	活动/

活动号
Activity / Activity ID
	活动描述
Description

	增扩PDT

Augment PDT

IPMT-30
	选择和落实为完成该产品计划阶段任务所需的PDT扩展组成员。
Identify and obtain PDT extended team members for continuing work  on the project for Plan Phase.

	团队培训
Conduct team training

LPDT-46


	在PDT开始工作前对PDT团队的系统培训，包括以下内容：
Provide systematic training to PDT before  kickoff, including:

1、团队建设培训；2、产品开发流程培训，重点是计划阶段的流程；
3、系统工程培训；4、项目管理培训。
1. Team building; 2. Product development process with focus on Plan Phase process; 

3. System engineering; 4. Project management

	增加扩展组成员并更新项目文档
Add Extended Team Members and Update Project Files

POP-20
	更新项目文档(如根据评审意见更新业务计划书)及数据库，将外围组成员加入进来。同时也要更新智力资本数据库。
Add extended team members to the project by updating the project files, database. Also update the Intellectual Capital database.



	开工会
Lead Kickoff Plan Phase Activities

LPDT-50
	    通知和分配附加的团队成员给项目；建立团队，将新成员引导进入项目，解释他们的角色和对他们的期望。参考议程如下：  

1、项目目标介绍(PDT经理)；
2、宣读PDT扩展组任命（产品线总监或项目管理处经理）；
3、PDT成员相互介绍(核心组和扩展组成员)；
4、计划阶段流程简单介绍(引导者或项目管理处经理）；
5、概念阶段回顾和交付件介绍(PDT经理)；
6、计划阶段团队成员的角色和职责(LPDT)；
7、计划阶段目标交付件介绍(PDT经理)；
8、明确计划阶段项目计划、考评和汇报关系、日常沟通方式(PDT经理)；
9、团队和个人测评指标及激励机制 (LPDT)；
10、签订资源承诺书（可选）；
11、领导动员。
Inform and assign the additional team members to the project; perform team-building; bring new members up to date on project; explain their roles and expectations from them. The following agenda is for reference: 

1. Introduce project target (LPDT); 

2. Announce appointment of PDTextended team members ( Product Line director or Project Management Office manager)

3. PDT members introduce themselves to each other (core team and extended team members) 

4. Brief introduction of Plan Phase process ( facilitator or Project Management Office manager)

5. Recap of Concept Phase and introduction of deliverables ( LPDT);

6. PDT members' roles and responsibilities in Plan Phase (LPDT);

7. Introduction of target deliverables in Plan Phase ( LPDT); 

8. Identify Plan Phase project plan, measurement and report relationship, day to day communication approach ( LPDT)

      9. Team and individual measurement metrics and incentive mechanism ( LPDT);
     10. Sign resource commitment letter (optional);

     11. Lead deliver mobilization speech

	制定计划阶段项目计划（WBS3/4级）
Develop Plan Phase Project Plan (WBS L3/L4)

LPDT-55/FPDT-45/RDPDT-55/TSPDT-45/MNFPDT-45/PROPDT-45/MKTPDT-45
	组织PDT成员共同讨论制定项目计划阶段项目计划，为计划阶段工作提供指导。
Organize PDT members to discuss and develop Plan Phase project plan to provide guidance for Plan Phase activities. 



	decompose product target cost

分解产品目标成本
FPDT-47

	According to product structure,FPDT decomposes product target cost into medel or key material,in orer to R&D and procument could control cost.

根据产品结构，FPDT将产品目标成本分解成模块或关键物料的成本，以便研发和采购控制成本。


	优化产品质量目标和计划Refine product quality objective and plan

/PQA-30
	进一步优化产品质量目标和计划, 产品质量计划由LPDT及各功能领域代表审核，并作为业务计划的一部分纳入业务计划进行管理和监控。
Refine product quality objective and plan, the product plan shall be reviewed by LPDT and other members of PDT core team, monitored and controlled by PDT as a part of business plan.

	制定发布策略
Develop Launch Strategy

MKTPDT-47
	在CDCP通过之后，参考营销策略、市场策略、目标市场等编写产品发布策略(网上发布\新闻发布会\广告,什么时间将提供具备什么功能的产品。
Compose the launch strategy after CDCP exit with input from marketing strategy, market strategy and target market.

	需求分解和分配
Partition and Allocate Requirements

SE-50
	      与硬件工作师、软件工程师及结构工程师一起协作，分析产品包需求，将需求分解成硬件、软件或结构子系统；然后每一块（硬件、软件、结构）进一步将需求分配到更下一层子系统、部件或模块之中； 需求分解要确定某些特殊需求如何由硬件、软件或结构或任何组合形式实现；需求分配要清晰地决定需求的哪些部门由硬件实现，哪些部分由软件实现，哪些部分由结构实现，它们之间的接口也要定义清楚。
In collaboration with the electrical engineer, software engineer and mechanical engineer, analyze the offering requirements, partition them into electrical, software or mechanical subsystems; each discipline (electrical, software, mechanical) then further allocates the requirements into subsystems and components or modules; the partitioning determines whether a particular requirement will be met using electrical, software or mechanical or any combination; the allocation clearly decides which part of the requirement is to be met by electrical, which part by software, which part by mechanical, and the interfaces between them.

