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19Frontloading of platform process needs to be elaborated further by RE-Process, T-Program, M-Program, Innovation, …

Masselink:
19
Shall we define a “pilot-Project” for our process, e.g. 85 Generation, S-Gold V3 ?
19
To be defined: Decision-Board, which decides about the start of a new platform ?
19
HW components process needs to be synchronized with platform process or product process ?!!
19
Details of the interfaces to the programs above must be fixed. CTOs schedule is to have their processes basically fixed until E/Sept 2004  => Follow up synchronization with Martin Mitko
21
Gick / Masselink: Concept has to be discussed: several platforms to be developed simultaneously ?? Influence of “Rolling M@” on platform ?
22
Eliminate ‘Tooling’ from this process.
25
Maybe a rough effort estimation concerning platform and products necessary
25
Ulrike Harke: Deliveries can be defined best in checklists; also which documents have to be delivered at which point of time. Deliveries should be mostly covered in checklists.
26
Crutziger: Folie kann nur Anregung sein, aber Namen etc gehören nicht in dieses Dokument. Gilt auch für nächste Folie (Steering Board)
31
Ulrike Harke: Reporting and escalation ways have to be defined; otherwise the PL will receive to much information. Also very important is the alignment of all (Product-)PL-Ts regarding a common platform. This has to be (partly) covered by portfolio definition.
40
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1 Introduction

1.1 Purpose

1.1.1 Goal of platform introduction

Customers are demanding an increasing number of product (-variants). At the same time quantities per variant are shrinking and lifecycles are becoming shorter. For that reason it is necessary to reduce efforts per phone in the R&D department as well as in all other involved departments, e.g. System Test, Supply chain management or Procurement. The consequences of reduced efforts are shorter development durations and higher reliability of planning and forecasts.

The re-use of solutions for several products seems to be the right vehicle to compete with these challenges. The use of a common platform minimizes risks and efforts and thereby enhances R&D productivity.
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Figure 1: Platforms help to lower cost per product.

1.1.2 Definition of platform

Different criteria to describe platforms can be found: electrical- (e.g. chipset), mechanical- (e.g. form factors) or software-related aspects (e.g. operating system). We call platforms by the name of the used base-band chipset, e.g. E-Gold lite platform. Of course, a platform consists of much more than a single chip, but the chip is the most dominant element.
We define system-platform as:

A system platform is a technical solution, from which -independent form generations- a family of products can easily and efficiently be developed and produced. 
The system platform consists of well-defined subsystems (hardware, software and mechanics), components and interfaces providing a well-defined super-set of features, needed by all following products. The pre-tested HW, SW and MD subsystems are integrated and tested in the system platform.

A platform project delivers one or more platform-variants of a tested system-platform in order to support the specific needs of one or more product families.
1.1.3 Connection between System-Platform, Platform-Variant, Platform-Release, Product-Family, Product and Generation
Michael Gick:
Definition of above terms “System-Platform, Platform-Variant, Platform-Release, Product-Family, Product and Generation” (see Uwe’s excel table: others\terms.xls)
Generation is a marketing-related term which means the set of different products in a specific timeframe.
A 
platform can be used for products in more than one (product-)generation.

A platform-variant combines a specific sub-set of features of the platform in order to build the base for a certain product-family (=marketing-related word).

A product-family is the description of one or more products, which use the same sub-set of features, covered by the same platform-variant, e.g. products with the same form-factor (e.g. clamshell) or the same components (e.g. display size).



Remark Crutziger:
The word “Platform-variant” should be avoided in order to concentrate on ONE platform ! Release planning better: (maybe for checklists)
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Figure 2: Example based on previous generations.

Uwe Schmitz:
Creation of picture “Platform, Release, Generation”
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Figure 3: Components, Platforms, Variants and Families.

The System Platform comprises the Superset of all Features available at a time. The Products are derived from this platform by means of customization and configuration, i.e. the products will comprise sub-sets of the platform features and functionalities, possibly enhanced with product specific features. 

Remark Ulrike Harke:
To avoid creation of new words (e.g. family) we should check if “(HW-)release-planning” or “Master Code Line” would not be the better wording. Basically a release planning is equivalent to variants (and families).

Remark Farrenkothen: We need to make clear, that in case of SW components different “releases” will be brougt into the products/variants. It could be helpful to add a additional comment to the Fig. 3.

1.1.4 Process document(s) structure

[image: image4.emf]© Siemens, 2004

Process document(s) structure

Various templates in the different disciplines e.g.

Platform System Specification, High Level Design, Detailed Design documentation, Test, 

Requirements, Porting guideline, Integration plan, Quality assurance, Production relevant 

documentation, Service relevant documentation, IPRs, Licensing 

HW-Development 

Process

SW-Development 

Processes

(ICO, SIPro, 

SSMP, Test,…)

ICM MP 

Platform Process

Process

description

Template

Legend:

Checklist

IPO

M alpha process

CTO processes

MD-Development 

Processes

Platform milestone checklist 

(comparable MEP)



Figure 4:
Process Document Structure

Uwe:
Add Roles Document in above picture
1.2 Scope

Based on that definition, this document will provide a description of the

· Process of developing a platform including the expected inputs from other departments
· Deliverables that can be expected from a platform project and

· Involved roles and responsibilities within a platform development project.

