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Introduction
CapraTek, a longtime leader in computer server technology, is

developing Alfred!, an integrated wireless smart-home system

that seamlessly connects household electronics, appliances,

and devices.

While many of the functions Alfred! will manage are actually

third-party devices, there will also be some components that

are designed and manufactured by CapraTek speci�cally for

the Alfred! system. CapraTek senior management has decided

that one of these will be a smart thermostat for the consumer

market.

As a member of the project team that’s developing the

software for the project, you need to acquire the information

necessary to build software requirements.

After completing the activity, you should be able to:

Describe the business challenge and opportunities

presented by the project.

De�ne the project domain.

De�ne the project scope.
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Describe the project goals.

Email #1
From: Rhonda Westerby, Sr. Project Manager

To: zzzGrad zzzEducation

Subject: Software requirements

Welcome to the project! We’ve got to get you up to speed on

what the leadership wants the Alfred! project to look like.

I’ve saved some documents in your network folder. Reed took

some notes about the product requirements that you might �nd

helpful, and those are in there, along with a couple of org

charts and the project charter.

Once you’ve seen those, you’ll want to talk to the main

company stakeholders in the project. Start with Paul.

—Rhonda

Documents
Project Requirement Notes

Known Needs and Issues

There are no existing iOS applications to reference or build

on. All app components will be completely new.

Users need to be able to register for a new account.

Users who previously used the web application will have

their account information migrated over to the app.

Once registered, users should be able to log in, change their

pro�le, change their password, or log out of their account.
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Users should be able to add one or more smart

thermostats to their account to monitor.

The app should allow users to track usage and costs,

adjust the programing, and see results of the change.

Users need to be able to select Energy Eco mode.

When Energy Eco Mode is selected, product should change

settings to save energy.

The product should be able to send a noti�cation via the

app that power or Internet service has been interrupted.

The app should allow users to control all thermostat

features from the device.

Although the development will only be for iOS, design

considerations should also be made for Android as well.

CapraTek Org Charts
CapraTek Executive Leadership Organization Chart

Fred Barton
CEO

Richard Carr
Chief Financial Officer
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Luther Pierce
Director of Finance

Erica Cullen
Director of Accounting

Regina Adams
Sr. Vice President Operations

Stewart Ely
VP of Manufacturing

Barbara Carey
Director of Purchasing
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Lawrence Guthrie
Sr. Vice President Sales & Marketing

Gloria Shaw
Director of American and European Sales

Jason Lin
Director of Asian Sales

Alex Lopez Sr.
Director of Marketing

Kathleen Brady
Sr. Vice President Human Resources
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Matt Hayes
Director of Staffing

Ruth Huff
Director of Training & Development

Ashlei Smith
Director of Compensation and Benefits

Jackie Grossman
Director of HR Operations

Brad Anderson
Vice President Product Development
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Peter Kennedy
Director of New Product Development

Julie Ellsworth
Director of Product Alliances

Jordan Doyle
Director of Engineering

Paul Huang
Vice President Technology

Joseph Welsch
Director of IT Infrastructure
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Interviews

The following stakeholders will be participating in a

brainstorming session to identify risks for the Personal Security

Device project.

Darren Stokes—Senior
Developer for Alfred!
Software.
We’re working on the risk analysis for the Alfred! Personal

Security device project. Right now, we’re just working on risk

identi�cation, and in this brainstorming session, we’re trying

to avoid “in the box” thinking.

The classic ones are still the ones that I see in virtually every

project I work on. Time estimates are unrealistic, leading to

problems in meeting milestones. Resources are promised and

not fully committed. Scope and requirements are not clearly

de�ned at the beginning of the project and the team ends up

having to do twice as much in an inadequate amount of time.

The one I �nd most concerning is that we lose key members of

Kim Bowling
Director of Software Engineering
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the team. Either to life events—a person leaves or is ill—or to

the person being reassigned to the latest most important

project.

Pranav Chowdhury—
Pranav is a key member
of the development
team, and is also
responsible for
coordinating software
testing and QA.
We’re working on the risk analysis for the Alfred! Personal

Security device project. Right now, we’re just working on risk

identi�cation, and in this brainstorming session, we’re trying

to avoid “in the box” thinking.

I don’t know how out of the box this is, but the risks that I’m

aware of are that testing is rushed or not thought through.

That we lose time for testing and QA because vendors have

problems communicating with the team. There is a risk that

using a vendor in India may cause delays because of time

differences. 

There’s a risk that the test procedures don’t get written and

approved in time for the vendor to complete the testing on

schedule. There’s a risk that the test procedures don’t address

all the software requirements – particularly if there were

changes to the requirements. Have we determined the amount

of regression testing necessary to cover �xes if a test fails? This
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is important - certain failures require complete re-testing. The

vendors will need to know which failures require complete re-

testing and which only require re-testing of the given test point.

