
	活动/

活动号
Activity/ Activity ID
	活动描述
Description

	概念启动
Initiate Concept

IPMT-05
	      根据产品路标规划和规划基础活动的成果，总体组和产品行销部总工办对概念启动的可行性进行分析。
GTT and General Engineering Office of Product Marketing Department conduct feasibility analysis on initiation of concept based product roadmap planning and output from basic planning activities.  

    IPMT及相关专家进行产品概念启动评审，给出评审结论。评审通过，则组织成立PDT，开始概念阶段工作。整个评审工作从总体组提交材料到给出评审结论一般不超过6个工作日。
 IPMT and appropriate subject matter expertise perform review on concept initiation and make decisions. When approval is secured, then form PDT and start Concept Phase activities. Usually all review activities should be completed within 6 work days from GTT submit review package to final decision is made.  

	组建PDT核心组/确定必要的外围组成员
Form Core PDT Team/Identify Necessary Extended Team Members

IPMT-10


	选择和落实为完成该产品概念阶段任务所需的PDT成员，主要包括PDT经理和核心组成员，SE和POP。
Identify and obtain PDT members for continuing work of project for Concept Phase,  mainly include PDT leader, core team members, SE and POP.  

	接受项目任务书
Receive Project Charter

LPDT-03
	1、与IPMT沟通，充分理解项目任务书 ；
1. Communicate with IPMT to make sure that they understand Charter well  

2、与IPMT确认PDT核心组和需求分析组等资源到位；
2. Coordinate with IPMT to make sure that PDT core team members and requirements analysis team members are in place

3、将项目任务书发布给PDT成员
3. Distribute charter to PDT members

	准备项目环境
Set up Project Environment

POP-10


	在财务系统中获得并建立项目会计帐目代码来获取项目支出和实际的花费；获得并保存产品的零部件清单；在合适的信息系统中为PDT成员建立用户ID、权限等；获取合适的IT工具使用许可；建立项目文件、项目模板（WBS 1级）和数据库；和IT一起工作来保证项目操作能被充分支持; 在PDT建立和运行过程中，提供和维护PDM配置信息数据，包括项目、群组等。
Obtain and set up project accounting codes in the financial systems to capture project expenditures and actuals; obtain and reserve a set of part numbers for the offering; set up the user ids, privileges, etc. for PDT team members on the appropriate information systems; obtain appropriate licenses for the use of IT tools; set up the Project Files, Project Templates (WBS level 1) and Databases; work with IT to ensure that project operations are adequately supported. In the beginning of PDT setup and in the course of PDT running, collecting and maintainance the PDM configuration data of the PDT, including projects and groups



	团队培训
Conduct Team Training

LPDT-04
	在PDT开始工作前对PDT团队的系统培训，主要包括以下内容：
Provide systematic training to PDT before  kick-off, including: 

1、团队建设培训；
1.  Team building; 

2、集成产品开发流程培训，重点是概念阶段流程培训；
2. Integrated product development with focus on Concept Phase process

3、业务计划培训；
3. Business Plan

4、市场需求培训；
4. Market requirements

5、项目管理培训。
5. Project management

	项目开工会
Conduct Project Kick-off

LPDT-13
	    LPDT召集PDT核心组举行的PDT第一次会议，参考议程：
    LPDT call the first PDT core team meeting, agenda for reference:  

1、项目目标介绍(PDT经理)；
1.   Introduce project target (LPDT); 

2、项目任务书宣读和接受仪式（PDT经理）；
2.   Announce  Charter  ceremony ( LPDT); 

3、宣读PDT核心组任命（产品线总监或项目管理处经理）；
3.   Announce appointment of  PDT  core team member ( Product line director or Project Management Office manager )  

4、PDT核心组成员相互介绍(核心组成员)；
4.  PDT core team members introduce to each other ( core team member) 

5、概念阶段流程简要介绍(引导者/项目管理处经理）
5.  Brief introduction of Concept Phase process ( facilitator/ Project Management Office  manager)

6、概念阶段团队成员的角色和职责(引导者或产品经理)；
6. PDT members' roles and responsibilities in Concept Phase ( facilitators or product manager)

7、 前期工作回顾(PDT经理)（可选，如果有预研阶段的话）；
7.  Recap of previous work ( LPDT ) ( optional, if there is pre-research phase); 

8、概念阶段交付件介绍(PDT经理)；
8.  Introduction of Concept Phase deliverables ( LPDT ); 

9、明确概念阶段项目计划、考评和汇报关系、日常沟通方式(PDT经理)；
9.  Identify Concept Phase project plan, measurement and report relationship, day to day communication approach ( LPDT ); 

10、团队和个人测评指标及激励机制 (LPDT) ；
10. Team and individual measurement metrics and incentive mechanism ( LPDT);  

11、签订资源承诺书（可选）；
11. Sign resource commitment letter (optional);

12、领导动员。
12.  Lead deliver mobilization speech 

	制定概念阶段项目计划
Develop Concept Phase  Project Plan LPDT-20/FPDT-20/RDPDT-20/TSPDT-20/MNFPDT-20/PROPDT-20/MKTPDT-20


	LPDT组织PDT核心组成员共同讨论制定项目概念阶段计划，为概念阶段工作提供指引。
LPDT organize PDT core team member to discuss and develop Concept Phase  project plan which is to be used as a guidance to Concept Phase activities. 

	set up product target cost

制定产品目标成本
FPDT-27


	According to the target price trend and IPMT's request on product's gross margin,with the help of  LPDT and SE,FPDT set up the product target cost,which is one of offering request and decision base. 