This document targets MP Product Development.
The document describes the coordination of all disciplines involved in the development of a mobile phones platform, e.g. HW, SW, MD etc. The processes described are derived from the SWI processes.
1.3 References

This section lists all documents, standards or other external references which are directly associated with the content of this document.
References t.b.d.
1.4 Terms and Abbreviations

MEV
Process for pre-developments

MEP
Process for platform and product developments

HW
Hardware

SW
Software

RFT
Real time Function Test

RDP
Robust Product Development

MEPE (MRPlatD)
Meilensteinergebnisse in der Platform-Entwicklung (Milestone Results in Platform Development)
List of Abbreviations to be updated
2 Embedding in existing PLM processes landscape

The following picture represents the embedding of the Platform Process in the entire MP process landscape. This picture is taken from the ‘Product Lifecycle Management (PLM-) Process @ ICM MP’ and maintained there.
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 Figure 4: Embedding of Platform Process in MP process landscape.

Clarify with Mitko and Masselink about actual version, after M@ workshop (Thursday, 23. Sept) !
3 Platform process 
3.1 Overview
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Figure 5: Overview about the platform process.

3.2 Process steps
Remark: The responsibilities especially of the steps until P1 must be negotiated with CTO.
3.2.1 Basic System Framework Creation, PLATF 1

	Objective/ Description:
	Phase:
	Pα kickoff – Pα

	Kick-off for new platform / next generation chipset based on use-cases or limitations of current platform

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager

	

	Input:

	Strategy:

T-Program:

M-Program:

Innovation:

Requirement Eng:

· Framework MP business plan (BD)

· Markets, Brand pos., Business Strategy

· Key Use Cases to define system (performance, Interfaces) (T-Manager)

· Key Features for all disciplines (HW, SW, Mechanics) (T-Manager) 

· Target system costs and volume (T-Manager, SM)

· Release planning for “Master code line” (PD SCL, multiple OCL) (T-Manager, Sys & SW Appl. Arch.)

· User Interface Principles (S&M UE)

· Application Strategy and Framework Requirements (PBM AS) 



	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	Basic System Framework:

· Functionality, Features

· Configuration options including prioritization

· Performance Targets

· Target system cost

· Software aspects: Application Framework, operating system, User Interface Principles, Protocols

· Mechanics: Strategy, concepts

· HW concept proposal: Baseband, RF, display, PMU, Battery



	Remarks:

	


Martin: 
Please update tables PLATF 1 to PLATF 3 based on your CTO process knowledge.
3.2.2 Feasibility study creation, PLATF 2

	Objective/ Description:
	Phase:
	Pα – P0

	Start of packaging and feasibility decided

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	· Basic System Framework:

	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	CTO aligned with:

· Key Use Cases (PD, Portfolio Mgmt.)

· Key Features ( PD, PBM PM)

· Target system costs ( PD, PBM PM)

· Framework MP business plan (PBM PM)

· Release plan of “Master code line” (SCL, multiple OCL) ( PD) 

· Supplier selection based on feature-list (PD, GP)

· Draft project planning until P3 available

· Basic feasibility (comparison of use cases with system concepts, schedule and target cost) study completed

· HW concept evaluated and aligned, e.g. memory concept, gimmick chip, connectivity -> fix of all HW requirements

· System Concept evaluated and aligned (Sys & SW Appl Arch)

Platform System Specification

Feasibility Document (Platform Concept Validation)

	Remarks:

	


3.2.3 Platform definition, PLATF 3

	Objective/ Description:
	Phase:
	P0 – P1

	General:

· Super-set of all platform relevant features defined
· Define, which form factors are supported by platform (or which are product specific)
Assumption, that a contract can be fixed at this point of time has to be confirmed by the results of the “Requirement Engineering process”
SW:

HW:

MD:

· Commit potential physical dimensions for different form factors 

· Define electro-mechanical components (e.g. keypad, connectors, SIM card reader, ….)

· Define accu technology (together with HW) and dimensions

· Define shielding and antenna concept



	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	Platform System Specification

	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	CTO fixed with:

· Key Use Cases (PD, SM, PBM)

· Key Features (PD, SM, PBM)

· Target system costs (PD, SM, PBM)

· Framework MP business plan (SM)

· Master code line plan (SCL, multiple OCL) (PD) Project planning until P3 available and agreed

· Resources committed (PD)

· IC(???) specifications freeze

· Software concept (coarse blocks of SW) freeze

· Software release planning

· Supplier Project plan agreed

· System Concept freeze

System Architecture Specification

“Platform on paper” / Draft of “Master Schematic”

Super-set of all platform relevant features defined

Feasibility Document (Platform Concept Validation



	Remarks:

	This milestone is a ‘contract’ between CTO and PD


3.2.4 First System integration, PLATF 4a
	Objective/ Description:
	Phase:
	P1 – P15

	· First system PCB with integrated HW and SW with basic functionality is running 

· 

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	HW (details to be found in the Digital HW process):
· First HW samples

SW:

· SW Components necessary for the integration and the tests of the HW samples

· 

	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	General:

HW (details to be found in the Digital HW process):

· PCB area

· Component height

SW:

· Stabilized HW-enabling SW components 

MD:

· 

	Remarks:

	


3.2.5 First System integration, PLATF 4b
	Objective/ Description:
	Phase:
	P15 – P15 M

	· Integrate first system PCB (with integrated HW and SW) with MD

· Achieve PCB with final physical dimensions

· 

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	· Output of PLATF4
MD:

· For PCB: Needed space-area from Layout and production-engineering

· For Assembly concept: all HW-components (display, speaker, microphone, camera, ……)

· Application requirements (rules about dependencies)

· 

	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	General:

· Contract at P15: CTO, PD and PBM (Super-set agreed)

HW (details to be found in the Digital HW process):

· First HW sample tested
SW:

· HW-enabling SW components
MD:



	Remarks:

	


3.2.6 Performance verification, PLATF 5

	Objective/ Description:
	Phase:
	P15 – P2

	Platform PCB tested and working 

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	· Output of step PLATF 4 and 4b

	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	General:

· Selected use cases performance verified (e.g. modem + selected application running)
· Proven samples / HW samples tested. 
HW (details to be found in the Digital HW process):

· Platform PCB tested (stable at room temperature)
· Base System including device drivers

· Modem functionality (protocol stack, data services, L1 control
· Porting of predecessors functionality
· New feature set: Dummy application

SW:

· SW Components with C3 quality
MD:

· 

	Remarks:

	


3.2.7 Platform Testing, PLATF 6

	Objective/ Description:
	Phase:
	P2 – P25

	Achieve a platform system, ready for product integration 

Prove that the platform has a maturity to be integrated into products

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	· Output of Step PLATF 5


	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	General:

· Full functional platform, ready to (derive) / (be integrated in) target products

· Release notes for target products
HW (details to be found in the Digital HW process):
· Detailed descriptions of HW output described in DigHwDevProc, Proc 2, 3, 4

SW:
· Detailed descriptions of SW output described ICO, ……

MD

· Detailed descriptions of MD ….



	Remarks:

	


3.2.8 Platform integration into product, PLATF 7

	Objective/ Description:
	Phase:
	P25 – P3

	Prove that platform is compliant to target products and fully working there

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	PL for product
	Platform Project Manager

	Input:

	Output of step PLATF6

	Activities:

	

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	General:

· Tests of HW-/SW-system with all HW-relevant SW parts completed

· Performance compliant and verified

· Platform development finished, including second sources

· Project development support and platform maintenance implemented (sustaining); platform stabilization ongoing
HW (details to be found in the Digital HW process):

SW:

· All SW requirements for a certain SW release (Master Code Line) have to be implemented
MD:

· 

	Remarks:

	


3.2.9 Platform Maintenance, PLATF 8

	Objective/ Description:
	Phase:
	P3 – P4

	Maintain the platform regarding 

· Defects

· Change request (new functionality, new products, …)

	Tailoring Criteria:
	Execution Duty:
	Mandatory

	

	Responsible:
	Involved:

	Platform Project Manager
	

	Input:

	· Output of PLATF 7

· Continuous defect reports

· Continuous CRs

	Activities:

	· Defect Management

· CR evaluation

· CR realisation

	Template:
	Checklist:
	Method:
	Tool:

	
	
	
	

	Output:

	General:

· Updated (corrected and/or modified) platform

· Terminated platform (at P4)
HW:

SW:

MD:



	Remarks:

	The P4 milestone is synchronized with last product based on this platform


Masselink:

Shall we define a “pilot-Project” for our process, e.g. 85 Generation, S-Gold V3 ?
-> Proposal OK, clarify with Mr. Asmussen in advance, decide when releasing this process!
To be defined: Decision-Board, which decides about the start of a new platform ?
-> CTO processes
3.3 Process synchronization
3.3.1 Synchronisation of Platform and Requirements (Strategy-program, T-program, M-program, Innovation-Program,…)

Requirements to the Platform are generated by responsible parties outside of the scope of this process. Thus this Platform Process has interfaces to 

· Strategy-program

· T-program

· M-program

· Innovation-Program
· Requirements-Engineering

But does not define the content of these processes.

Details of the interfaces to the programs above must be fixed. CTOs schedule is to have their processes basically fixed until E/Sept 2004 
=> Follow up synchronization with Martin Mitko

The system architecture has to be flexible in order to allow customization and configuration of the platform in order to get new products out of the superset of the platform features. 

The HW has to be designed in a way that the omission of optional HW components does not affect the operation of the remaining functions.

