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IBM Market-Driven Transformation의특징

Market-Driven Transformation의바탕은조직, 프로세스, 정보기술을비롯한기업경영의모든요소를
종합적으로고려하여 Market-Driven 사상을구현하는것임

””MarketMarket--DrivenDriven””
TransformationTransformation

“목표시장의
Needs/Wants를
정확히파악하여

경쟁사보다
효율적이고
효과적으로
고객만족을
추구한다.”

Business Transformation Executives(BTE)
Personal & 

Printing
Systems

Personal & 
Printing
Systems

ServersServers Storage 
Systems
Storage 
Systems

Sales
& Dist. 
Sales
& Dist. 

SoftwareSoftware TechnologyTechnologyServicesServices

FinanceFinance

Human ResourcesHuman Resources

EIM / KM / Decision SupportEIM / KM / Decision Support

FulfillmentFulfillment

Integrated Supply ChainIntegrated Supply Chain

ProcurementProcurement

Market PlanningMarket Planning

Integrated Product DevelopmentIntegrated Product Development

Customer Relationship ManagementCustomer Relationship Management

구조조정

정보기술

프로세스

사업및전략혁신

프로세스중심의
조직설계

조직

기업문화
혁신

I/T 가
뒷받침된
프로세스

변화관리

정보주도
조직

업무처리절차혁신
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IBM의제품개발혁신범위

IBM은 Technology Strategy ~ 상품화개발까지의영역을 R&D의영역으로다루며금번발표는주로
상품화개발에서의이슈를다루고자합니다.

Research/
Technology

Development

Research/
Technology

Development Business Plan 
Development

Business Plan 
Development Market

Planning
Market

Planning Product
Development

Product
Development

Integrated Product Development

Develop Integrated product 
development process which 
increases productivity

Develop system to perform 
decision making

Market Planning

Research Management

Emerging Business
Development

Develop system to verify 
hypotheses with few investment 
to start new businesses 

Develop system to 
connect research output 
to enterprise business

Develop product planning process  
which produces profitable products 
and services 

Product
Development
Infrastructure

Product
Development
Infrastructure

Project 
Management 
System

Knowledge 
Management 
System

범례 )                  : Today’s focusing area
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IBM R&D Innovation의주요사상

1. 시장과고객관점이반영되는전사공통의
End-to-End 프로세스정립

2. 시장변화에맞춰지속적으로조직및
프로세스의변화를추구

3. 시장관점에서투자를검토/선별하는
프로세스정립

1. Market Driven Company1. Market Driven Company

1. 전사적프로젝트관리방법론에의한
프로젝트진행및관리

2. 프로세스/조직을관통하는 Project 단위의
성과평가체계구축및운영

3. 프로젝트중심의 Virtual 조직과전사
프로젝트관리를위한 PMO의구성및운영

2. Project Based Business2. Project Based Business

1. 제품개발의주요단계종료시의현황을사실
바탕으로의사결정수행

2. 재무/시장/고객지향적인정형화된 Check 
List를바탕으로의사결정수행

3. Fact Based Management3. Fact Based Management

1. Project Based Business에부합하는
프로세스, 조직및성과체계의설계후에
이의효율적지원을위한전사공통의

프로젝트지원시스템구축

2. 프로젝트단위의정보관리및조직간의
공유를위하여통합된정보시스템구축

4. 4. 프로세스프로세스//조직조직/IT Integration/IT Integration

Integrated 
Product 

Development
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1. Market Driven Company – Plan / Do / See의순화관리체계구축

경영성과중심의제품개발을위해서명확한 Product plan, 효율적 Product development, 지속적
Product portfolio 관리및 Product performance check의 Plan – Do – See 의체계입니다.

