology Roadmap

The technology Roadmap for developing this specialized remote control for the Microsoft Zune music player will be as discussed in the sections below.

Step One

The first step will be to define the broad scope and boundaries of this technological development project. The project sponsor, i.e. Microsoft, will identify the "need", which will be a enhanced remote control for Zune players in this case, and will define how the proposed product plans to resolve the need or problem in hand. This step will also identify the team for the proposed project, along with the leader who will be heading or leading the project. Thus, this step will basically be concerned with setting up essential requirements of the project with respect to problem identification, proposed solution, scope and boundaries and selection of project team.

Step Two

The second step in the technology roadmap will go a step ahead in terms of identifying and finalizing the intricate details about the proposed product, i.e. a remote control player. This step will be concerned with finalizing and reaching a consensus on the essential product features, critical system requirements, evaluation of alternative technologies to develop the product features and to meet the system requirement targets, time frame for developing the product and finally, summarizing the findings in terms of a technology development report.

The final report or outcome of this step will be a detailed document containing comprehensive description about the product to be developed, its features, critical system requirements, underlying technologies, proposed time frame and other essential details. Thus, for our proposed remote control, this report will outline all the key features which will be included in the remote control, the technologies which will be used to support all the features, the methods which will be used to develop the individual components or features and finally, the time frame within which this product will be launched. This report will also highlight the critical requirements of the product, such as terms of usability, cost, and reliability. For example, one of the requirements will be development of an error or bug free remote control with no hassles in terms of software or hardware errors.

Step Three

This final step will involve validating and finalizing the roadmap report and acceptance of the report by the development team.

Project Path

The project will move from the current state to the future state using a combination of approaches. It is necessary to adopt a combination of approaches because Microsoft is facing intense competition in this arena from strong players such as Apple and Sony, and need to offer in such a manner that it not only surpasses other competing offerings in terms of quality and features but is also free from any critical operational issues. Further, Microsoft also needs to keep a close eye on cost related issues.

Since Microsoft has operations in multiple nations around the world, it can take significant advantage of its global teams located in offshore locations like India, to develop this product at a relatively quicker pace and at lower research and development related costs. Therefore, Microsoft will use a combination of developing in-house competencies, partnering and outsourcing to develop the remote control. This is based on the following rationale.

The decision to develop major software components is based on the fact that Microsoft has one of the best talent pools of software professionals and engineers, which can be utilized to develop this product in-house only. This will also enable the company to maintain the secrecy of the project and develop the technology as a proprietary product. The resources in front of the company are large enough to support the development project. Further, the decision to partner other organizations arises because Microsoft does not possess significant expertise in all the related components of the product, such as those related to hardware used in the product, like semiconductors and chips. Microsoft can partner with other leading hardware manufacturers to develop the hardware components or other parts which cannot be developed in-house. This will not only enable Microsoft to seek the expertise of these companies in their respective arenas, but will also expedite the development as multiple components can be developed simultaneously. However, coordination, confidentiality and efficiency will remain critical success factors in this regard.
Finally, the decision to outsource some of the aspects of the development at various offshore locations of Microsoft, such as India will be done to lower the research and development costs associated with the project. This is necessary to offer the new product at lower costs, so that competition is not able to match the product with their own offerings.
Human Resources
Microsoft will need to set up a project team which will handle all aspects of this new product development project.

Project Manager

The project will be headed by an experienced project manager, who possesses demonstrated experience and expertise in handling such large size and critical projects. The project manager will be chosen from existing employees of the company and will be the one who has been previously involved with successful projects within the company. The project manager will be expected to possess strong project management, leadership, communication, and coordination skills and should have strong expertise in terms of managing the project as per prescribed benchmarks regarding quality, cost and schedule. Further, since the project will involve working with partner companies and offshore teams, the project manager should display cross cultural skills as well as ability to handle resources at distant locations. He or she should also be an excellent team player. Finally, he or she should also have strong domain knowledge about the underlying technology and the product being developed.