Casey Walters—Casey
is a supervisor for
customer support teams
that interact with Alfred!
customers.
We’re working on the risk analysis for the Alfred! Personal

Security device project. Right now, we’re just working on risk

identi�cation, and in this brainstorming session, we’re trying

to avoid “in the box” thinking.

From my perspective, I see potential risks around the

interaction with customers. That the information my team is

given isn’t accurate, so when customers are looking for help,

we’re not able to provide it. It’s happened in the past that the

processes and procedures we’re given are out of date. So,

there’s a risk that our job aids and training materials are based

on an out of date version of the software. That’s a big one for

me. The risk is that my team doesn’t have what they need

during interactions with already irate or frustrated customers.

Brandon Matthews—
Brandon is the software
architect for Alfred! and
as such, is responsible
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for the initial design and
development including
integration with existing
systems or platforms.
Let’s continue brainstorming risk – what are some of the

things that concern you?

One of the things I’m quite concerned about is resourcing. This

is nothing new – the developers working on Alfred! projects

keep getting pulled into new projects before they’re �nished

with existing work. We’ve talked a lot about resourcing, but

we’re going to run into scheduling problems if we aren’t being

honest about how much time people have available. So…one

risk is that we won’t hit the scheduled delivery dates because

resources aren’t fully committed.

Another issue we face is scope creep. It happens all the time,

and I think that’s exactly the reason it’s a greater risk than

people acknowledge. Scope creep affects the success or failure

of a project in a number of ways – resourcing is off because…

well, it should be obvious – we look at the requirements and

say “It will take this many people this long to do the job.” And

that’s building in some padding for the unknown and

unexpected. But it’s almost as if the product owners assume

that padding isn’t going to be used in the normal course of

doing the work, so they just assume the requirements can shift

and the padding will cover it. On top of that, you have the

negative toll scope creep takes on the team. It really saps at

their effectiveness. People start feeling like their best isn’t good

enough. If they push back, the product owners are going to be

disappointed in the �nal product, but if they don’t push back,

they’re being asked to do more work in the same amount of

time.
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On the technical side, we have the risk that all the pieces aren’t

going to play nicely with each other. Obviously, testing and QA

are intended to identify those problems, but we don’t always

know what’s going to cause problems, and so we don’t always

create the right environment to catch problems.

Rachel Davis—Rachel is
a senior project
manager and has been
working as a product
manager, coordinating
information sharing
between the many
smaller Alfred! projects.
We’re working on the risk analysis for the Alfred! Personal

Security device project. Right now, we’re just working on risk

identi�cation, and in this brainstorming session, we’re trying

to avoid “in the box” thinking.

I’ve got to admit, it’s kind of fun to be on this side of the Project

Management process. So…risks…There are a lot of

dependencies with this project – there’s been publicity and it’s

very high visibility, so not hitting the launch date would be a

risk. We’re using some new vendors for QA – if there are

problems or delays there, then we’ll have a ripple effect in

terms of meeting key milestones.

Resourcing has been very tight. Getting the right people

assigned is important. If some of the key personnel aren’t

available – get sick, leave, get reassigned – will we be able to
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complete the project? Have the production resources been

dedicated or are we sharing resources there? And…if there are

technical complications that take longer to resolve, how will

that impact the project’s overall health?

Shannon Coleman—
Shannon is a business
analyst on the Alfred!
team.
We’re working on the risk analysis for the Alfred! Personal

Security device project. Right now, we’re just working on risk

identi�cation, and in this brainstorming session, we’re trying

to avoid “in the box” thinking.

Well, let’s see. Just tossing things out there, there’s the risk that

our product isn’t differentiated from what’s already available in

any signi�cant way. There’s the risk that we’re pricing it too

high or too low. I suppose – thinking like a potential customer –

there’s a risk that it doesn’t work. That a customer is in a

dangerous situation and tries to use the device and it doesn’t

work. I mean, can you imagine the rami�cations if someone

had purchased the device for their wife or daughter and the

person was attacked and the device didn’t do what we’d said it

would do.

Those are all good ideas. Can you think of anything else?

Okay…what other risks might there be? Well, this would be

something Alex could speak to more, but if there are changes

in what the device can do, and marketing has been developing

materials and a whole campaign around what they thought it

could do. Other risks…there are the standard things – that a key
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member of the development team leaves. That we haven’t

researched the regulatory environment around these kinds of

devices.

Alex Lopez—Alex leads
the marketing effort for
Alfred!.
We’re working on the risk analysis for the Alfred! Personal

Security device project. In this brainstorming session, we’re

focusing on just identifying as many potential risks as

possible.

Sure…well, the one I worry about most is that we create a

marketing plan and the product changes in some signi�cant

way. The big risk there is that we don’t �nd out about the

change and we make public statements that aren’t accurate.

Other risks, that the printer misspell the product or make some

other mistake and we don’t catch it.

Along those lines, there’s a risk that we don’t get any publicity

or buzz around the release of the device. There’s a risk that we

aren’t pricing our device appropriately.