	硬件需求分解与分配
Partition and Allocate Electrical Requirements

EE-20
	分析硬件需求，将需求分割成子系统、部件或模块；“硬件需求”的分解和分配将确定某些特殊需求如何采用子系统、部件或模块的组合来实现，它们之间的接口关系也要定义清楚
Analyze the electrical requirements, partition them into subsystems and components or modules; the partitioning and allocation of the 'electrical' requirements determines how a particular requirement will be met using a combination of subsystems, components, or modules, and the interfaces between them.

	软件需求分解与分配
Partition and Allocate SW Requirements

SWE-20
	分析软件需求，将它们分割成子系统或模块；“软件”需求的分割和分配要确定某些特殊需求如何采用子系统或模块的组合来实现，它们之间的接口关系也要定义清楚。
Analyze the software requirements, partition them into subsystems or modules; the partitioning and allocation of the 'software' requirements determines how a particular requirement will be met using a combination of subsystems or modules, and the interfaces between them.

	结构需求分解与分配
Partition and Allocate Mechanical Requirements

ME-20
	分析结构需求，将它们分割成子系统、部件或模块；“结构”需求的分割和分配要确定某些特殊需求如何由子系统、部件或模块的组合实现，以及它们之间的接口关系。
Analyze the mechanical requirements, partition them into subsystems and components or modules; the partitioning and allocation of the 'mechanical' requirements determines how a particular requirement will be met using a combination of subsystems, components, or modules, and the interfaces between them

	系统设计和设计规格定义
Develop System Design and Specs

SE-60
	   基于需求分解和分配方面的协作活动，生成系统、子系统、部件、模块及接口的技术规格，要求表达清晰以减少误解及重复；生成一个概要的BOM结构树以及系统设计概念块图。
Based on the partitioning and allocation collaborative activities, generate technical specification for the system, subsystems, modules, components and interfaces in clear language to reduce misunderstanding and duplication; develop a high level BOM tree structure and a block diagram of the system design concept.

	技术评审2

Perform Technical Review 2

SE-70

PQA-40
	在计划阶段对产品设计规格的评审。TR2重点关注产品设计需求到产品设计规格的完备性。Review the product design specifications in Plan phase. TR2 is focused on assessing the completeness of  the translation of design requirements into design specifications. 

TR2的准备活动包括各功能领域完成专项评审，在TR2的评审会上将由PDT核心团队在综合层面进行讨论，确保设计规格包括并适应每单元和构建模块（譬如单板、软件模块）的设计。TR2 preparation and review activities include affirmation of functional specification reviews at the sub-process level as well as summary level discussion at the PDT core team level to ensure that design specifications include specifications suitable for unit and building block design; for example hardware single board assemblies and software modules. 

TR2的评审过程包括对关键设计规格和要点的综合讨论，也对产品架构（配置）进行细致审阅（走读），以确保后续的概要设计（HLD）能有效进行。The TR2 session includes a summary level review of key design points and specifications.  It also includes a walkthrough of the product architecture (configuration) as a foundation for performing subsequent High Level Design activities.


TR2通过后产品设计规格应被置于更改控制之下。After TR2 passes, the product design specifications shall be put under the change control.

TR2的目的是确保：The objective of TR2 is to ensure that:

 a.
设计规格充分映射了设计需求，并足以指导后续的IPD流程及功能领域子流程的产品开发活动； The Design Specification adequately addresses Design Requirements and is appropriate for subsequent IPD and Functional sub-process level product development activities. 

 b.
定位产品规格和配置中的缺陷和限制，评估风险，形成规避策略和应急计划； Gaps and limitations in product specification and configuration have been identified; risks evaluated, and mitigation strategies and action plans have been put in place

 c.
形成有效的产品配置。 A viable product configuration has been identified

	系统规格基线化
Set System Specs Baseline

SE-80
	1、将评审通过的产品规格书作为基线；
2、对后续产品开发过程中产生的规格更改进行控制。
1. Set  approved product specifications as the baseline; 

2. Put follow up specs changes under change control.  

	开始监控设计规格
Begin to Monitor & Manage Specs

SE-90
	定期地对设计和开发活动进行检查以确保开发人员正确地按产品包技术规格进行开发； 使用PDM的EC模块来使规格的更改受控（在PDM实施前，使用CMM和公司其它的相关流程）。 

Perform inspections regularly on design and development activities to make sure that the technical offering specifications are properly addressed by the developers; maintain control over changes to specifications using the structured 'Deliverable Change Management' enabling process ( use CMM and other appropriate Huawei existing processes before implementation of PDM)

	Build 划分
Build Partition

SE-65
	SE组织开发人员依据设计需求和设计规格进行Build划分，生成Build计划和BBIT的策略。Build计划是后续制订开发计划和测试与验证计划的依据。

Build划分的关键步骤如下：

1、根据设计需求和设计规格建立功能-模块矩阵 

2、初步分析、整理功能跟踪矩阵，建立unique-combination

3、划分Build

4、画Build拓扑图并整理模块进度计划

SE organize developer to perform build partition based on design requirement and design specification. Complete build plan and building block integrate and test strategy. Follow up develop plan and certification and test plan will based on Build Plan.