FPDT根据产品目标价格趋势、IPMT对产品目标毛利的要求，确定产品目标成本，并作为产品包需求的一部分，成为方案决策的依据之一。


	制定产品质量目标和计划Define product quality objective and plan

/PQA-10
	根据公司质量方针和策略，结合本产品的质量要求，制定本产品要达到的质量目标，以及为达成这些质量目标所采取的策略和行动的计划。
According with company quality policy, satisfying the demand of the product quality, define the product quality objective and the plan which makes the strategy and actions to achieve these quality objective. 

	验证市场需求
Validate Market Requirements

MKTPDT-30


	     对公司当前的和潜在的客户进行访谈；介绍公司当前的产品；审视竞争前景；确定客户细分；审视客户需求、目前的客户满意度；相对价值的价格；上市时间；服务/保证；迁移计划；整体成本等；根据以下要素确定市场定位：类型、特征、渠道组合、价格、市场份额、客户满意度；确定市场引导区域；确定改进领域；决定概念优化策略
Interview Xx current and prospective customer base; present current Xx offering; review competitive landscape; identify customer segmentation; review customer requirements, current customer satisfaction; price against value received; time to market; service/warranty; transition plans; total cost of ownership, etc.; identify Xx  market position by: model type, feature, channel mix, price, market share, customer  satisfaction; identify areas of market leadership; identify areas of improvement; determine strategy for concept refinement. 

	验证市场需求规格
Validate Market Requirements Specifications

MKTPDT-35
	对整理的市场需求规格进行验证，确保需求的正确性。
Validate consolidated market requirements specifications to ensure accuracy of requirements. 

	确定是否需要组建sourcing team

Determine if Sourcing team is required

PROPDT-
27，

启动供应商认证流程
Initiate supplier qualification process

PRO-10
	PDT采购核心代表在概念阶段将负责组建一个跨部门的Sourcing team 的团队，以准备制定初始物料/供应商选择计划。这个计划主要用于评估基于PDT提供的新产品初步设计涉及的物料的可达性和预估成本。开发工程师须提供物料/模块的规格信息，其他如市场初步量的需求、项目开发计划、须采购的关键物料清单、供应商选择标准、供应商选择的风险评估与规避计划等都应包括在该计划中。如果需要，专家团将启动供应商认证流程。

The Procurement PDT Core Team member will convene a cross functional sourcing team to prepare the Initial Sourcing Plan for key components during Concept phase.  The initial sourcing plan is used to assess the availability and estimated cost for materials used in the new product based on the preliminary design of the product as provided by the PDT.  Information such as component/building block specifications provided by the product line development engineers, volume requirements for the market and projected product development schedule, key components that must be purchased, supplier selection criteria (prepared by sourcing team) and sourcing risk assessment and mitigation plan (disaster plan) will be included. CEG will initiate new supplier qualification process if required.



	进行知识产权/智力资产分析和评估可选方案
Perform Intellectual Property and Intellectual Capital Analysis and Assess Alternative Plan

RDPDT-30

SE-05
	检查基于以前项目经验教训的智力资产以防重犯过去的错误；探索能使用在新项目上的内部技术（共用基础模块）；评估时间进度、成本和交付的风险；检查概念和技术的有关可申请专利的、专利权、法律问题
Examine intellectual capital based on experience with previous projects for lessons learned in order to avoid repeating past problems; explore internal technologies (common building blocks) that can be used on the project; evaluate the risks to schedule, cost and deliverables; examine concepts and technologies for patentability, patent rights, and legal issues.

	探索可选概念和提供技术可选方案
Explore Alternative Concepts and Provide Technology Alternatives

EE-10

SWE-10

ME-10

IDE-20

TE-15
	协作产生多个概念并检查每一个的优缺点；选择一个概念进行进一步的定义；提出并评估融入概念的产品、元器件、制造工艺等的多种技术选择；研究外部的产品、元器件和工艺（制造）技术；评估项目风险；确定预备技术作为备用，根据项目具体需要，视情况由研发代表与采购代表共同决定是否需要引入关键供应商参与概念形成过程并参与产品开发。
Explore Alternative Concepts and Provide Technology Alternatives: as a collaborative exercise generate multiple concepts and examine pros and cons of each; select a concept for further definition; put forth and evaluate multiple technology alternatives for product, components, manufacturing processes, etc. incorporate into exploration of alternative offering concepts; explore external product, component and process (manufacturing) technologies; evaluate the risks to the project; identify alternate technologies as backups; collaborate with R&D rep and procurement rep to decide whether key vendor should participate in the process of building concept and product development based on specific requirements of the project. 