The SW architecture must be configurable in order to allow the omission of components without the others being affected. Another requirement is here that the code size should be optimized for memory consumption, i.e. only the necessary code should be available, not used code should be excluded. This can be done by different methods, e.g. Compiler Switches, Configuration Files.

A coordination of all disciplines (HW, SW, MD etc.) has to be done in order to allow optimization of the products using a system platform with a superset of functions. 

The System Platform Architecture has to be enhanced with every new set of requirements received from the M( Process. Aspects of all disciplines have to be considered, in order to keep the platform consistent.
3.3.2 Synchronisation of Platform and Predevelopments
HW components process needs to be synchronized with platform process or product process ?!!
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Figure 6: Synchronisation of Platform and Predevelopments.

3.3.3 Synchronisation of Platform and SW component projects 
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Figure 7: Synchronisation of Platform and SW-component projects.

With milestone P0 a first definition of the necessary components has to be done, synchronized with the HW. Here components have to be defined which are supporting the HW e.g. drivers, test software. The SW must be available for the first system integration, i.e. the first HW has to be started and tested. 

Component projects can be started later also, depending on the later HW samples. 

3.3.4 Synchronisation of Platform and (rolling) M
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Figure 8: Synchronisation of Platform and Rolling M(.

The following text has to be adapted according to the results of the synchronization with the M process responsible persons.
The first set of requirements describes the Basic System Functions, i.e. these are requirements used for the frontloading of the process. These basic system requirements define the basic platform variant. 

Since the platform has to comprise a superset of the possible product requirements, the M( of the first product based on the platform will deliver a set of additional requirements which have to be integrated to the platform. A first variant of the platform has to be created, the development of the platform starts with another P( (I). From this variant the first products can be derived. Here the HW is basically fixed, main deltas have to be expected in the SW and MD area. Though, HW add-ons are possible, e.g. new HW interfaces. 

The Rolling M( Process defines new requirements in a defined interval (3 month is planned). For each set of requirements (new M() a new variant will be set up. From these variants new products will be derived.
Gick / Masselink:
Concept has to be discussed: several platforms to be developed simultaneously ?? Influence of “Rolling M@” on platform ?
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Figure 9: Synchronization of Platform and Rolling M(.. Delivery into the products.

The requirements after M( are frozen, requirements which could not be delivered in time will not be submitted as change requests but as new requirements in the next M(. A feature roadmap has to be defined for the platform development. 
In the next M( the leftover requirements are collected, merged with the new requirements, re-evaluated, prioritized and submitted.

The different platform variants work on the same MCL (Master Code Line), which implies a detailed and very careful CM planning on an integrated platform level, i.e. only one CM plan for all is necessary, comprising all issues for the platform variants. 

3.3.5 Synchronisation of Platform and Products
Synchronisation of platform with products t.b.d Uwe; 
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Fig. 9:
???

The work in the platform and in the products has to be synchronized. A basic input for the product is the list of features and the technical solution which is implemented in the platform. A series of documents from the platform is therefore a prerequisite for product development, e.g. Platform System Specification, Platform Architecture Specification. These documents must be available latest at the M0 for the product in order to allow the work in the next product phase.

At M1 the P1 is a prerequisite, i.e. the binding declaration of the features which will be part of the corresponding platform variant.

The platform can deliver code with a defined quality at P25 earliest. At this stage the functions defined at P1 are all available, but not tested in the system test. This delivery is a prerequisite for the start of the integration of the product.

At P3 the platform is ready and can be released to the product. 

Other deliveries from and to the product have to be defined (e.g. test lists, release notes, CM plans etc.).
Relationship of Release plans and Product

4 Planning

4.1 Planning of work packages and resources 

All planning and tracking has to be done according to the valid ICM MP project planning and tracking methodology, i.e.
 Primavera.
Further details can be obtained here:

http://portal.icm.siemens.de/DE/en/organisation/icm_mp_pd/topics/primavera_project_planning_and_tracking/index.jhtml
Responsibilities for planning and tracking are described in the chapter “roles and responsibilities”.

4.2 Integration planning
Short description of Integration planning t.b.d. by Uwe
4.2.1 Integration planning within Platform

The integration of HW/SW/MD within the platform is an essential and often underestimated 
factor. The discipline (HW/SW/MD) internal integration planning is handled within the respective discipline specific processes (e.g. for SW the Software integration process).

The Planning of the integration of the deliveries of the different 

4.2.2 Integration planning of platform releases into products
Eliminate ‘Tooling’ from this process. 

Maybe a rough effort estimation concerning platform and products necessary

5 Deliverables (PD external)

Ulrike Harke:
Deliveries can be defined best in checklists; also which documents have to be delivered at which point of time.
Deliveries should be mostly covered in checklists.
5.1 Type of deliveries 

Generell: verweisen auf Disziplin-spezifische Prozessordnungen.

Deliverables might consist of documents (plans, specifications, concepts, porting guides) components (HW, SW, mechanics), integrated HW/SW/Mechanics…..

