
ZON ONLINE
Desenvolvimento de um novo serviço

1

Desenvolvimento de um novo serviço

ISEG
11 04 2012



ZON Online

Quem sou eu?

Augusto Reis
Senior Manager of ZON’s product marketing

Professional experience at ZON:

� Senior Manager of product marketing

January 2012 - Present

� Manager of the online business unit 
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ZON Online

Desenvolvimento e lançamento comercial da 

plataforma web de streaming TV e Videoclube

March 2010 – December 2011

� Manager of customer care consulting business unit

January 2008 – March 2010

Professional experience at Arthur D. Little:

� Senior consultant (management strategy)

March 2006 – January 2008

Professional experience at Deloitte:

� Consultant (strategy & operations)

September 2003 – March 2006
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1. Overview do projeto
1.1. Contexto – Evolução do modelo de negócio

Content environment

Multi-device offer

Multi-device platform

Multi-device experience

Traditional TV Broadcast

• Public service 

• Cabe & Satelite TV

• Pay TV

• Digital TV

1ST generation Video OTT

• You tube

• Short clips

• Free content

• User Generated 

Content

ZON is building the basis for a next-gen TV offer, where the TV experience is detached from 
the traditional cable device, the Set-Top-Box.
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Newgen TV Broadcast

• PVR STB’s

• HD

• VOD

2nd generation Video OTT

• Professional content 

(movie series)

• Hulo, Netflix, Itunes

• Live TV (NBC, Sky)

OTT video offer by players – ZONline launching



1. Overview do projeto
1.1. Contexto – Alteração do modelo de acesso

Content environment

Multi-device offer

Multi-device platform

Multi-device experience

The contents will be accessible from any of several connected devices in the home, such as 
TV sets, game consoles, blu-ray players, tablets, smartphones and personal computers.

� Develop a new  TV 
multi device access 
platform

� Implement a new TV 

content and 

advertisement 

What?

The challenge

� To provide an immerse 

Why?

Why we do it

Multi- device 
access
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Content 

Delivery

As-is

advertisement 

distribution model

� Set-up an online 

platform, which allows 

ZON clients to access 

TV contents through 

internet

How?

How we to do it

To-be

� To provide an immerse 

experience to our 

clients

� To enlarge our TV 

offer (multi device 

features)

� To engage our clients



1. Overview do projeto
1.1. Contexto – Evolução do modelo de arquitetura SI/TI

Content environment

Multi-device offer

Multi-device platform

Multi-device experience

In order to maximize resources and allow customers to have a multi device service 
experience, ZON set-up an integrated platform architecture

Access devices

PC

Front 
end

FE farm Integration layer

Synchronous 
request management

Order management

Service platforms

Authentication platforms

BSS applications

Other service platforms

Main key notes:

� Services 
convergence

� Dedicated VoD 
Servers:

� Mobile devices
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Tablet’s & 
Smartphones

Set Top Box

Front 
end

Front 
end

Decomposition

Sequencing

Querying

Mapping

Other service platforms

EPG engine

Video ingest platforms

Video encoding platforms

Online & offline streamers

TV & Video platforms

� Mobile devices
� DVB-c

� Live TV streaming:
� IP smooth 

streaming
� HLS streaming
� DVB-c

� Specific data layer 
for each type of 
access device 
platform (API’s)



1. Overview do projeto
1.1. Contexto – Evolução da experiência do serviço

Content environment

Multi-device offer

Multi-device platform

Multi-device experience

Advanced TV services like content smooth streaming, VoD store, remote bookings and 
many others will be launch across all platforms (cont.)

PC’s access Tablet’s access Smartphone's access

2 user interfaces:
� Portal mode – web oriented
� IRIS mode – Reproduction of 

STB IRIS interface 
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TV and Video On Demand 
smooth streaming

STB IRIS interface 

Multi device features:
� Remote booking
� TV Guide
� Now & next
� Search VoD and TV content
� VoD catalogue
� VoD purchase
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Multi-device offer
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1.1. Contexto – Evolução da experiência do serviço
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TV and Video On Demand 
smooth streaming

STB IRIS interface 

Multi device features:
� Remote booking
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� Search VoD and TV content
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Content environment

Multi-device offer

Multi-device platform

Multi-device experience

Advanced TV services like content smooth streaming, VoD store, remote bookings and 
many others will be launch across all platforms

PC’s access Tablet’s access Smartphone's access

1 user interface

1. Overview do projeto
1.1. Contexto – Evolução da experiência do serviço
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TV and Video On Demand 
smooth streaming

Multi device features:
� Remote control
� Remote booking
� TV Guide
� Now & next
� Search VoD and TV content
� VoD catalogue
� VoD purchase



1. Overview do projeto
1.1. Contexto

Content 
environment

Multi-device 
offer

Multi-device 
platform

Multi-device 
experience

Mudança de 
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Evolução do 
modelo de 

negócio 

Alteração 
do modelo 
de acesso

Evolução do 
modelo de 
arquitetura 

SI/TI

Evolução da 
experiência 
do serviço

Mudança de 
paradigma 
para a ZON

Inovação



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation

Idea evaluation

Development

Prototype development 

Marketing strategy 
definition

Internal corporate set-up
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Idea evaluation