Software Engineers

The project manager will be assisted by a team of software programmers who will be involved during the analysis, development and testing phase of the software components of the remote control. These programmers will be hired from various departments within Microsoft and will possess strong experience and skills in application software and embedded programming. Further, these programmers will also need to possess strong communication and team skills as they will be working with other people within the project team as well as with employees from partner organizations.

Project Coordinator
The project team will also hire a coordinator who will coordinate the communication between the project team with employees from other partner organizations as well as the offshore teams. The coordinator will ensure that the communication process between these distant teams is going smoothly and information flow is accurate and reliable. The coordinator will be required to display strong communication and coordination skills to manage the different set of teams. The coordinator will also assist the project manager in his day to day work as well as ensure that all the teams, be it the internal project team as well as teams from partner organizations, are being provided with adequate resources and information. The coordinator will also assist the project manager in terms of managing the finances, other resources as well as also handling communications with project sponsors or management. In other words, the coordinator will act like an executive assistant for the project manager.

Quality Manager

The team will also possess a quality manager to ensure high quality standards within the project, not only in terms of processes within the project but also in terms of end results as well. The quality manager will possess strong knowledge of quality tools and processes and will be hired from the in-house quality department of Microsoft.

Hardware Consultants
Since Microsoft does not possess in-house expertise in terms of hardware components of the device and will be partnering with external organizations to develop the hardware component, it will be prudent for the company to hire an external consultant possessing strong hardware knowledge for this project. The consultant will work closely with partner organizations as well as the in-house software team and ensure that there are no interoperability issues between the two components being developed at different locations.

Project Analysts

The project team will also have a team of two analysts who will oversee the commercial aspects of the product, in terms of researching current market trends, consumer tastes and preferences, competitive offerings and changing consumer needs. This team will also be important during the testing phase among the end users.

Resource Budgeting
An estimated salary requirement of each of these personnel is as defined in the table below.

	#
	Resource
	Salary Range (USD)

	
	
	Low
	High

	1
	Project Manager
	$150,000
	$175,000

	2
	Project Coordinator
	$45,000
	$60,000

	3
	Software Engineers
	$75,000
	$90,000

	4
	Hardware Consultants
	$50,000
	$75,000

	5
	Quality Manager
	$50,000
	$100,000

	6
	Project Analyst
	$50,000
	$75,000


Except for the hardware consultants hired from outside, all other team members will be internal employees of Microsoft and the total cost will depend on the number of months these employees are being engaged on this project. The above mentioned are just estimated annual salaries of such professionals.
Rewards System
Apart from the salary and consulting fees being paid, as mentioned above, these team members will also be entitled to bonuses and incentives for completing the project successfully. Such bonuses and incentives will be important in terms of retaining the loyalty and enhancing the motivation levels of these members and ensuring that these team members work with full honesty and commitment to complete this project. On successful completion of the project and after the first Beta release, project team members will be compensated with Merit increases. The proposed reward is to give a bonus of 15% of the employee’s current base salary. “To be eligible for this merit increase, employees must have been employed for at least six continuous months and at least six months must have elapsed since the employee's last salary increase” (TUoT, 2007)
Risk Mitigation and Monitoring

Risk mitigation and monitoring is the responsibility of each member of the project team as well as of the organization as a whole. The development team will consistently be monitoring their progress and project status as to identify present and future risks as quickly and accurately as possible. With this said, the members who are not directly involved with the implementation of the product will also need to keep their eyes open for any possible risks that the development team did not spot. The responsibility of risk management falls on each member of the organization (McGraw Hill HE, 2007).
The tables below discuss the risk mitigation and monitoring plan for this project with regards to technical, people, business and cultural risks.
Technical Risks Assessment

	#
	Risks (Technical)
	Probability of Occurrence
	Severity of Impact

	1
	Poor product quality (Poor quality of final outcome)
	4
	High

	Mitigation Strategy

	Establishment of strict quality benchmarks and closer monitoring of product development by the quality manager.