The delivery type depends on the agreement with the target product/partner/…. e.g. the partner of the platform might be a product project which receives a fully integrated and tested mobile phone on a reference HW. Then the product project ‘only performs’ the type approval tests. 

An opposite alternative would be that a development partner receives ‘just plans’ to build up a mobile and develops the mobile based on these plans.


Any scenario between and beyond these examples can exist between the partner of the platform.

This process description offers all alternatives between platform and targets. The specific setup of the delivery must be individually agreed.

5.2 Delivery-cycle

Each delivery between the platform and its partner consist of a delivery cycle. One party (called supplier) delivers an agreed work product and the receiving party (called customer) confirms the acceptance based on a previously agreed and documented conditions (specification, requirements, contract, …) regarding functionality, quality, performance, ….


[image: image12]
Figure 10: Delivery, Acceptance principle.

Check for redundancy (supplier/….)
· The supplier is the party, which delivers a certain outcome (see x). A responsible person, who represents the supplier, must be nominated. 

Example for supplier: department, predevelopment project, SW component projects, platform project,…
· The customer is the party which ‘ordered’ a certain outcome. .A responsible person, who represents the customer, must be nominated. 

Example for customer: department, predevelopment project, SW component projects, platform project,…
· Delivery might consist of documents (plans, specifications, concepts, porting guides) components (HW, SW, mechanics), integrated HW/SW/Mechanics…
· Each delivery is formally accepted by the customer. The acceptance must individually be agreed between supplier and customer. e.g. 
· By simple test by customer and trivial ‘OK’, 
· Confirm of availability of all agreed accompanying QA papers (test protocols…)

· Exhaustive tests as agreed in QA-plan

5.3 Inner-platform deliveries

Within the platform deliveries are exchanged according to the delivery cycle principle of chapter 6.2. The deliveries are exchanged between the nominated responsible (see chapter 6.2).

General/short intro, that MP PD is Project oriented, so …

Make dept./Project clear

Why is there no PL?

Adapt picture below….

Typically the delivery is exchanged between different kind of projects (predevelopment projects / SW component project / …) but can also be exchanged between departments if a project leader is not in place. In such a case the responsible persons are nominated by the dept. heads.

Parts of the Platform can be realised by external suppliers. In such case a responsible ‘outsourcing manager’ (general term, no defined role) shall be defined as the responsible I/F person
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Figure 11: Inner platform deliveries principles.

5.4 Platform to target deliveries
The platform delivers to a couple of partners. This might be ‘MP internally’ developed products, ODM partners, or others based on type of collaboration-type between the partner and the platform. Any kind of delivery type (see 6.1) might be applied. Deliveries can be done within just one or more number of cycles. Appendix xyz shows an example of deliveries, which can be supplied by the platform to the targets.
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Figure 12: Deliveries from platform to targets.

5.5 Deliveries at milestones

The basics about deliveries at milestones are described in chapter xyz. The very details of the deliveries are described in the MEPE/MRPlatD (????) <tentative term>Meilenstein Ergebnisse in der Platform Entwicklung Milestone results in Platform development)

5.6 Specification documents

To be described

· Platform System Specification (Functionality + HW + SW + Non functional issues)

· Architectural documentation

· High Level Design documentation

· Detailed Design documentation

· Test documentation

· Requirement documentation

· Porting guideline 

· Integration guideline

· Quality assurance documentation

· Production relevant documentation

· Service relevant documentation

· IPR related documentation

· Licensing information

5.7 MD, SW, and HW standard components and concepts
Content of this chapter has to be clarified; chapter necessary ??

Standard components are described in appendix document xyz. They are not part of this process document, because due to technology change will very likely change from platform to platform.

6 Platform Team, Roles and Responsibilities

6.1 Abgrenzung Plattform zu Produkt

Delta Platform M0 zu M0 Anforderung der Produkte muß bekannt sein, 

timeline products, Features and functions muß bei Platform M0 abgenommen werden

Freeze Plattformanforderungen mit dem Plattform based products abgedeckt werden können

Ulrike Harke:

To be clarified: Milestone synchronization with product projects: which milestones are necessary for products in future. Assumption is that product-milestones are becoming less important.
6.2 Verantwortlichkeiten PM vor Platform M0 (e.g. Reviews)

early feature requirement input, prioritization, acceptance, 

6.3 Organization of Team

To be checked with PPM team!!!

Check against standard REA Team
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* Example: X75 SW Platform Organisation (next page)


Figure 13: Platform organisation is matching PD Team of product.
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Figure 14: Example: X75 SW platform organization.

Crutziger: Folie kann nur Anregung sein, aber Namen etc gehören nicht in dieses Dokument. Gilt auch für nächste Folie (Steering Board)

[image: image17.emf]© Siemens, 2004

X75 SGold2 SW Platform Steering Board

Tasks of the Software Platform

Steering Board

Acceptance of platform requirements

Change control on requirements

Platform integration control

Defect management

Handle conflicts between platform and 

products

Communication, communication and 

communication, and communication!!!

… more?