	定义RAS其他需求
Define other RAS requirements

SE-03
	提出RAS和其他产品需求，这些需求的提出可以基于公司现有的规范、上一版本产品的缺陷/设计经验等。当存在公司产品间的共享、平台借用时，需要分析其他产品对本产品的需求。
Define RAS and other product requirements. Definition of these requirements could be based on Xx existing guidelines, lessons learned from previous version defect/design, etc. When there is sharing between Xx internal products or reuse of platform, other product's requirements to this product should be analyzed.  

	定义可制造性需求
Identify Manufacturability Requirements

AME-15


	基于以前的经验以及经验数据库的案例，在系统工程师开发产品需求时提供输入以便产品可避免已知道的制造、装配和测试问题
从设计对制造的影响、设计方法论、制造方法论、制造能力、物理布局等方面考虑可制造性的需求。
具体内容参见模板
Based on previous experiences and from lessons learned database, provide input to the Systems Engineer in developing offering requirements so that the product may avoid known manufacturing, assembly and testing problems

Consider manufacturability requirements from the following aspects: impact of design to manufacture, design methodology, manufacturing methodology, manufacturing capability, physical layout, etc. 

Pls see templates for detail.

	定义可测性需求
Define testability requirements

TE-10


	   可测试性需求包括软件可测试性需求、硬件可测试性需求、装备可测试性需求。
   Testability requirements cover software testability requirements, hardware testability requirements and equipment testability requirements. 

     具体内容参见模板
      Pls see templates for detail.

	定义可服务性需求
Identify Serviceability Requirements

TSS-10
	     确定可服务性需求，为系统工程师开发产品需求提供输入，按如下方式操作：
     Identify serviceability requirements to provide  input to SE for development of product requirements. Follow the steps below:  

1、进行客户访谈，了解客户在安装维护方面的需求；
1. Interview customers to understand their requirements on installation and maintenance; 

2、根据模板进行可服务性需求整理并按照需求对技术支持的重要性进行排序；
2. Consolidate serviceability requirements following the templates and prioritize the importance of technical support based on the requirements. 

3、和需求分析组讨论可服务性需求，就产品准备满足的需求达成初步共识；
3. Discuss serviceability requirements with requirements analysis team and reach preliminary consensus on requirements this product is supposed to meet. 

4、PDT小组讨论各部分需求，包括市场（代表客户）、研发、测试、技术支持（可服务性需求）、生产需求满足情况，根据开发进度等多重因素对需求进行分析；
4. PDT discuss requirements from different areas, including marketing ( represent customer), R&D, testing, technical support (serviceability requirements) and how well are manufacturing requirements met. Perform analysis based on multiple factors such as development progress.  

5、所有需求整合成一个需求项目列表，提交SE进行产品需求设计输入。
5. Consolidate all requirements into a requirements list and submit it to SE as input to product requirements design. 

	产生和评估产品包概念并选择概念
Generate and Assess Offering Concept and Select the Concept

RDPDT-35

SE-07

EE-12

SWE-12

ME-12

IDE-27

TE-17
	检查市场需求报告；定义概念评价标准和建议；定义技术生存能力、准备就绪评价标准；产生多个产品包概念；记录每个概念的优缺点；根据标准对每个概念评价；选取一个概念。
Review market requirements report; define concept measurement criteria and make recommendations; define technology vitality;  measurement criteria for preparation readiness; generate multiple offering concepts; log strength and weakness of each concept; assess each concept based on the criteria; select one concept. 

	制定标准策略
Develop Standard Strategy

SE-09
	       根据概念阶段所能够获得的信息，尽可能分析出与本产品有关的各个标准方面的状态，并与产品设计需求建立对应关系，为计划阶段进行的各产品设计活动（“系统设计和设计规格定义”、“概要设计”等）提供来自标准方面的约束，以保证产品的设计符合有关标准，并为计划阶段进行“制定产品标准计划”活动打基础。
     Based on information available in Concept Phase, try to analyze standard status related to this product and match them with offering design requirements. This will set a guideline for product design activities ("System Design and System Design Definition" and "High Level Design", etc.)  conducted in Plan Phase and ensure that product design will meet relevant standards and set a basis for "Develop Product Standards Plan" activity performed in Plan phase. 