Market Strategy

Market Segmentation

Portfolio Analysis

Market StrategyMarket Strategy

Market SegmentationMarket Segmentation

Portfolio AnalysisPortfolio Analysis

First to Market (TTM)

Right Product

Customer Driven

First to Market (TTM)First to Market (TTM)

Right ProductRight Product

Customer DrivenCustomer Driven

Development Expense

Production Expense

SG&A expense

Development ExpenseDevelopment Expense

Production ExpenseProduction Expense

SG&A expenseSG&A expense

Market
Size

Market
Share

Net Margin
on Sales

XX XX == $uccess

Market Sensing Product 
Plan

Product Development Product Lifecycle Management

Product Portfolio 
Management Product Performance Check

Plan Do See

Feed back
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2. Project Based Business –프로젝트중심제품개발

고객및경영성과위주의신속한 의사결정을위해서마케팅~생산까지일관된관리를위해 Function 
중심의제품개발및목표관리에서고객및수익성중심을위한 Project base의제품개발및평가가
이루어집니다. 

사업부
영업

연구소
신기술
개발

연구소
상품
개발

사업부
개발

사업부
품질

사업부
생산

고객

요구조건

경영성과

달성목표

Value
&

Profit

Value
&

Profit

Customers
Project Based Management

Fact Based Performance Check 

ProjectProject

매출,

고성능

개발기간,

성능품질
재료비

제조

품질

생산성,

생산기술

Conflict & Trade-off

신기술

적용
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3. Fact Based Management –명확한의사결정체계

제품개발단계의주요한의사결정시점에서시장/경쟁사의동향변화및제품개발현황의 Fact 
base에근거한명확한보고에의해경영성과중심의의사결정을수행합니다.

Concept Plan Develop Qualify Launch Life Cycle

Manage Business Plan 
and Assess Performance

Understand
The market-

place

Perform
Market

Segment
ation

Perform
Portfolio
Analysis

Develop
Business

Strategies 
& Plans

Align &
Optimize
Business

Plans
Across

Business
unit

Concept
DCP

Plan
DCP

Availability
DCP

EOL
DCP

Offering 
Biz Plan

LOW HIGH

Avoid/ Exit

Grow/ 
Invest

Harvest/ Re-
segmentM

ar
ke

t A
ttr

ac
tiv

en
es

s

Competitive 
Position

Acquire 
Capabilities

LOW

HIGH

$Price
wt:  .172

Availability
wt:  .031

Packaging
wt:  .094

Performance
wt:  .252

Ease of Use
wt:  .079

Assurances
wt:  .289

Life Cycle Costs
wt:  .030

Social acceptance
wt:  .053

$Price
wt:  .172

Availability
wt:  .031

Packaging
wt:  .094

Performance
wt:  .252

Ease of Use
wt:  .079

Assurances
wt:  .289

Life Cycle Costs
wt:  .030

Social acceptance
wt:  .053

Customer $APPEALS Financial Analysis (FAN )

LOW HIGH

IR
R

 (%
)

Cum. Revenue 
($)

LOW

HIGH

0%

k%
Investment Hurdle Rate

시장분석 경쟁상황분석 ROI 분석
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4. 프로세스/조직/IT Integration – Process 실행을위한 Enablers 강화

경영성과중심의제품개발을위해서프로세스의정의뿐만아니라이를뒷받침하는조직, 평가체계, 
Knowledge(역량) 및 IT의종합적인관점에서체계를수립했습니다.

Process

조직

IT Tools평가지표

역량
조직 역량 평가체계 IT Tools

• IRB (투자의결)

• IPMT (Portfolio 
결정)

• PDY (제품개발
수행 )

• LMT (Lifecycle 
관리 )

• IRB (투자의결)

• IPMT (Portfolio 
결정)

• PDY (제품개발
수행 )

• LMT (Lifecycle 
관리 )

•마케팅역량

• PM 역량

• Portfolio 
분석역량

•마케팅역량

• PM 역량

• Portfolio 
분석역량

• Metrics

• Profit 
중심

• Metrics

• Profit 
중심

• Project 
Portfolio 
Manageme
nt System

• KMS

• Project 
Portfolio 
Manageme
nt System

• KMS

Process
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IBM IPD (Integrated Product Development)의효과