Flemming Mikaelsen PL SW Hydra

NN PL SW Virgo

Ulrike Harke PL SW Minos

Frans Plantinga Integration Manager

Uwe Schmitz SWI

Tbd. Defect Manager?

Pascal Lefevre System Architect

Jan-Willem Ingenbleek

Jeroen Buys

CoPl

NN PL SW Taurus

Ulrike Harke PL SW Platform X75 SG2

Head of Steering Board

Name Responsibilities

Source: X75 SW Platform Organisation


Figure 15: Example: X75 SW platform organization.

Role descriptions are centrally administrated by PM PSO CD. Please refer to the actual documents there. In order to give at least an overview in this document, the next chapters are taken from the document “Role_descriptions_v0.7”.
Alternatively a short description per role could be given I this document, while detailed role descriptions are covered by PM PSO documents.
6.3.1 Platform Project Leader (responsible for System Platform)

	Area
	

	Responsibility
	The Project Leader Platform is responsible for a consolidated planning of all disciplines within the platform and acts as a first escalation level for harmonizing different product requirements on platform level. 

The tasks include elaborating roadmaps, consolidating and coordinating different Platform Integration Plans according to the Master Integration Plan, supporting the integration planning of the products and managing the Specialist Team (Integration) of the lead product of a product generation.

	Targets
	

	Tasks
	

	Skills
	


6.3.2 Project Leader Software Platform (PL SW P)
	Area
	Project Leader for Software Platform

	Responsibility
	The Project Leader Software Platform is responsible for a consolidated planning of all component projects within the platform and acts as a first escalation level for harmonizing different product requirements on platform level. 

The tasks include elaborating component roadmaps, consolidating and coordinating different Product Integration Plans according to the Master Integration Plan, supporting the integration planning of the products and managing the Specialist Team (Integration) of the lead product of a product generation.

	Targets
	· Consolidating the planning of all component projects within the platform.

· First escalation level for harmonizing different product requirements on platform level.

	Tasks
	· Permanent Check of TTM, budget, functionality, and immediate reporting to concerned PPM in case of foreseeable deviations

· Ensures the reusability of software modules

· Plans and controls integration tests

· Software Platform Management:

· Elaborating component roadmaps at Mα (setting targets for C1 and C3 of the different component projects).

· Solving conflicts and problems caused by different/ concurring demands (time, requirements) of several target products (PL-SW Platform is the first escalation level together with the PL-SW).

· Elaborating, controlling and updating the Master Integration Plan (provides a schedule with availability dates of all platform deliverables).

· Consolidating and coordinating different Product Integration Plans according to the Master Integration Plan.

· Performing Risk Management concerning platform issues.
· Reporting to Line Management.
· Participant of CCB (generation issues).

· Involved in architectural analysis (component identification).

· Software Integration Process:

· Involved in defining the specific Integration Points (IPs) during integration planning.

· Involved in assigning features to specific IPs during integration planning.

· Identifying the affected components and component projects that implement the requested features during integration planning.

· Consolidating the Software Project Plans PL-C during integration planning.

· Involved in the merge of the “bottom-up” and “top-down” planning of the integration planning.

· Involved in (detailed) planning the Integration Phases for the IPs.

· Participating in declaring or refusing the S IP and IP.

· Nominating and managing the Specialist Team (Integration) for the lead product (for any succeeding product projects of the same platform the responsibility is transferred to the PL-SW).

· Configuration Management:

· Responsible for the composition of the products and the variants of components in use together with PL-SWs, PL-Cs and the CM-Ps.

· Change Request Process:

· Participating in CCB (platform issues).



	Skills
	Certified as “Project Manager” according PM@ICM MP


6.3.2.1 Part Project Leader Software Platform (PL-CA / L1 / PC P)

	Area
	Project Leader for Platform Software Parts CA / L1 / SP / PC

	Responsibility
	The Platform Project Leader Core Application/ Layer 1/ Signal Processing /  PC Software (PL CA/ L1/ SP / PC) are responsible for coordinating the component projects of a specific discipline (CA/ L1/ SP/ PC) and are assigned to a target project. The PL CA/ L1/ SP/ PC act as a “connector” between the PL-Cs of the respective discipline and PL SW of a target product. The PL CA/  L1 / SP / PC support the PL SW  by coordinating the single component projects whose deliverables will be integrated in a target product.

	Targets
	Consolidating and coordinating the planning of the component projects within a discipline and with the planning of the target product.

Ensuring a smooth integration of the components in the target product.

Ensuring integrationability of the components.

Ensuring the provision of software deliverables in time and with a defined quality to target projects.

	Tasks
	Permanent Check of TTM, budget, functionality, and immediate reporting to concerned PL SW P in case of foreseeable deviations.

The tasks include consolidating and coordinating the planning of the component projects of the respective discipline, controlling the progress and effort, summarizing and managing risks, and acting as a contact person for the target product.

Besides the PL CA/ L1/ SP/ PC is involved in planning the component test and WBIT and is involved in planning and controlling the integration of the software deliverables of the component projects into the target product.