	定义产品包需求和产品概念
Develop Offering Requirements and High Level Concept

SE-10
	将市场、可制造性、可服务性、可获得性和功能需求集成为产品需求，它覆盖了与客户接触的所有点，也就是销售、获得、计划、安装、培训、支持、维护、升级、退出等
Integrate market, manufacturability, serviceability, availability, reliability and functional  requirements into offering requirements that cover all the touch points with customers, i.e. selling, acquiring, planning, installing, training, supporting, maintaining, upgrading, retiring, etc.

 集成产品包需求：明确包括特征在内、前期定出的各种优先级；集成地理/NLS需求；集成适用于当前产品包的技术建议；集成智力财产、智力资产建议；集成UCD确认反馈；集成可服务性需求和建议；确定初步的质量（RAS）需求；集成可制造性需求和建议；准备产品包需求报告。
Integrated offering requirements: identify priorities decided upfront (including features); integrate geographical /NLS requirements; integrate technical recommendations applicable to current offering; integrate intellectual property and  intellectual asset recommendations; integrate identified UCD feedback; integrate serviceability requirements and recommendations; identify preliminary quality (RAS) requirements; integrate manufacturability requirements and recommendations; prepare offering requirements report. 


定义产品概念：
回顾最初的系统架构假设、标准假设、CBB/重用目标；定义最初的产品架构假设；回顾产品包需求报告；开发设计需求；定义CBB设计元素；进行硬件元素、软件元素、技术支持和服务元素的初步选择；确定初步的问题定位需求；开发初步的产品包假设；开发高层产品包概念。
Define product concept: Review initial system architecture assumptions, standard assumption, CBB/reuse target; define initial product architecture assumption; review offering requirements report; define CBB design elements; perform preliminary selection of hardware elements, software elements, technical support and service elements; identify preliminary issue positioning requirements; develop preliminary offering assumption; develop high level offering concept. 



	技术评审1

Perform Technical Review 1

SE-20
PQA-20
	在概念阶段CDCP前针对产品包需求和产品概念的评审。TR1重点关注产品包需求的完备性以及选择的产品概念是否满足产品包需求。同时，TR1还对产品设计需求的关键点进行评估：Review the offering requirements and concept prior to CDCP.TR1 is focused on ensuring the completeness of offering requirements and the suitability of the selected product concept alternative to address them.  TR1 includes a summary level review of key design points associated with the product concept to


a. 评估产品设计需求是否充分映射产品包需求；Estimate the product design requirements to see whether they thoroughly reflect the offering requirements, and 


b. 确保产品包需求的技术可行性以及产品概念的有效性；Ensure the technical feasibility of the offering requirements and viability of the design concept, and to


c.判断本阶段的交付件描述是否明晰而足以指导产品规格的设计。Determine whether the description is clear enough to guide the system design specifications definition in the plan phase.

另外，TR1同时关注下列目标：In addition, TR1 also has the following objectives:


d. 评估产品标准策略； Estimate the product standards strategies;


e. 评估部件重用计划。 Estimate the parts reusing plan.

TR1通过后需求应被置于更改控制之下。 After TR1 passes, the requirements shall be put under the modification control.

TR1是针对产品的R级版本进行的。TR1 is geared to the R Version of a product.

	产品包需求基线化
Set a Baseline to Offering Requirements

SE-30
	根据技术评审1的结果，解决产品需求的相关问题，刷新产品需求，形成需求基线。
Resolve product requirements related issues based on output from TR1, refresh product requirements and set a requirements baseline.

	监控和管理需求更改
Monitor and Manage Requirements Change

SE-40
	需求定义之后，仍可能随时间而变化，因为从潜在的客户那里得到了更多的信息；若在出现这些更改时将之包括在产品包之中，则项目的目标和完成标准将不断变化，将导致出现不良影响；结构化的需求更改控制将使产品更稳定，因为所有变更被置于控制之下。可以提出需求更改，但它们只能通过一个结构化流程进行更改（交付更改管理），在PDM实施前，按CMM及其它公司现有流程运作。
Requirements, once developed, may change with time as more information is obtained from potential customers; if these changes are included in the offering as and when they occur, the objectives and completion criteria for the project keep changing, leading to a 'reactive' rather than a 'proactive' situation; structured change control of requirements leads to a more stable product because changes are managed. Requirement changes can be proposed, but they can only be changed through a structured process (Deliverable Change Management). Use CMM and other appropriate Xx processes before implementation of PDM.     

	创建早期BOM（ Early BOM ）(开发过程中更新).提供新器件规格Create Early BOM (update throughout development).

Provide new parts specification.

SE-35
	PDM 活动. 根据对早期产品包结构的了解提供一个目标产品粗略的概览。应该自上而下的建立，包括最上层器件、装配件、子装配件。这些信息将用于早期与设计、制造、采购等各个功能部门就产品概念进行的沟通。

PDM activity. Provide a high level view of the proposed product based on early knowledge of the offering structure. It should be constructed in a "Tops-Down" manner and include top level components, assemblies and sub-assemblies. This information will be used during the early phases to communicate the conceptual idea of the product to the various engineering, manufacturing and procurement functions.