IBM은 5년간에걸쳐전사적으로 IPD (Integrated Product Development) 혁신을추진하고이를전
세계지역으로확산하여개발기간을 67% 단축및개발비용을 50% 감소함

50%▼Development Expense as % of Revenue

to 60%Part No Reuse: from 35 

67%▼Hardware Development Lead Time

90%▼Abandoned Projects

25%▼Warranty Expense/ Revenue

Key Improvement

1994 1995 1996 1997 1998

RS/6000

AS/400

NHD

PSG

TG

SWG

APTO

S390
Setup
Strategy

Exp/Rev. Exp/Profit Abandoned
Project

Time to MarketTime to Market Expense (%)

High-end Middle Low-end

2000 BIC 1999 BIC

Expense (%)

High-end Middle Low-end

2000 BIC 1999 BIC

19981993
1999

Fast Time to Market Development Efficiency

2000Result of IPD

IBM IPD
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IO/SBP

IBM의 R&D Innovation Overview

IPD는 IBM의제품, 서비스및혁신과제개발을위하여구현된프로세스및이를지원하는통합표준
관리철학이면서체계입니다.

Concept Plan Develop Qualify Launch Life 
Cycle

Profit

Satisfied 
Customers

Understand 
the Market-
place

Perform 
Market 
Segmen-
tation

Perform 
Portfolio 
Analysis

Develop 
Business 
Strategies
& Plans

Manage Business Plan and Assess 
Performance

Offering

Past strategies

Market 
information

Customer
feedback

Competitor 
information

Technology 
trends

Current product 
portfolio

O
ffe

rin
g/

So
lu

tio
n

B
us

in
es

s 
Pl

an

Candidate Projects

Concept Plan Develop Qualify Launch Life 
Cycle

Profit

Understand 
the Market
place

-

Perform 
Market 
Segment
ation

Perform
Portfolio 
Analysis

Develop
Business
Strategies
& Plans

Align & 
Optimize 
Business 
Plans 
across 
Business 
Units 

Manage Business Plan and Assess 
Performance

Offering

Market Characterization
Customer request
Pricing/ Term strategy
Distribution strategy
IMC strategy
Support strategy
Fulfillment strategy
Performance
Risk assessment

Candidate Projects

Resources Allocation
Investment Priorities
Corrective Actions
Performance Data

Project Development Teams

Investment Review Board (IRB)

Integrated Portfolio Management Team (IPMT)

Project 관리데이타
세그먼트성과데이타

DCPDCP
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IBM의 R&D Innovation Framework

IBM의 R&D 혁신의 Key Concept

Life Cycle

Marketing Planning
End of Life DCP

SPT PDT

IPMT

Core Technology engineering 1 (TDT)

Core Technology engineering 2 (TDT)

ITMT

IT System ( Project Management System )

프로젝트관리에기반한조직

Technology Management

Concept Plan Development Qualify Launch

Plan DCP

Concept DCP

체계적인제품개발프로세스

Charter proposal

Availability DCP

사실기반의의사결정프로세스

상품전략에기반한
제품개발프로세스

프로젝트중심의성과평가

Charter

R&D R&D 역량역량강화강화체계체계

1
2

3

4

5

6

7
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Market planning 은실행가능한비즈니스플랜을수립하는활동으로 IBM은 IO/SBP*를작성하기
위한기본적인 Framework으로 Market planning 프로세스를사용하고있습니다.