Project Management:

Consolidating and coordinating the planning of component projects within a discipline.

Comparing and harmonizing the planning of the component projects with the planning of the target product.

Controlling the progress and effort by analyzing the reporting of the component projects.

Taking corrective measures if necessary.

Acting as a contact person for the target product to the component projects.

Summarizing, analyzing and managing risks of the component projects and the target product.

Test Process:

Involved in elaborating the Component Test Plan.

Involved in elaborating the Platform Test Plan (WBIT test strategy).

Involved in elaborating the Test Specification for WBIT.

Software Integration Process:

Involved in software integration planning and controlling.

Defect Tracking Process:

Participating in Defect Tracking Team (product project issues).

Involved in defect monitoring.

	Skills
	Certified as “Project Manager” according PM@ICM MP


6.3.2.2 Project Leader Protocol Stack Platform (PL PS P)

Acts as an interface to COMNEON
	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


6.3.2.3 Project Leader Configuration Management Platform (PL CM P)

	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


6.3.2.4 Project Leader Integration Management Platform (PL IM P)

	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


6.3.3 Project Leader Hardware Platform (PL HW P)
	Area
	Managing of Platform Hardware Development parts from Milestone M
The PL HW Platform function is optional and depends on the complexity of the platform or organization. If no PL HW is installed in the platform organization, the responsibilities are transferred to the PL-T and PPL HW P (BB, RF, EA, SP and LPD).

PL HW P has to establish and maintain an efficient communication and coordination between the platform development project and the activities in the involved hardware groups. To ensure that platform project related tasks in the Line Groups are planned and carried through in a controlled manner with respect to time, budget and quality.

	Responsibility
	The PL HW Platform is responsible for:

· Coordination of HW activities across sites

· Achieving the targets for the HW platform with respect to time, cost and quality

· Securing that the ICM MP development processes are used and followed

· Change request management together with platform PPM

· Freezing and review of the schematic and layout

· Platform prototype runs

· Risk management

· Controlling of HW component development (schedules etc.), providing status to PD HW Director, Global lines and Platform PM
· Securing TTM for HW component development aligned with product projects schedules

· Aligning HW component development (e.g. acoustic component etc.) between product projects

· Providing HW prototypes (e.g. displays etc.) to product projects matching with individual schedules

· Reduction of solutions and component complexity.

· Insurance of reusability of platform solutions and components in the product family.

· Release of the HW platform for specific projects.

· Guiding and supporting project teams for HW component integration

	Targets
	· Optimal Hardware for required functionality and high production volume, good testability in production

· Input/Output:

· Output: Supplier related tasks as described in 1.3.3, however final design-in decision to be done by GLM in alignment with GS

· Input:
Project related topics (schedules, quantities etc.) from PL-Ts. Feature requirements from PPM

	Tasks
	The PL HW P is responsible for doing following:

· Progress and budget tracking for the HW platform.

· Driving the creation and tracing of the HW time schedule with input from the PPL HW P. Align the time schedule with platform PPM, PL SW P and products milestones.

· Get the planning documents and schedules reviewed and approved by Platform Project Manager
· Distribute platform time schedule and development status to the platform team.

· Planning of the prototype runs, including availability of components.
· Priorities, co-ordinate and trace on critical HW tasks (BB, RF, EA and LPD).

· Coordinate freeze and review of the schematic and layout.

· Coordinating risk releases of HW components and modules

· Prepare and provide project status to PL-T and inform the Global Line Management
· HW defect tracking (Analyze and prioritize defect)

· Ensuring that platform parts lists are kept updated and in right status according to the project phase.

· Align CCQ-PQA requirements for all platform products.

· Align HW component development (e.g. cameras etc.) together with PPM and with other disciplines (mechanics etc.)

· Coordination of change requests after first platform release between platform and all affected product projects.

· Release the HW platform for specific projects.

· Gap analysis (what is still missing for M0’s of the platform).

· Make a draft forecast of components quantities for the product family development at M( (quantities until pilot run). Hereafter he must continuously collect the forecast of each product and make a total forecast for the platform. This forecast has to be aligned with the function block owners and Global Sourcing.

· Get approval from Global Line Management for activities (budget, resources).

· Primavera: Consolidation of PPL HW P planning. 

	Skills
	Certified as “Project Manager” according PM@ICM MP


6.3.3.1 Part Project Leader Hardware Platform (PPL RF/BB etc. P)

	Area
	Managing of Platform Hardware Development parts from Milestone M.

The PPL HW P has to establish and maintain an efficient communication and coordination between the platform development project and the activities in the line group. To ensure that platform project related tasks in the line group are planned and carried through in a controlled manner with respect to time, budget and quality.

	Responsibility
	The PPL HW P is responsible for:

· Coordination of his Line Group platform activities across sites.

· Status reporting to PL HW P or PPM (if no PL HW P assigned) 

· Risk management.

· Secure that the development standards for ICM MP are used in the Line Group.