Key step for build partition is:

1. Define function-module matrix based on design requirement and design specification.

2. Analysis function-module matrix and create unique-combination.

3. Partition build.

4. Draw build plan diagram and develop build schedule.

	开发产品包需求跟踪矩阵

Develop Offering Req. Track Matrix

SE-85
	系统工程师根据基线化的产品包需求、设计需求和设计规格建立需求跟踪矩阵，明确产品包需求如何一级级分解到构建模块上。

SE develop offering requirement track matrix based on offering requirement, design requirement and design specification. Identify how offering requirement is allocated to building block through steps.

	开发BBIT策略

Develop BBIT Strategy

EE-35, SWE-35
	开发人员根据Build计划确定BBIT策略，确保Build构建的质量。
Developer develop Building Block Integrate and Test Strategy based on Build Plan。 Ensure the quality of Integrate and test of building block.

	概要设计
High Level Design 

SE-95
	        系统工程师，和各专业工程师（硬件、软件、结构、EMC等）合作，按照《概要设计》文档模板要求，开发和精练概要设计，包括系统概要设计、硬件概要设计、软件概要设计、结构概要设计等。
 System engineer collaborate with expertise in different areas ( electronic, software, mechanical and EMC,etc) to develop and refine high level design following High Level Design template, including system high level design, electronic high level design, software high level design and mechanical high level design, etc.  

	知识产权分析
Perform Intellectual Property Analysis

SE-98
	    根据项目需要检索专利文献和科技论文，分析其可利用性和专利风险；并确定产品专利申请计划和商标使用方案，特别是专利申请计划，以保护公司知识产权；具体分析内容参见《知识产权分析报告模板》。
    Retrieve patents and technical documents based on  requirements of the project and analyze its usability and patent risk; identify product patent filing plan and trade mark plan, (esp. Patent filing plan) to protect corporate intellectual property; pls refer to Intellectual Property Analysis Report Template for detail.   

	硬件概要设计
Perform Electrical High Level Design

EE-30
	基于概要的BOM结构树及系统的设计规格书，开发一个到板级的硬件概要设计；与系统工程师一起来解决与其它功能开发小组之间的冲突和问题。必要的话，提出需求和/或规格更改方面的建议。
Based on the high level BOM tree structure and system specification, develop a high level electrical system design at the board level, work with the Systems Engineer in resolving conflicts and issues with the other disciplines. Recommend changes to the requirements and/or specifications if necessary.



	软件概要设计
Perform SW High Level Design

SWE-30
	基于概要BOM结构树及系统设计概念块图，进行模块级即需要多少个模块以及每个模块的环境及功能等的软件系统概要设计；准备这一层次的软件系统配置，与系统工程师一起来解决与其它功能开发小组之间的冲突和问题。必要的话，提出需求和/或规格更改方面的建议 。
Based on the high level BOM tree structure and a block diagram of the system design concept, develop a high level software system design at the module level, i.e., how many modules, environments and functions of each module, etc.; prepare the software system configuration at this level and work with the Systems Engineer in resolving conflicts and issues with the other disciplines. Recommend changes to the requirements and/or specifications if necessary

	结构概要设计
Perform Mechanical High Level Design

EE-30
	基于概要的BOM结构树及系统设计概念块图，进行结构系统概要设计，阐述硬件系统所需要的放置、供电、线路安装/连接及板件冷却，以及提供软件载入的方法；准备这一层次的结构系统配置，与系统工程师一起来解决与其它功能开发小组之间的冲突和问题。必要的话，提出需求和/或规格更改方面的建议。
Based on the high level BOM tree structure and a block diagram of the system design concept, develop a high level mechanical system design to house, power, wire/connect and cool the boards required by the electrical system, as well as to provide means for loading software; prepare the mechanical system configuration at this level and work with the Systems Engineer in resolving conflicts and issues with the other disciplines. Recommend changes to the requirements and/or specifications if necessary.

	工业设计概要设计
Perform High Level Industrial Design

IDE-30
	基于结构系统概要设计，提供工艺（外观）设计给结构工程师以维持品牌形象； 基于概要的BOM结构树和系统设计概念块图，以及来自于硬件、软件、结构、工艺/以用户为中心的设计、测试和认证、信息开发和翻译等方面的工程师/专家的输入，修改标准的WBS模板，形成包括了资源、成本、和时间进度估计的详细计划，阐述了以用户为中心的设计的各个方面，包括所有顾客接触点；包括工艺设计以及可用性和人机工程设计等各方面。
Based on the high level mechanical system design, provide industrial (appearance) design input to the mechanical engineer in order to maintain the brand image; based on the high level BOM tree structure and a block diagram of the system design concept, as well as inputs from the electrical, software, mechanical, industrial/user-centered design, testing & certification, information development and translation engineer/specialist, modify the standard WBS templates to develop a detailed plan with resource, cost and schedule estimates, to address the user-centered design aspects of the offering including all the customer touch points; include industrial design as well as usability and ergonomic design aspects.