*) IO/SBP: Initial Offering / Solution Business Plan

IO/SBP

Market Planning Process

Understand 
the marketplace

Perform market 
segmentation

Perform portfolio 
analysis

Develop business 
strategies and 

plans

Align & optimize 
business plans 
across business 

units

Manage the 
business plan and 

assess 
performance Market place 

and 
customer 
Wants & 
Needs

II. Strategic Innovation
  Marketplace Understanding/Insight  
      Environment Analysis
      Competitor Analysis
      Customer Analysis

III. Strategic Execution

  Business Design (Strategy)    
       Customer Selection
            Segmentation and Portfolio Analysis
       Value Proposition
       Value Capture
       Scope of Activities
       Strategic Control        
       Growth Management

VI. Exhibits

  Business Elements  
      Offering
      Pricing/Terms
      Distribution
      Integrated Marketing Communications
      Technical Support
      Fulfillment
  Performance/Opportunity Gap
  Building Organizational Capability
      Critical Tasks and Processes
      Formal Organizational Structure
      People and Skills
      Culture

IV Performance Measurements & Risk
V.Operational Sub-Plans

I. Executive Summary

Market 
Sensing
Market 

Sensing

판매전략판매전략

개발전략개발전략

FeedbackFeedback

1) 상품전략에기반한제품개발프로세스1
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1) 상품전략에기반한제품개발프로세스

상품전략을바탕으로제품개발 Project 승인을위한 “Project Charter”를작성하고 IPMT 승인결정후
제품개발프로세스로연계되는체계를설계합니다.

Project Charter

1. 제품개발목적

2. 목표시장

3. 상품전략

4. 경영성과목표

5. 제품개발조직체계
(PDT 구성)

SPT

IPMT

상품전략

Customer value

Purpose of product

Business strategy

Development strategy

Report & 
decision

기존제품개발진척정보

기존제품개발성과정보

기존제품시장정보

1. Project Charter 작성방안수립
-방법론및양식개발

2. Project Charter 승인을위한
IPMT와 SPT간의사결정프로세스
설계

PDT

Illustrative Only

Illustrative Only

Illustrative Only

1

Life CycleConcept Plan Development Qualify Launch
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체계적인제품개발프로세스

PDT 업무를중심으로한제품개발프로세스에대해전사수준으로표준화해야할 Process/Step과
개발특성별로다양하게전개되는 Task/Activity를구분하여정의하고설계합니다

Phase

Step

Task

Activity

IPD
Process 범위

제품별
특화된
개발공정
범위

Phases

C1. 신상품개발 Project Charter 승인
C2. PDT 구성
C3. Update and Enhance Initial Offering Solution Business Plan 
C4. Perform Concept Decision Checkpoint Directives 

P1. 제품개발계획서작성 PDT 역할분배
P2. 사업계획과연계된제품개발계획서작성
P3. Perform Plan Decision Checkpoint Directives D1. 개발수행필요인력으로 PDT 재구성

D2. 개발수행및 DR0/QA1 수행
D3. 개발요소별평가수행
D4. 개발협력사선정
D5. Integrate Offering 
D6. Verify Offering 
D7. Perform Formal Release to Production/Fulfillment 

Q1. 설계심의및제품시험수행
Q2. 제품심의및 QA3 수행

L1. 판매및서비스준비
L2. Launch 시험수행
L3. 최초양산시험수행
L4. Initiate Operational Support Structure 
L5. Announce Offering and General Availability 

E1. 양산종료관리
E2. 판매종료관리
E3. 서비스종료관리

Steps

제품개발 Phase 및 Step은
전사관점에서표준화된체계로정의되고
설계됨

2

Life CycleConcept Plan Development Qualify Launch
IBM 표준제품개발프로세스



IBM Global Business Services

© Copyright IBM Corporation 200716

체계적인제품개발프로세스

정의된제품개발프로세스를 Activity 수준의 Flow diagram을통해표준화합니다.