· Declaration of milestones in alignment with GLM

	Targets
	7 Optimal Hardware for required functionality and high production volume, good testability in production

	Tasks
	The  PPL HW P has to:

· Ensure the technical concepts and clarification of all interfaces to the Global Line Group. 

· Coordination and tracing of tasks inside the Global Line Group.

· Coordination of platform project related tasks inside and between the Global Line Group(s).

· Participate in platform project definition to ensure feasible technical solutions 

· Establish and maintain a bi-directional and efficient information flow between the platform project and the Line Group.

· Follow-up on the daily efforts of the Global Line Group and distribution of the workload between the line group members assigned to the project.

· Contribute to set up an investment and operational budget for the Line Group’s part of the project. (line managers responsibility)

· Identify and be on the forefront with critical issues for the Global Line Group’s tasks and ensure corrective actions internally or externally at possible subcontractors and inform line management and project management of possible escalation.

· Follow-up on time schedule, budget, cost price and compliance with quality and type approval requirements.

· Take active part in reviews on documentation of deliverables from block owners and PL-Is

· Collect input for the platform schematic from the platform function block owners.

· Update the list of responsible persons (platform function block owners).

· Report the status of the development inside the Line Group and to the PL HW P or Platform PPM (if no PL HW P assigned) 

· Give Input  to  PL HW Platform or Platform PPM (if no PL HW Platform assigned) for time schedule creation

· Create, trace and update the time schedule for the Line Group with support of platform block owners.

· Collect input for SW requirements including test SW from the platform function block owners.

· Control that platform function blocks are integrated in the platform on time

· Create/Collect department specific documentation of the platform and make it available (i.e. a survey document).

· Review and modify platform schematic and platform layout changes; inform product teams about changes

· Contact to suppliers for platform components in terms of technical questions

· Secure, that components are put into right status (released) accordingly to the project time schedule.

· Establish and maintain a bi-directional and efficient information flow between cross-functions.

· Ensure establishment and maintaining of HW quality plan (MAP Plan) for the platform.

· Planning and assignment of resources dedicated by LM to work packages in Primavera. 

	Skills
	Certified as “Junior Project Manager” according PM@ICM MP


7.3.4.
Project Leader Mechanic Design Platform (PL MD P)

	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


7.3.5. Project Leader System Test Platform (PL ST P)

	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


7.3.6. Project Leader Quality Platform (PL CCQ P)

	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


7.3.7. System Architect
	Area
	The System Architect is responsible for the system view on the platform. The tasks include the participation in Requirements Engineering, performing the architectural analysis for the platform, participate in the definition oftarget products (decomposition of the system into subsystems and components), and coaching the product architects, detailed technical requirement analysis and specification, high level design specifications.

Besides the System Architect is involved in integration planning (e.g. definition of specific Integration Points, IPs) and is a member of the Specialist Team for the Integration.

	Responsibility
	ensuring System Functionality, System Integrity and System Performance during  product definition-, development- and test- phase.
knowledge of subsystems, their components and dependencies.

utilization of synergies

scope of technical responsibility till  P4

	Targets
	Write System Platform Specification



	Tasks
	

	Skills
	


7.3.8. Platform BA

	Area
	

	Responsibility
	

	Targets
	

	Tasks
	

	Skills
	


7.4. Establishment of team

Kick-off of team: M-alpha (theoretical) and S4 -28 month

7.5. Responsibilities of team-members

PPM (Mario/Hans/Dirk input)

7.6. Escalation

Level 1: Steering boarding (PL P; PL T; …)

Level 2: PL Platform/PGM

Level 3: Heads PD/PM

Ulrike Harke:
Reporting and escalation ways have to be defined; otherwise the PL will receive to much information. Also very important is the alignment of all (Product-)PL-Ts regarding a common platform. This has to be (partly) covered by portfolio definition.
7.7. Platform roles

Tech Mgmt. handled by TS 

Architects issues to be delivered by TS

CCQ handled within the lines

7.8. Reporting and Communication
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8. Interworking (platform internal)

To be clarified, if this chapter is supposed to be part of the final document !

We think that interface descriptions are very similar to checklists and should be part of the “Platform MEP- checklist document”
8.3. General
8.4. HW and SW
8.5. SW and ST
8.6. HW and ST
8.7. HW and MD
8.8. SW and TS
8.9. HW and TS
8.10. PPM and HW 
8.11. PPM and MD 
8.12. PPM and SW
8.13. PD and CCQ
8.14. Platform PL and PL-T
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Process document(s) structure







Various templates in the different disciplines e.g.

Platform System Specification, High Level Design, Detailed Design documentation, Test, 

Requirements, Porting guideline, Integration plan, Quality assurance, Production relevant documentation, Service relevant documentation, IPRs, Licensing 

HW-Development Process

SW-Development Processes

(ICO, SIPro, SSMP, Test,…)

ICM MP 

Platform Process

IPO

M alpha process

CTO processes

MD-Development Processes



Platform milestone checklist (comparable MEP)
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