There’s a risk that competitors will copy us—particularly

competitors with a better market share. Some other company

might reverse engineer our software and �gure out a way to

undercut us.

There’s a risk in terms of our timing—are we launching this at

the best time for this kind of a product? Have we missed a

particularly good window? Are we jumping the gun—is this a

hot Christmas item?
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Julie Ellsworth—Julie is
responsible for product
alliances and managing
the relationships
between CapraTek and
companies with which
CapraTek is partnering.
We’re working on the risk analysis for the Alfred! Personal

Security device project. In this brainstorming session, we’re

focusing on just identifying as many potential risks as

possible.

Right. Well, let’s look at risk from a product alliance

perspective. What if one of our partners makes or is developing

a similar product? Their product and ours might be too similar

and be competing for the same market share. There’s reliability

risk – does the device do what we’re claiming every single time

it’s deployed? There’s a risk that it might work differently in

high heat or extreme cold. There’s a risk that it might not work

against all assailants - I mean, if it’s one of those sound bomb

things, what if the assailant is deaf? Okay…I know that last one

sounds dopey, but you said we were just throwing out ideas.

For some more general risks…there’s a risk that the schedule is

too tight – that it doesn’t allow for delays or unexpected

problems. There’s a risk that we’re spreading some of our key

creative people too thin. There’s a risk that what we make

doesn’t align to what the market wants.
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Reed Massey—Reed is
the project owner for
several of Alfred!
projects including this
one.
We’re working on the risk analysis for the Alfred! Personal

Security device project. In this brainstorming session, we’re

focusing on just identifying as many potential risks as

possible.

Sure…I’m just going to rattle off those things that come to mind

– no particular order. We don’t have the right people for the

project. There’s a �u outbreak that trashes our production

schedule. The QA and testing vendors can’t deliver what they

were contracted to deliver. We run into technical complications

that take longer to resolve than we allocated for. There are

legal rami�cations to the device we’re creating. The device

doesn’t work as promised. The device is too complicated for

users to use correctly. There’s too much competition from other

Alfred! projects and products. There’s ambiguity around this

project’s priority.

That’s quite a few ideas. Is there anything else you’d like to

bring up?

Yes—we don’t want to be afraid to generate ideas. Cleaning up

the list and �guring out what to focus on comes next, but in my

experience, the biggest risk is in treating a project as “business

as usual.” Even when it is, that’s a risk. We need to think about

what could go wrong, how it will affect the project if it

happens, and what we can to prevent or respond to it.
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And…just to mess with you a little…let’s talk about positive risk.

What if the response to the device (and tell Alex that we need

to get sign-off on the name, ASAP) what if the response is so

spectacular that we sell out in three days? What if we get hit

with requests for interviews and demonstrations by the

network news channels? What if Neil deGrasse Tyson wants to

interview someone from the dev team? We need to address

positive risk as well as negative risk.

Lowell McLaughlin—As
General Counsel,
Mr.McLaughlin is
responsible for advising
the executive leadership
on a wide range of legal
issues.
We’re working on the risk analysis for the Alfred! Personal

Security device project. In this brainstorming session, we’re

focusing on just identifying as many potential risks as

possible.

I actually enjoy this kind of brainstorming. We don’t do enough

of it, if you ask me, and we don’t do it as open-mindedly as we

might.

So…potential risks. The device blows up like those smart

phones a while back. The device doesn’t work in the rain or the

dark. Oh…this is a good one: there’s a risk that people will have

privacy concerns about the device when it’s in listening mode.
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There’s a risk that consumers could use the device to illegally

record other people without their consent or knowledge.

There’s a risk that CapraTek could be sued for improper use of

the device. There’s a risk we could be held liable for failure even

when the consumer was at fault – could the person have had a

reasonable expectation of protection even when they weren’t

actually protected?

Email Response

Rhonda would like you to summarize the information you’ve

gathered.

Rhonda Westerby, Sr. Project ManagerFrom:

 Risk AnalysisSubject:

Thank you for conducting emails with individuals from the

hospital and the community! You should now have the

information you need to create a Power Point presentation

outlining a strategy to achieve Triple Aim Outcomes at Sacred

Heart. Remember, as you create your presentation, you will

also want to draw upon the data in the Barnes County

Community Health Pro�le.

In the meantime, could you please email your initial thoughts

about strategies for achieving Triple Aim?

It sounds like you’ve had a busy day! No doubt you have quite

a bit of information to sort through, but I thought that while it’s

all fresh in your mind, you could shoot me an email telling me

who you met with and what your next steps will be.

Thanks,

–Rhonda
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Your Email Response:
This question has not been answered yet.

Conclusion
Having been asked to create a project charter and risk register

for the Alfred! personal security device project, you were

provided an opportunity to meet with several stakeholders as

well as some initial documentation about the project. You

should now be able to use this information to complete your

assignment in the course.
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