	Develop initial EC Plan

制定初始的EC计划

SE-45
	PDM 活动. 是文档，用于协调的，计划好了产品项目日期，是部件级的，是为了保证基础记录和技术设计信息能有序而及时地从开发向制造发布。 

PDM activity. Document, for the purpose of coordination, the planned product program dates, at a part number level, for the orderly and timely release of the basic records and technical design information from Engineering to Manufacturing.

	进行总体风险评估
Perform Overall Risk Assessment

LPDT-25
	通过确认各方面的风险，评估其潜在影响，并制定计划以控制风险，缓和风险一旦发生所带来的冲击。
Identify risks from different areas and assess their potential impact and develop mitigation actions to mitigate any possible impact when the risk occur. 

	制定对外合作策略
Develop External Cooperation Strategy

LPDT-21
	1、审阅选定的产品概念和技术路线；
1. Review selected product concept and technology; 

2、分析选定的技术路线，确定需对外合作解决的技术：
2. Analyze selected technology and identify technologies requiring cooperation to tackle. 

    ①相关技术在产品中的作用；
    ①Application of appropriate technology in product; 

   ②相关技术在公司的现状与业界情况的比较分析；
   ② comparison and analysis of appropriate technology used at Xx and that in industry; 

    ③分析对外合作的原因（解决有无、缩短TTM、经济性考虑等）。
    ③ analyze reasons for external cooperation ( technology exchange, shorten TTM, economic considerations, etc.). 

3、依据对产品概念、技术路线和可能的资源状况分析，提出可资源外包解决的技术（人力不足或非公司核心技术可以外包）：
3. Based on analysis of product concept, technology and resource, work out technologies that could be outsourced (outsourcing is used when Xx doesn't have  enough man power or for non core technology ):  

①人力不足或非公司核心技术可以外包
① outsourcing is used when Xx doesn't have enough man power or for non-core technology 

②委托测试等。
②entrusted testing, etc. 

4、合作分析：
4. Cooperation analysis: 


    ①工作量估算

    ① estimate workload


    ②可能的风险及控制方法

    ② possible risks and mitigation action


    ③对外合作项目费用占产品研发费用的比例

    ③ proportion of external cooperation expense out of product development expense


    ④该项目同时可以对公司其他产品或技术带来何种收益（可能依此分摊费用）

    ④ benefits brought about by this project to other Xx products or technology ( expensed could be apportioned based on this)

5、 可能的合作对象（可选，尽量提出以便指导计划阶段），根据具体合作业务的需要，采购代表参与确定可能的合作对象。
5. Possible cooperation candidates ( optional, try to provide some to guide Plan Phase), based on specific business requirements, procurement rep participate to decide possible cooperation candidates. 

6、合作知识产权归属建议。
6. Cooperation intellectual property ownership recommendations. 

	制定信息安全计划

Develop Information Security Plan

LPDT-27
	根据项目的具体特点和公司有关信息安全的规定，决定本产品的信息安全要求和实施计划，确保项目的成果得到有效保护。主要内容包括：产品信息安全要求、产品设计安全计划、文档管理安全计划、组织管理安全计划、工作环境安全计划、变更管理和沟通计划等
Decide the information security needs and plan according to corporate rule and the project specific characteristics, In order to protect project information property. The major content include information security need, product design security plan, document management security plan, organization management security plan, work environment security plan, change management and communication plan.

	实施初步的财务评估
Develop Initial Financial Assessment

FPDT-30
	    开发所有的产品成本估计，包括：硬件、软件、开发、工具、生产、市场和销售、定单履行、客户服务等；开发收入的估计（基于按区域、渠道的销售预测等）；开发收益率估计
Develop estimates of all offering costs - hardware, software, development, tools, production, marketing & sales, fulfillment, customer service, etc.; develop estimates of  revenues (based on sales forecasts by geography, channel, etc.); develop estimates of profitability.



	准备开发和验证计划
Prepare Development and Qualify Plan

RDPDT-40
	开发开发和验证的高层计划，包括主要里程碑、主要活动、资源、进度、开发和验证成本、主要的技术风险等。
Develop high level plan for develop and qualify, including major milestones, activities, resources, schedule, develop and qualify cost, major technology risks, etc.  

	制定订单履行策略
Develop Fulfillment Strategy

FF-10
	制定一个履行客户订单的策略---如何生成订单，通过哪个渠道，订单如何被传递、接受、处理、安排计划、构建、交付并在客户现场完成安装；以及如何将订单的状态通知到客户（也包括现场销售及渠道支持人员）：电话/传真，web站点，检查表，邮件，电子邮件等。
Develop a strategy to fulfill customer orders - how orders will be generated, through which channels, how orders will be communicated, accepted, processed, scheduled, built, delivered and installed at customer sites; also how customers (as well as field Sales and channels) will be notified about the status of their orders - phone/fax, web site lookup, mail, e-mail, etc.