	制定系统测试及验证计划
Develop System Test and Certification Plan

TE-20
	基于概要的BOM结构树和系统设计概念框图，以及来自于硬件、软件、结构、工艺/以用户为中心的设计、测试和认证、信息开发和翻译等方面的工程师/专家的输入，修改标准的WBS模板，形成包括了资源、成本、和时间进度估计的详细计划，阐述了系统测试（内部和外部的）、品质保证，以及各国准入法规。
Based on the high level BOM tree structure and a block diagram of the system design concept, as well as inputs from the electrical, software, mechanical, industrial/user-centered design, modify the standard WBS templates and develop a detailed plan with resource, cost and schedule estimates, to address systems testing (internal and external), quality assurance, as well as industry (or government) certification (including homologation).

	制定信息计划
Develop Information Plan

TD-10

制定翻译计划Develop Translation Plan

TD-15


	基于概要的BOM结构树和系统设计概念框图，以及来自于硬件、软件、结构、工艺/以用户为中心的设计、测试和认证、信息开发和翻译等方面的工程师/专家的输入，修改标准的WBS模板，形成包括了资源、成本、和时间进度估计的详细计划，阐述了技术文档的开发和在线信息（信息计划）的开发。
     基于行销计划（考虑不同的地区和渠道）以及详细的信息计划，修改标准的WBS模板，形成包括了资源、成本、和时间进度估计的详细计划，阐述技术文档和在线信息的翻译 （翻译计划）
Based on the high level BOM tree structure and a block diagram of the system design concept, as well as inputs from the electrical, software, mechanical, industrial/user-centered design, modify the standard WBS templates and develop a detailed plan with resource, cost and schedule estimates, to address the development of technical documentation and online information (information plan)

Based on marketing plan (consider different geographies and channels) and detailed information plan, modify standard WBS template and develop detailed plan with estimates of  resource, cost and time schedule, to address translation of technical document and on-line information.  (translation plan) 

	产品数据结构设计
Design of Product Data Structure

SE-99
	产品数据总体方案设计；产品结构树设计；组织对产品结构树评审。
Design of overall product data plan; design of product tree structure; organize review of product tree structure.

	开发初始BOM

Develop Initial  BOM

SE-99A

PROPDT-47A
	PDM活动. 使机器结构开发规范化并且在EC控制之下。开发这种清单以支持设计和模块（build）流程。找到在其它产品已经发布的已有部件编码，如果已有部件不能满足产品规格的话，则申请新的编码。
PDM activity. Formalize development of the machine structure and place under EC control. Develop the BOMs to support the design and build process. Identify existing part numbers that have already been released on other products, and assign new part numbers if existing parts cannot be found to satisfy product specifications.

	如果提前采购定单批准，向 Oracle发布初始BOM.
If anticipation order is approved, then release initial BOM to Oracle.
PROPDT-49
	PDM活动

PDM activity.

	技术评审3

Perform Technical Review 3

SE-100

PQA-50
	TR3是在计划阶段对概要设计（HLD）的评审，确保设计规格已经完全、正确地在概要设计中得到体现。TR3的结果将作为开发阶段的后续详细设计活动是否继续投入资源的根据。
TR3 is the Plan Phase review of the High Level Design (HLD) to ensure that design specification has been completely addressed, and that the design has been interpreted correctly and completely by sub-process design teams in functional areas as appropriate.  TR3 forms the basis for the decision to commit resources for subsequent detailed design activities during Development Phase

TR3的准备活动包括各功能领域完成专项评审，在TR3的评审会上将由PDT核心团队在综合层面进行讨论，确保概要设计足以指导产品项目计划制订、产品业务计划制订、以及后续的详细设计（LLD）活动。
TR3 preparation and review activities include affirmation of functional specification reviews at the sub-process level as well as summary level discussion at the core team level to ensure that HLD is complete enough for subsequent IPD activities - establish Product Project Plan, establish Product Business Plan, and LLD.

TR3的评审过程包括对概要设计各主要冲突点的讨论，也需要跟踪设计规格、共用模块重用计划、产品策略、产品配置的落实情况。
The TR3 session includes a summary level review of key conflicts of HLD. It also assesses the completeness of  the translation of the Design Specifications, Common Module Use Plan, Product Standards Strategies, and Product Configuration into HLD.


TR3通过后产品概要设计应被置于更改控制之下。After TR3 passes, the HLD shall be put under the change control.

TR3的目的是确保：The objective of TR3 is to ensure that:

 a.
概要设计（HLD）完备，足以指导后续的详细设计（LLD）活动； The HLD is complete enough for subsequent LLD activities. 

 b.
保证产品设计规格到概要设计（HLD）之间的完备性；Ensure the completeness of  the translation of design specifications into HLD.

 c.
定位概要设计中的缺陷和限制，评估风险，形成规避策略和应急计划。 Gaps and limitations in HLD have been identified; risks evaluated, and mitigation strategies and action plans have been put in place.