	#
	Risks (Technical)
	Probability of Occurrence
	Severity of Impact

	2
	Lack of coordination with partner organizations/offshore teams leading to interoperability issues between hardware and software components
	4
	High

	Mitigation Strategy

	Project Team need to work closely with the vendor's team and ensure proper communication and coordination to avoid any communication gaps.


	#
	Risks (Technical)
	Probability of Occurrence
	Severity of Impact

	3
	New functionalities being added during the course of project due to changing consumer preferences, especially during the testing phase
	4
	High

	Mitigation Strategy

	As consumer tastes and preferences change rapidly, the team should be ready to implement additional functionalities or features in the device, as per the needs of the consumers by making provisions in advance for such unexpected changes. Such situations might arise during the testing phase with the end users, where the functionalities developed in the device might not be as per liking of the consumer. To avoid such situations, apart from making provisions in the plan to integrate new functionalities, extensive research and analysis about consumer preferences and need should be done in advance.


People Risks Assessment
	#
	Risks (People)
	Probability of Occurrence
	Severity of Impact

	1
	Lack of Cooperation/Commitment from Management
	3
	High

	Mitigation Strategy

	Project team should convince the management by explaining them the potential benefits and return on investment made on the project.


	#
	Risks (People)
	Probability of Occurrence
	Severity of Impact

	2
	Shortage of Skilled employees/team members for the project
	4
	High

	Mitigation Strategy

	Proper planning and formulation of hiring strategy in advance will avoid shortage of skilled employees, if any, required during the course of the project


Business Risks Assessment
	#
	Risks (Business)
	Probability of Occurrence
	Severity of Impact

	1
	Shortage of resources/Over budgeting
	4
	High

	Mitigation Strategy

	Proper planning, accurate forecasting and estimates and contingency plans will help in avoiding shortage of resources. Management also needs to be proactive and should be prepared to meet emergency resource requirements.


	#
	Risks (Business)
	Probability of Occurrence
	Severity of Impact

	2
	Delays in Completion of the Project
	4
	High

	Mitigation Strategy

	Proper planning and risk management in advance along with contingency plans will help in meeting deadlines.


	#
	Risks (Business)
	Probability of Occurrence
	Severity of Impact

	3
	Project might hamper current schedule, processes and ongoing work of Microsoft
	4
	Medium

	Mitigation Strategy

	The current processes, systems and work schedule will be disturbed due to ongoing product development and engagement of internal employees in the project, which can be avoided via strong leadership, proper communication, coordination and effective managerial skills by top management and senior managers.


	#
	Risks (Business)
	Probability of Occurrence
	Severity of Impact

	4
	Leakage of sensitive project information
	4
	High

	Mitigation Strategy

	The project team should be carefully selected and their loyalty and commitment should be secured via proper incentives and remuneration.


	#
	Risks (Business)
	Probability of Occurrence
	Severity of Impact

	5
	Introduction of similar product by competitors
	5
	High

	Mitigation Strategy

	The project team and the sponsor should monitor competitor's moves closely and should be ready to implement changes in terms of adding new functionalities, in the event if competitor also offers similar offering during the tenure of the project.


	#
	Risks (Business)
	Probability of Occurrence
	Severity of Impact

	6
	Patent related complaints from competitors
	4
	High

	Mitigation Strategy

	The competitors might sue the company for copying the product or patent infringement. Microsoft should obtain necessary patents in advance for this proposed technology or device.


Cultural Risks Assessment
	#
	Risks (Cultural)
	Probability of Occurrence
	Severity of Impact

	1
	Difficulties in coordinating with offshore team and partner organizations
	4
	High

	Mitigation Strategy

	Training to operate in cross cultural business environment should be provided in advance to project team to ensure that they work in close coordination with team members from offshore locations as well as representatives from partner organizations.
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