	制定ESP策略
Develop Early Support Strategy

ESP-10
	制定一个总体方案以支持使用首批产品单元的早期客户，这些初始产品可能还会有一些问题（这些早期客户知道这一点，但他们能够接受，因为这可以使他们比其竞争对手更早地学习和准备使用这一新产品）；早期支持对双方都有利，因为它使制造厂家能够学到更多的该产品包在“现实世界”环境下的性能表现，这给了他们机会和时间去发现并修改该产品包在实际操作中出现的一些重要问题。同时，也提供制造厂家一个机会来培训该产品包的主要技术支持人员及其它人员。
Develop the overall approach to supporting early customers with initial production units which may have some problems (the early customers understand this, but they accept this because it enables them  to learn about and prepare to use the new offering before their competitors); early support is beneficial to both parties because it enables the manufacturer to learn more about the performance of the offering in 'real-world' environments and gives them the opportunity and time to identify and fix the important problems encountered in the real-world operation. Also, it give the manufacturer the opportunity to train key technical support and other staff in the offering.

	支持制定销售预测
Support Development of Sales Forecast

S-10
	支持行销人员以按地理、渠道及产品特性等来做出销量预测；从客户那里得到输入，进行市场调查，分析竞争对手的情况，估计可能的销量及搭配。
Support Marketing in the development of sales forecast  by geography, by channel, by product feature, etc.; obtain input from customers, conduct market surveys, competitive analyses and estimate potential sales volumes and mix. 

	制定初始的市场计划
Develop Preliminary Marketing Plan

MKTPDT-40
	进行按区域、渠道等的销售量估计，开发按区域、渠道等进入市场的策略。         

综合性地描述产品、产品要满足的市场需求和与产品容量及产品组合相关的潜在细分市场 （销售预测）和完成销售预测而需要采取的战术性活动， 类似产品在何处销售、需要关注的目标市场、如何承受竞争压力等问题都需要详细的描述 （市场策略）以及目标市场的竞争对手分析， 包括价格和目标用户。
Develop estimates of sales volumes by geography, channels, etc., and develop the go to market strategy by geography, channels, etc. 

Comprehensively describe the product, market requirements this product is to meet, potential market segment related to product capacity and product portfolio as well as tactical activities to achieve sales estimates. Where to sell the product, target market to be focused and how to compete (market strategy)  as well as competitive analysis in target market ( including price and target users) should be described in detail.

	制定制造策略
Develop Manufacturing Strategy

MNFPDT-30
	      制订产品生产的高层策略，定义如何以及在哪里制造产品，是否使用外部单位等，包括初始生产产品，小批量生产和批量生产。
    具体内容参见模板。
      Develop high level strategy for manufacturing, define how and where product will be manufactured; whether external parties will be used, etc. Including initial production, ramp up and volume production. 

Pls refer to templates for detail. 

	制定用户服务策略
Develop Customer Support Strategy

TSPDT-30
	        定义客户服务和支持将如何提供，是否使用第三方或渠道或网站，将提供哪一类的支持、在什么区域等，为制定业务计划和建议作准备。
1、根据模板，进行策略分解，确认需要考虑哪些方面策略；
2、和职能部门领导了解目前的服务和支持策略，听取领导的建议；
3、按照模板，分部份确认工程服务策略，确认维护策略、确认收费服务策略、预估服务成本和收入、预估人力资源需求、其他策略等。
Define how customer service and support will be provided; whether third parties or channels or web will be used, for what kinds of support will be provided, in which geographies, etc. Prepare for developing business plan and recommendation. 

1. Partition strategy based on the templates and identify what areas of the strategy should be considered; 

2. Communicate with functional management to learn about current service and support strategy, listen to recommendations for management

3. Based on the template, identify one by one engineering service strategy, maintenance strategy, fee based service strategy, service cost and revenue estimates, human resources estimates and other strategies, etc.  

	制定初始的供应商&物料选择计划
Develop Initial Sourcing Plan

PROPDT-30
	确定候选的供应商，确定关键元器件供应商，调查供应商，基于预先制定的标准选择供应商，基于跟踪记录验证供应商，巩固供应商等；从供应商处获得关键元器件的材料成本估计，进行权衡分析，选择主要的和候选的供应商
对所用的材料和器件进行 ROM (粗略定货数量 Rough Order of Magnitude) 的成本估算；确认关键和独家供应商事宜，包括以下内容：
1、制定关键器件供应商约束；
2、制定采购应急计划；
3、进行采购“合理成本”分析。
4、ROM成本估算。
      具体内容请参见模板
Identify candidate suppliers, identify key component  suppliers, investigate suppliers, select suppliers based on predetermined criteria, certify suppliers based on their track record,  consolidate suppliers, etc.; obtain Material Cost Estimates from suppliers for key components, perform tradeoff analysis, and select main and alternate suppliers

Conduct ROM (Rough Order of Magnitude) cost estimate for all materials and components used; identify key and unique suppliers, including;

1. Develop key components supplier constraint terms; 

2. Develop procurement contingency plan;

3. Perform procurement "reasonable cost" analysis. 

4. ROM cost estimates.

Pls refer to templates for detail. 