PDT Leader

PDT QA

PDT
Planning

PDT
Manufacture

PDT 
Procurement

PDT
Technology

PDT Sales

PDT
Design

PDT 
Finance

PDT Service 
（CE）

Identify lack of 
function 

compared to 
competitors’

products

Create 
UCD plan

EBT SPAN FANSales 
Forecast

A1

A2

Reconfirm 
SPAN/FAN

Summary of  the 
product 

(concept, selling 
point, positioning)

The result of 
reconfirming 

charter 
materials by 

PDT

Set quality 
goal

Past problems in quality
( BU Quality target,

Market quality data )

Study on 
product 

requirement

Collect 
carriers’
specs

Draw product 
spec (Draft)

Analyze 
competitors

Collect 
information on 
parts makers

Collect 
information on 

competitors

Define 
design 

requirements

Define 
common 

parts 
elements

Select 
suppliers

Parts Spec, 
amount, 
delivery

Create 
function/ 

component 
list

Product 
Specification 

(Draft)

Estimate 
sales support

B1

X

B2
Dimension, 
Appearance

B3

Design 
concept

Revise the 
sketch

Antecedent 
development 
data in TM

Reconfirm 
EBT

(product cost)

1-2: Confirm & Revise 
Charter Materials

1-3: Create Product Outline (Concept)

1-2-8 1-2-9

1-3-1 1-3-3

1-3-2

1-3-4

1-3-5

1-3-6
1-3-7

1-3-8

1-3-9

1-3-10

1-3-11

1-3-12

1-4: Determine Product Specification

1-4-1

1-4-2

1-4-3

1-4-5

1-4-4

Project 
members
（HW,SW, etc.）

2

Illustrative Only

Illustrative Only

Illustrative Only
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사실기반의의사결정프로세스

경영의주요의사결정으로서의제품개발 DCP 시점을설계하고의사결정참여조직및의사결정
항목을정의합니다

IPMT

SPT

Concept
DCP

Plan
DCP

Availability
DCP

End of Life
DCP

진행/중지
의사결정

진행/중지
의사결정

진행/중지
의사결정

PDT

개발참여
약속

1) 제품목표및관리계획
2) PDT 각기능참여계획
3) 위험관리계획
4) 재무손익계획
5) 의사결정항목평가

개발투자 Start

개발참여
약속

1) 제품목표및관리상세계획
2) PDT 각기능참여계획

(투자예산계획포함)
3) 위험관리계획
4) 재무손익계획
5) 의사결정항목평가

개발위임
Contract

Launch
계획보고

1) 계획대비관리실적
2) 개발변경관리
3) Launch 실행계획

사업계획
수정

Launch
제안

Launch
승인

진행/중지
의사결정

Launch
계획보고

1) 계획대비관리실적
2) EOL 조건충족평가
3) EOL실행계획

사업계획
수정

EOL
제안

EOL
승인

투입인력/예산증액 투입인력/예산증액 투입인력감액 인력투입종료

적합한주요 DCP 
및세부 DCP 
시점을결정하고
운영프로세스를
정의함

Project 단계별시장환경및프로젝트진행상황을검토하고의사결정을하는제품생애주기상 프로젝트관리프Project 단계별시장환경및프로젝트진행상황을검토하고의사결정을하는제품생애주기상 프로젝트관리프

3

Illustrative Only

Illustrative Only

Illustrative Only

Life CycleConcept Plan Development Qualify Launch
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사실기반의의사결정프로세스