	概要设计基线化
Set a Baseline for High Level Design 

SE-110
	1、将评审通过的产品概要设计作为基线；
2、对后续产品开发过程中产生的配置更改进行控制。
1. Set the approved high level design as the baseline; 

2. Put configuration changes  in follow up product development under change control. 

	制定命名规则
Constitute Naming Rules

MKTE-15
	在PDCP通过之后，参考业界、竞争对手及公司已有的商标、命名规范制定产品的命名规则。
.

	优化信息安全计划

Update information security plan 

LPDT-59A
	优化概念阶段制定的信息安全计划

Update the information security plan developed in concept phase.

	制定客户服务/支持计划
Develop Customer Service and Support Plan

TSS-20
	基于概要的BOM结构树和系统设计概念框图，以及来自硬件、软件、结构、工艺/以用户为中心的设计产生的输入，修改标准的WBS模板，形成包括资源、成本、和时间进度估计的详细计划，阐述技术支持。 (注,是否网上支持,何时培训办事处和客户,备件准备情况,是否在海外设立办事处进行售后服务)

Based on the high level BOM tree structure and a block diagram of the system design concept, as well as inputs from the electrical, software, mechanical, industrial/user-centered design, modify the standard WBS templates and develop a detailed plan with resource, cost and schedule estimates, to address technical support

	制定制造计划
Develop Manufacturing Plan

AME-30
	基于制造策略，更新标准的WBS模板，形成包括资源、成本、和时间进度估计的详细计划，阐述如何制造产品；与采购一道决定哪些元器件或零件需要制造，哪些应采购，部件在哪里制造（哪个地点，哪条生产线等等）。
 Based on the manufacturing strategy, update the standard WBS template and develop a detailed plan with resource, cost and schedule estimates, to address how the product will be manufactured; work with procurement and decide which components or parts will be  manufactured and which ones will be purchased, where the components will be made (which location, line, etc.)



	整合物料需求计划
Consolidate Material Requirements Plan

AME-31
	  整合PDT相关核心成员提出的产品上市过程的物料资源需求（预测）计划，包括原型机、初始产品、RAMP UP 产品、生产物料等需求计划，特别是关键器件、长货期器件等在整个产品生命周期内的需求（预测）数据，提交给采购代表作为供应商谈判时器件采购数量的依据。
Consolidate material resource requirements (estimates) plan raised by PDT core team members for the period product go to market, including such requirements plan as prototype, initial production, ramp up and manufacturing materials, especially requirements (estimates) data of key components and long lead time components in the whole life cycle. These information are submitted to procurement representative as a basis for procurement quantity when they negotiate with suppliers.   

   整合物料需求计划的目的是保证产品上市过程中所有的物料资源需求在预算的前提下尽早明朗化，并对资源需求的合理性统一规划，同时指导硬件工程师、物料计划工程师及时启动计划下达工作。
The purpose of putting material requirements plan together is to guarantee that all material resource requirements become clear as early as possible under budget during the period product go to market and perform generic planning on  the rationality of resource requirements and also guide electronic engineer and material plan engineer to  initiate their plan in a timely fashion. 

	制定工艺/装备总体方案
Develop Overall plan for  Manufacturing Process/Equipment 

AME-35
	根据产品各单板的技术特点以及市场预测，结合生产可测试性需求在产品中的实现情况，给出该产品在以后制造过程的生产测试解决方案；规划出本产品需要新开发的测试仪，并对测试仪的总体方案进行简要说明；结合总体方案及测试仪开发涉及到的关键技术，初步估计开发工作量及开发方式（外包或自行开发等）。根据硬件的可生产性设计与结构件的可装配性设计的实际，给出硬件、结构件的生产解决方案。如，单板加工及结构件装配所需的工装、工具的考虑，生产流程、关键工序及生产场地等的考虑。给出制造策略的落实措施。
Based on technical features of each card and market forecast as well as how well manufacturability and testability requirements are met in the product, provide manufacturing and testing solutions for follow up  manufacturing process; plan testing equipment to be developed for this product and briefly describe the overall plan for testing equipment; preliminarily estimate development workload and development approach (make or buy) based on overall plan and key technology related to development of testing equipment. Provide manufacturing solutions for hardware and mechanical parts based manufacturability design of hardware and assembility of structured components. For example,  consideration of tooling and fixtures, manufacturing process, key manufacturing procedure and manufacturing floor, etc.  Provide manufacturing strategy implementation plan. 

	更新供应商&物料选择计划
Update Sourcing Plan

PRO-47
	更新概念阶段《初始的供应商&物料选择计划》，根据项目计划设定采购业务相关目标，包括供应商选择与评估、采购订单下达、到货、质量、成本、库存等方面的指标设定，更新标准的WBS模板，形成包括资源、成本、和时间进度估计的详细计划.

Update Preliminary Sourcing Plan in Concept Phase.  Identify related procurement business target based on project plan, including target on selection and assessment of suppliers, placing an order, arrival of goods, quality, cost and inventory, etc. Update standard WBS template to develop a detailed plan with resource, cost and time schedule. 