	制定 业务计划和端到端项目计划（WBS1/2级）
Develop Business Plan and E2E Project Plan ( WBS Level 1/2) 

LPDT-30

FPDT-40

RDPDT-50

TSPDT-40

MNFPDT-40

PROPDT-40

MKTPDT-50

TD-10
	定位新产品的市场细分；提供市场/机会分析；提供竞争分析；识别风险、优先级；目标市场和价格；确定在产品概要概念中的技术方法；提供包括成本、收入分析的财务分析；提出并证实建议；用标准模板准备业务计划，概念DCP前分发给IPMT。
项目计划和业务计划是概念阶段的关键交付件，用于项目的总体控制和项目风险分析。主要步骤如下：
1、制定项目计划－基于模板在LPDT统一把握下，各PDT成员完成各自部分，然后综合讨论确定。
2、制定业务计划－11个部分分解到PDT各个成员，PDT成员根据前面的输出写作，由LPDT整合汇总。
3、确定主要事件/里程碑。
4、工作量评估和资源预估。
5、风险分析管理。
Position new offering against market segment portfolio; provide market /opportunity analysis; provide competitive analysis; identify risks, priorities, target markets & prices; identify the technical approach including the high level offering concept; provide financial analysis including estimated costs and revenues; make and substantiate recommendations; prepare the business case using the standard template. Distribute to IPMT before Concept DCP.

Project plan and business plan are key deliverables in Concept Phase. They are used to monitor overall project and perform risk analysis. The following are key procedures:

1. Develop project plan- based on the templates, LPDT lead, each PDT rep complete his/her own section and then put together, discuss and make final decision. 

2. Develop  business plan- partition eleven sections to PDT reps. PDT reps develop their own sections based on previous output. LPDT consolidate and develop the final draft.  

3. Identify key events/milestones.

4. Work load assessment and resources estimates.

5. Risk analysis management.

	与IPMT成员充分沟通
Sufficient communication with IPMT members

LPDT-40
	为了提高决策时效率和质量，要保证IPMT委员在正式决策评审会前，对业务计划有充分的了解，PDT成员在正式决策评审会前与IPMT委员进行充分沟通。建议程序如下：
To enhance efficiency and quality of decision, make sure that IPMT members know the business plan well enough. PDT members should communicate sufficiently with R&D and Marketing Management Committee/ Product Line Committee members before formal DCP. The following are suggested procedures: 

1、在决策评审材料提交给IPMT成员后3到4天后与委员们进行沟通。
每次沟通都要有纪要，沟通的内容就是决策评审材料(业务计划和项目计划)，沟通后如有必要在业务计划中修改的，在决策评审前修改完成。
1. Communicate with IPMT three to four days after sending them DCP materials. 

Meeting minutes should be logged for each communication, the contents of communication is DCP materials (business plan and project plan), any necessary change to the business plan should be completed prior to DCP.  

2、沟通的问题汇总及答复意见在决策评审会议上要进行汇报。
2. Summary of communicated issues and feedback should be reported at DCP meeting. 

	概念决策评审
Concept DCP IPMT-20
	IPMT评审业务计划和建议，作出是否批准项目进行进一步工作的决定。IPMT会将决定通知PDT。假如决定是“批准”，他们将给出外围小组成员的候选名单。假如IPMT批准，项目就进入计划阶段。假如IPMT不批准，PDT核心组成员签署取消函，更新项目文件、数据库、立即解散并终止项目的进一步工作。不管哪种情况，PDT核心组要进行流程改进评审并将得到的指标以及经验教训放入智力资产数据库中。
IPMT reviews the business case and recommendations, and makes a decision to approve or disapprove further work on the project. The IPMT will send a notification to the PDT with their decision. If the decision is 'approve', they will also send names of their candidates for the extended PDT. If the IPMT approves, the project moves to the Plan phase. If the IPMT disapproves, the PDT Core Team members sign the cancellation letter; update the project files, database, disband immediately and terminate further work on the project. In both cases, the PDT Core Team conducts a  process improvement review and captures metrics and lessons learned in the Intellectual Capital Database.