Requirement analysis

Project planning

Prototype development 

Pilot application

Testing

Internal corporate set-up

Go live

KPI’s analysis



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Definir os objetivos:

� Criar uma plataforma fácil de usar e que promova a vontade de voltar ao site

� Essa qualidade de experiência deverá traduzir-se:

� numa vontade contínua do utilizador em explorar e adquirir novos conteúdos
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� na fidelidade ao ZONLINE

� na recomendação / promoção do serviço a outros

� Objetivos quantificáveis:

� X clientes únicos

� X visitas por dia/mês/ano

� X visitas por user

� X VOD’s vendidos por user

� X% taxa de adoção do serviço



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Definir o target e personas:

� Todos os clientes ZON TV: cabo satélite

� Jovens com idade inferior a 35 anos
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Benchmarking:
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Sistematizar resultados e análise SWOT das soluções:
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Definir a user experience pretendida:
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Especificar requisitos funcionais e user interface:

Features spec. Features behavior spec. GIS Navigation spec.
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User interface spec. Style guide spec. Usability spec.

Be focus on the user 
and on the user 
experience

Key message



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Especificar requisitos técnicos:
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Idea generation Idea evaluation Requirement analysis Project planning

Estruturar o projeto:

Definir plano de projeto Definir equipa Definir governance model
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Development Prototype development Pilot application Testing

Desenvolver user interface:

Wireframes Exe. gráficas (master) Testes com utilizadores

� Testes com utilizadores 
reais, de contextos 
diferentes:

� Clientes e não clientes

� Hábitos de consumo

Exe. gráficas (drill)
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Desenvolver plataforma de video streaming:

� Hábitos de consumo

� Faixas etárias e 
socioeconómicas 
diferentes 

IT assessment IT design

� Logical Design Plan

� Functional Analysis and 
Technical Specification

� Platform Integration Guide

� Build Notes

� Acceptance criteria’s

� Test Plan

Set-up the platform Integration



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Development Prototype development Pilot application Testing

Melhorar, melhorar, melhorar, melhorar, melhorar, melhorar, melhorar……………….

That’s not what I asked!!!
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Too much bugs!!!

That’s not fast enough!!!

Let’s start again from the 
beginning!!!



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Development Prototype development Pilot application Testing

� Equipa de x pessoas, com 

backgrounds diferentes;

Set-up equipa de testers

� Piloto para xxx colaboradores ZON

� Realização de x questionários aos 

Piloto Alpha

Testar versão “alpha” com users reais:

� Focus group com use case sobre a 

plataforma;

Testes de usabilidade
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� x cenários de produto diferentes;

� Cada pare tester/cenário de produto, 

executava a bateria de testes (xxxx

testes) diariamente

� Emissão diária do report de testes

� Análise de resultados

� Definição dos pontos a melhorar e 

passagem à equipa técnica

� Período de testes: x meses 

� Realização de x questionários aos 

elementos do piloto

� Análise de resultados

� Definição dos pontos a melhorar e 

passagem à equipa técnica

� Eye tracking report: 

� Análise de resultados

� Definição dos pontos a melhorar e 

passagem à equipa técnica



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

Development Prototype development Pilot application Testing

Testar versão “candidate” com users reais e melhorias em real time:
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis

Definir a segmentação, o target e o posicionamento do produto
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis

Definir a estratégia de produto
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis

Definir o marketing mix – Product
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis

Definir o marketing mix – Promotion
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis

Definir o marketing mix – Pricing e Placement
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1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis

Formar as operações de suporte técnico (plataformas)

Equipa de 
projeto
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Formar as operações de suporte técnico (plataformas)

Formar os canais de vendas

Formar as operações de customer care



1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis
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31 de 
Outubro de 

2011

3 semanas 
antes da 

concorrência



Monitorizar diariamente performance da campanha de marketing

1. Overview do projeto
1.2. Desenvolvimento e go live

Conception Implementation Marketing

MKT strategy definition Internal corporate set-up Go live KPI’s analysis
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Monitorizar diariamente performance da plataforma



2. O resultado
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2. O resultado

� never.no, Synchronized 

Companion App Framework

� zeebox

� ZON, IRIS

The Companion Screen Prize
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� BBC News connected TV app

� ZON, IRIS

� Vodafone TV (Germany)

� BBC iPlayer

� Connect TV

� JAZZTEL, JAZZBOX

Outstanding Connected TV 
Service



3. Key success factors & lessons learned

� Ter sempre presente o objetivo final

� Decidir num curto espaço de tempo

� Adaptar a todo o tipo situações

� Perceber rapidamente o tipo de interlocutor que temos à nossa frente

� Resiliência 
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� Resiliência 

� Pensar “out of the box” -> Não aceitar as respostas “Porque sim” ou 

“Porque sempre assim fizemos”

� Fazer parte da solução

� Ganhar o respeito das equipas pelo exemplo

� Be hard with the problem and soft with the people



Questões?

36augusto.f.reis@zon.pt