	制定订单履行计划
Develop Fulfillment Plan

FF-20
	基于定单履行策略（如何产生定单，通过何种渠道，他们将如何被接受、处理、安排调度、制造、交付和在客户现场安装）。修改标准的WBS模板，形成包括资源、成本、和时间进度估计的详细计划，阐述定单履行。
         Based on the fulfillment strategy (how orders will be generated, through which channels, how will they be accepted, processes, scheduled, built, delivered and installed at customer sites), modify the standard WBS templates to develop a detailed plan with resource, cost and schedule estimates, to address fulfillment. 



	制定ESP计划
Develop Early Support Program Plan

ESP-20
	基于支持初始产品的早期客户的总体方法，修改标准的WBS模板，形成包括资源、成本、和时间进度估计的详细计划，阐述早期支持。 

         Based on the overall approach to supporting early customers with initial production units, modify the standard WBS templates to develop a detailed plan with resource, cost and schedule estimates, to address early support.

	销量承诺Make Initial Volume Commitments

S-20
	如果可能，与行销一道制定按渠道、地域等等的销量承诺。销量承诺对详细的财物、市场、开发、测试、采购、制造和技术支持计划有极大的影响。  

Work with marketing and make commitments for sales volumes by channel, geography, etc., if possible. These commitments have a great impact on the detailed finance, marketing, development, testing, procurement, manufacturing and tech support plans. 



	做出提前采购决定
Make Lead Time Procurement Decisions

LPDT-57

MNFPDT-48

FPDT-48

PROPDT-48

AME-32
	对一些长货期器件和关键器件（包括原型机、初始产品、RAMP UP产品、量产产品）的是否进行提前采购进行决策，AME参与其中，根据决策结果制定长货期和关键器件采购计划, 此活动由MNFPDT组织。此活动为例行工作，滚动进行。但是，计划阶段的实际采购下单仅针对必需的原型机物料。 详细说明请见模板。
Make decisions on lead time purchase for some of the long lead time components and key components ( including prototype, initial production, ramp up and volume production). AME participate. Develop procurement plan for long lead components and key components based on the decision. This is an ongoing activity and should be updated in a rolling manner. However, actual order placed in Plan Phase addresses only necessary prototype materials. Pls see templates for detail. 

	制定对外合作计划
Develop External Cooperation Plan

LPDT-58
	1、审阅业务计划和项目端到端计划
1.  Review business plan and E2E project plan

2、审阅对外合作策略报告
2.   Review external cooperation strategy report

3、审阅各合作项目立项建议书及立项评审表，根据具体对外合作项目的需要，采购代表参与相关合作项目。
3.  Review project initiation proposal and project initiation review sheet for each cooperation project. Procurement rep participate in appropriate cooperation projects based on specific requirements from external cooperation projects. 

①产品合作项目
① product cooperation project

②运营商合作项目
② cooperation project with carriers

③技术合作项目
③ technical cooperation project

4、优化细化各合作项目计划
4.  Refine cooperation project plan

①各合作项目要求的启动时间和要求完成时间，及项目成果（含阶段成果）提交时间
① requested cooperation project initiation date and completion date as well as project achievement ( including achievements in each  phase ) submission date 

②工作量估算及人力需求计划（公司内部投入需求、对外部 人力需求）
② estimate of workload and staffing plan ( Huawei internal staffing requirements and external staffing requirements) 

③合作费用分析：投资分析、占产品研发预算比例
③ cooperation expense analysis: investment analysis, proportion in product development budget

④各合作项目成果验收标准
④ acceptance criteria for each cooperation project

⑤风险预测（内部风险如需求可能变动、技术方案变动；外部风险如达不到技术要求、时间延误等）
⑤ estimate of risks ( internal risk: change of requirements, change of technical plan; external risk: inadequate skills, delay in time, etc. ) 

5、细化后的合作时间计划/人力投入计划/费用计划/验收标准，放入业务计划中。
5.  Refined cooperation time schedule/staffing plan/expense plan/acceptance criteria, incorporate them into business plan.  

	优化总体风险评估
Refine Overall Risk Assessment

LPDT-59
	对概念阶段的风险评估进行优化和细化。
Refine Concept Phase  risk assessment. 

	优化财务评估
Refine Financial Assessment:

FPDT-50

编制优化的财务分析报告
Develop refined Financial Analysis report

FPDT-52
	优化早期的成本估计——硬件、软件、开发、订单履行、制造、行销和销售、客户服务等等，基于以概要设计、配置和规格等表现的改进后的系统定义，优化WBS 3/4级计划和开发/技术支持/制造/采购/和行销的估计。还要优化从市场获得的收入的估计（基于销售区域、渠道等的预测），以及优化利润率估计。
        Refine the earlier estimates of costs - hardware, software, development, fulfillment, production, marketing & sales, customer service, etc., based on the improved system definition in the form of the high level design, configuration and specifications, refined WBS level 3/4 plans and estimates from development, tech support, manufacturing, procurement, and marketing. Also obtain refined estimates of  revenues (based on sales forecasts by geography, channel, etc.) from marketing, and refine the estimates of profitability.