	更新项目数据库
Update project database

POP-15
	1、更新项目计划/合同（LPDT）；
1. Update project plan/contract (LPDT); 

2、修正/发布产品包（LPDT）；
2. Revise/release offering (LPDT); 

3、更新集成项目文件/模板（LPDT）；
3. Update integrated project documents/templates ( LPDT);

4、RDPDT更新共用硬件数据库（Aspect）
4. RDPDT update common hardware DB (Aspect);

5、调整组织/技能/资源（LPDT）；
5. Adjust organization /skills / resource (LPDT);

6、调整设施及场地（LPDT）；
6. Adjust facilities and space (LPDT); 

7、调整资金（与FPDT一起）；
7. Adjust capital ( with FPDT); 

18、确定关键文档，在哪里存放文档的软、硬拷贝
8. Identify key documents and where to store soft and hard copy of the documents.

	关闭项目数据库
Close project database

POP-15
	1、关闭项目计划/合同（LPDT）；
1. Close project plan/contract (LPDT); 

2、关闭产品包（LPDT）；
2. Close offering ( LPDT); 

3、关闭集成项目文件/模板（LPDT）；
3. Close integrated project documents/ templates (LPDT); 

4、RDPDT关闭共用硬件数据库（Aspect）
4. RDPDT close common hardware DB ( Aspect)

5、解散组织/技能/资源（LPDT）；
5.  Release organization/skills/resources ( LPDT); 

6、释放设施及场地（LPDT）；
6. Release facilities and space ( LPDT); 

7、释放资金（FPDT）；
7. Release capital ( FPDT); 

8、确定关键文档，在哪里存放文档的软、硬拷贝
8. Identify key documents and where to store soft and hard copy of the documents

	项目经验教训总结
Project lessons learned

LPDT-42
	      概念决策评审后PDT对概念阶段工作的成功经验和失败教训进行总结，并按照统一的模板和要求形成案例存储在统一的IT数据系统，并推动共享、查询和继承应用。
      PDT conduct lessons learned after Concept DCP on the success and failures in Concept phase. These information should be developed into study case following the  same template and stored in the same IT DB and improve its sharing, inquiry and inheritance application. 


	活动/

活动号
Activity / Activity ID
	活动描述
Description

	确定是否需要UCD
Determine if UCD is Appropriate

UCD-10


	         UCD并不要求在所有的产品中应用。是否应用UCD的流程被用来确定那些希望从UCD原则和活动的应用中收益最大的项目。基于评审（可能包括从执行管理层的输入），PDT经理确定本项目是否符合UCD考虑条件。 对于一个已确定的UCD项目，组建UCD核心组和确定必要的外围组成员,成员来自技术支持、OMC与网管、资料开发、工业设计、研发、市场。.一名 UCD 团队成员将成为PDT外围组中的一员，研发PDT核心组成员有责任在PDT核心组中代表UCD的兴趣/观点。在PDT核心组的判断方面，UCD 团队成员也可能成为PDT中有投票权的成员。UCD团队的成员通常兼职对应的PDT的外围组相关领域的职责,或者兼职多个PDT的UCD工作,对于每个PDT，UCD团队中至少有一人的主要工作是UCD.

User Centered Design (UCD) does not apply to all products.  Based upon the review (which may include input from executive management), The PDT leader  identifies if this project is eligible for UCD considerations. For an identified UCD project, Form UCD core team and extended team,The members come from  TS ,OMC ,IDD ,MBD ,R&D , M&S .a UCD team member becomes a member of the extended PDT.  The R&D PDT Core Team member then has the responsibility to represent UCD interests on the PDT Core Team.  At the discretion of the PDT Core Team, the UCD Team member may also become a voting member of the PDT.The members of UCD team also do the works of related PDT extended team  or the UCD works of other PDT.In UCD team at least one person's major work is UCD for  every PDT.



	定义UCD需求
Identify UCD Requirements

UCD-20
	        UCD团队作出以下活动：
 指定产品的可用性目标以及衡量方法
 建议UCD的投资等级（可投入的人力、物力）
 定义目标市场，也就是写出用户描述
 识别主要竞争对手
 开始招募用户
此活动是是纲领性的，其结果决定了后继的投入、主要的竞争对手等重要信息，直接影响着UCD后面所有活动。
The UCD Team does the following:

 Specifies ease-of-use objectives, targets, and validation methods

 Determines the degree of investment in UCD

 Defines the target market and Writes the audience description

 Identifies the prime competitor

 Begins recruiting activities

This activity is very important activity of UCD,The result decides the objective of UCD of  the product.

	映射产品包需求和用户任务的关系
Map Offering Requirements To User Tasks 

UCD-30


	根据任务分析的结果，检查用户任务和产品包需求之间映射关系。在任务分析活动完成之后，需要就用户任务和产品需求包进行一次映射。这个活动在TR1之前完成。
This activity is to mapping between user tasks and offering requirements, and  is ended before TR1. 

	定义易用性目标
Define Ease-of-use objectives标UCD-40
	通过任务分析和竞争对手评估，从 易用性目标的定性描述，细化为定量描述，给出具体指标。
Using the result of task analysis and competitive evaluation,change the high level ease-of-use objectives into low level one include quantitative data. 