	优化开发项目计划
Refine R&D Project Plan

RDPDT-60
	修改硬件、软件、结构、工艺/以用户为中心的设计、测试、认证、质量保证、信息和翻译方面的研发WBS 3/4级模板，制定研发部分的详细工作计划。在工作计划的基础上进行详细的资源、成本和时间进度估计并将这些信息提供给财务成员，以帮助其准备财务评估，并报告产品经理以便准备业务计划和项目计划。
         Modify standard R&D WBS level 3/4 templates for  electrical, software, mechanical, industrial/UCD, testing, certification, quality assurance, information and translation, and develop detailed work plans for the R&D portion of the project. Develop detailed resource, cost and schedule estimates based on the work plans and provide this information to the Finance PDT Core Team member to help him/her prepare the financial assessment, and to the PDT Leader so he/she can prepare the business case and project plan

	更新市场计划
Update Marketing Plan

MKTPDT-48
	 基于获得潜在客户和停止销售的市场策略，与合作伙伴和销售渠道一起宣传和促销产品包，采取一些销售激励措施等，修改标准的WBS模板，形成包括资源、成本、和时间进度估计的详细计划，阐述行销。
Based on generating prospects and EOM strategy, collaborate with business partners and sales channels to advertise and promote offering and use some sales incentive measures. Modify standard WBS template and develop detailed plan with resource, cost and schedule estimates to address marketing. 

	优化技术支持项目计划
Refine Technical Support Project Plan

TSPDT-50
	修改标准的技术支持WBS 3/4级模板，制定项目中技术支持部分的详细工作计划。基于工作计划进行详细的资源、成本、时间进度估计并将这些信息提供给PDT核心组财务成员，以帮助其准备财务评估，并报告产品经理以便准备业务计划和项目计划。
          Modify standard Tech Support WBS level 3/4 templates and develop detailed work plans for the Tech Support portion of the project. Develop detailed resource, cost and schedule estimates based on the work plans and provide this information to the Finance PDT Core Team member to help him/her prepare the financial assessment, and to the PDT Leader so he/she can prepare the business case and project plan

	优化制造项目计划
Refine Manufacturing Project Plan

MNFPDT-50
	修改标准的制造WBS 3/4级模板，制定项目中制造部分的详细工作计划。基于工作计划进行详细的资源、成本、时间进度估计并将这些信息提供给PDT核心组财务成员，以帮助其准备财务评估，并报告产品经理以便准备业务计划和项目计划。
         Modify standard Manufacturing WBS level 3/4 templates and develop detailed work plans for the Manufacturing portion of the project. Develop detailed resource, cost and schedule estimates based on the work plans and provide this information to the Finance PDT Core Team member to help him/her prepare the financial assessment, and to the PDT Leader so he/she can prepare the business case and project plan

	优化行销项目计划
Refine Marketing Project Plan

MKTPDT-50
	修改行销WBS 3/4级模板，制定项目中行销部分的详细工作计划。基于工作计划制定详细的资源、成本、时间进度估计并将这些信息提供给PDT核心组财务成员，以帮助其准备财务评估，报告产品经理以便准备业务计划和项目计划。
          Modify standard Marketing WBS level 3/4 templates and develop detailed work plans for the Marketing portion of the project. Develop detailed resource, cost and schedule estimates based on the work plans and provide this information to the Finance PDT Core Team member to help him/her prepare the financial assessment, and to the PDT Leader so he/she can prepare the business case and project plan.

	制定标准计划
Develop standard plan 

SE-121
	      综合分析各输入文档，规划出所有与本产品有关的、有必要进行的标准项目，并明确各标准项目的计划启动时间、计划完成时间、项目经理人选和人力资源需求，以及其他标准活动，输出《产品标准计划》。
此活动重点是：
1、决定技术路线的选择。
2、规划标准项目。
Perform comprehensive analysis of each input document and develop a plan for all necessary standard items related to this product. Plan initiation date, completion date, candidates for project manager and HR requirements should also be identified for each standard project. Other standard activities should also be identified. The output is Product Standard Plan . 

Focus of this activity is : 

1. Determine selection of technology. 

2. Develop a plan for standard projects. 

	优化项目计划和 业务计划
Refine Business Case and Project Plan

LPDT-60


	合并由财务、研发、技术支持、制造、采购和市场的输入，优化成更详细的业务计划和项目计划。并为项目提供建议。在计划决策评审会议之前分发这些材料给IPMT成员；制定计划决策评审会议时间表
Combine the inputs from finance, R&D, tech support, manufacturing, procurement and marketing, and prepare a refined business case and project plans at a more detailed level. Also prepare recommendations for the project. Distribute this material to the IPMT prior to the Plan DCP meeting; schedule the meeting as well. 

项目计划和业务计划是计划阶段的关键交付件，主要步骤如下：
1、优化业务计划－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。
2、制定总项目计划－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。
Project plan and business plan are key deliverables in Plan Phase. The following are major steps to follow: 

1. Refine business plan- partition 11 parts to each PDT member. Each member finish his/her own part based previous output and sends to LPDT who put them together. 

2. Develop overall project plan-LPDT lead all PDT members to finish their own parts based on the template and  interact between each other  before finalize the draft.  

	拟制合同书Develop Contract

LPDT-70


	基于项目计划和评估制定合同文件，在IPMT与PDT之间达成有关产品开发项目和交付的协议。
 Based on these project plans and estimates develop the contract document that specifies the agreement between the IPMT and the PDT regarding the offering development project and the deliverables.

  LPDT在完成业务计划和总项目计划后拟制合同书。合同书以承诺的方式对产品开发的进度、质量以及财经指标加以约束，明确PDT与IPMT在开发过程中所负的责任和承担的义务，并作为考核依据。
LPDT develop the contract when he/she completes business plan and overall project plan. Roles and responsibilities between PDT and IPMT are identified in the contract and this could be used as a basis for measurement. Development schedule, quality and financial index are controlled through commitment in the contract.  

	与IPMT充分沟通
Sufficient Communications with IPMT

LPDT-80


	为了提高决策时效率和质量，要保证IPMT成员在正式决策评审会前，对业务计划等有充分的了解，PDT成员在正式决策评审会前与IPMT成员进行充分沟通。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 IPMT 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天后与成员们进行沟通。
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。
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。
1. Communicate with IPMT members three to four days after send 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 changes to the business plan should be completed prior to DCP. 

2. Summary of communicated issues and feedback should be reported at DCP meeting. 

	计划决策评审
Plan DCP
IPMT-40
	IPMT评审业务计划和建议，并且决定是否批准项目继续下去。IPMT要将决定通知PDT。假如决定是“批准”，他们将给出外围成员的候选名单。假如IPMT批准，项目就进入开发阶段。IPMT支持PDT负责按照批准的计划管理项目、按照合同条款对交付负责。IPMT要提供开发阶段到GA点的资金。假如IPMT不批准，PDT核心组签署项目取消函；更新项目文件，数据库，立即解散并终止项目进一步的工作。不管哪种情况，PDT核心组进行流程改进评审工作并给出指标和经验教训到智力资产库。
         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 Develop phase. The IPMT will hold the PDT accountable for managing the project per the approved plans, and for the deliverables according to the terms of the contract. The IPMT Will fund the development through general availability (GA). 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-25
	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 / resources (LPDT);

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

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

	关闭项目数据库
Close project database

POP-25
	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-82
	      计划决策评审后PDT对计划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 conducts lessons learned after Plan DCP on the success and failures in Plan Phase. These information should be developed into cases for study following the same template and be stored in the same IT DB and improve its sharing, inquiry and inheritance application. 


	Activity / Activity ID
	Description

	UCD概念设计和评估
Perform UCD Conceptual Design and Evaluation

UCD-50


	把用户任务转化产品特性与功能，包括对象,活动，结果,中间过程如何驱动等,任务建模确保用户的任务能够被产品支持，任务分析的数据可以用来判断哪些任务应该被产品支持以及如何通过界面表现这些任务。任务建模把任务分解成用户接口对象。
这是对UCD团队在概念阶段通过任务分析和竞争对手评估得到的数据进行进一步的分析、细化以及通过建模，来明确用户任务执行的流程、探索并形成用户任务的设计方案的活动，任务建模的结果可以指导UCD团队下一步的概念模型的设计工作；另外，通过对用户任务的建模，可以把用户任务分解成若干个子任务；这些子任务可以和PDT的“需求分解与分配”活动后设计规格进行映射，来检查PDT对用户任务的满足情况。  Translate user tasks into interface objects.Objects, actions, and outcomes drive product features and function.Task modeling ensures that user tasks are supported in the new offering. Task Analysis data are used to determine which tasks a new product should support, and how  to represent these tasks in the interface.Allows for a thorough translation of user tasks, wants, and needs into features and function

完成用户整体体验的低保真原型，关注点包括：如何安装、开始使用、完成用户任务、获取帮助信息、获取技术支援和服务，产品的特性和外观，等。
  Explore designs using low-fidelity (paper) prototypes. Include how to

Install it ,Get started using it,Use it for tasks,Get help if needed,Get help if the help ,doesn't help,Request upgrades 

 用户就象使用真的产品那样评估产品的原型，提出修改意见，优化原型后继续评估。
 Users evaluate the prototypes by using them as if they were real.

Revise the prototypes and evaluate  them with users。

	更新概念设计
Update UCD Conceptual Design

UCD－60
	根据用户的反馈优化原型后继续评估，直到解决了主要的设计问题
Revise the prototypes and evaluation them with users until all major design issues are resolved.

	设计演练
Design Walkthrough

UCD-70
	招募和组织产品当前的和将来的用户，包括主要竞争对手的用户。
用户在满意度和购买意向方面对产品的模型给出评价和反馈，得出产品设计的优点和不足。
产品模型和竞争对手的产品模型应当是同样保真度的 

Recruit and assemble representative users ,Current and potential future customers,Some are users of the prime competitor.

Users view and give feedback to mockups of both the new offering and the prime competitor.Mockups are equal in fidelity.

Gather feedback and take measurements.

Anticipated user satisfaction and intent to purchase,Relative design strengths and weaknesses