각 DCP를위해사전준비되어야할 DCP Package 양식을개발합니다

PDT*

PDT Leader 상품기획

Technical 
Project 
Manager

Mfg.
Project 

Manager

브랜드마케

터

Finance

Service & 
Support

Proc. Dev.
Manager

연구개발

연구개발

제조

서비스마케팅

마케팅

재무

구매

Agenda Description

List of Participants/ApprovalList of Participants/Approval

PDT CharterPDT Charter

Exec SummaryExec Summary

PDT RecommendationPDT Recommendation

Portfolio Analysis ResultsPortfolio Analysis Results

Customer Value ModelCustomer Value Model

Worldwide Brand Transition PlanWorldwide Brand Transition Plan

Financial AnalysisFinancial Analysis

Target CommitmentTarget Commitment

Project ResourcesProject Resources

Offering OverviewOffering Overview

Channel InventoryChannel Inventory

ScheduleSchedule

Risk AssessmentRisk Assessment

Training SummaryTraining Summary

기능조직의의사결정자및기능조직별 PDT 대표의승인기능조직의의사결정자및기능조직별 PDT 대표의승인

주요 Milestone,목표,Target Segment 및포지셔닝주요 Milestone,목표,Target Segment 및포지셔닝

Offering의목표시장및소구점, 예상결과, 전략요약Offering의목표시장및소구점, 예상결과, 전략요약

GO/NO-GO 결정에대한의견, 대안, CSF, 주요이슈GO/NO-GO 결정에대한의견, 대안, CSF, 주요이슈

전략, 시장, 리스크, 재무관점의포트폴리오분석결과전략, 시장, 리스크, 재무관점의포트폴리오분석결과

기술, 제품사양, 브랜드특성측면에서고객가치정의기술, 제품사양, 브랜드특성측면에서고객가치정의

개발대상제품과연계된브랜드내타제품전환로드맵개발대상제품과연계된브랜드내타제품전환로드맵

Target 마켓별상세재무분석결과Target 마켓별상세재무분석결과

원가,매출, 반품율등다양한측면의목표에대한 Comm원가,매출, 반품율등다양한측면의목표에대한 Comm

Project 참여인력Project 참여인력

Offering 내주요 Variation 사양Offering 내주요 Variation 사양

유통채널별단계별제품재고관리계획유통채널별단계별제품재고관리계획

Project 일정Project 일정

각기능조직별예상 Risk 및기능조직간연관관계분석각기능조직별예상 Risk 및기능조직간연관관계분석

Offering 관련내/외부교육계획/예산요구사항Offering 관련내/외부교육계획/예산요구사항

3

DCP 준비를위한 PDT Agenda for DCP Plan Phase

Illustrative Only

Illustrative Only

Illustrative Only
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3) 사실기반의의사결정프로세스

DCP에참여하는 IPMT 각위원들이객관적으로제품개발제안항목들을평가할수있는평가방안을
설계합니다

프로젝트진행현황

LOW HIGH

M
ar

ke
t A

ttr
ac

tiv
en

es
s

Competitive 
Position

LOW

HIGH

시장 매력도 분석

$Price
wt:  .172

Availability
wt:  .031

Packaging
wt:  .094

Performance
wt:  .252

Ease of Use
wt:  .079

Assurances
wt:  .289

Life Cycle Costs
wt:  .030

Social acceptance
wt:  .053

제품 경쟁력 분석

연구소 •개발현황

구매 •원자재소싱현황

생산 •생산성검토현황

품질 •품질 Test 현황

담당 평가항목 평가자 결과

PM •프로젝트진척율
•프로젝트리스크… IPMT xx

x

xx

xx

x

xx

마케팅
•시장매력도변화
•제품경쟁력변화
•수익성검토…

IPMT 
마케팅

개발
•개발진행율
•성능목표달성

IPMT 
개발

구매
•구매계획달성율
….. …

품질
•품질 Test 통과율
… ….

최종결과 by IPMT 리더

Go

No-Go

목표수정

IPMT 위원별평가지표정의

평가결과정량화

최종의사결정방안정의

3

최신시장변동현황 객관적판단기준 개발진행여부



IBM Global Business Services

© Copyright IBM Corporation 200720

(3 사실기반의의사결정프로세스

각 DCP가신속하고효과적인의사결정이될수있도록 DCP 회의에대한상세한운영방안을
설계합니다

DCP Package 준비

IPMT
사전검토수행

발표준비

의사결정사안
발표

토의
의사결정
및

Next Step 공유

DCP Meeting

DCP Meeting  5일前 Review Package
배포받음

IPMT장은 IPMT&PDT 인력만참여시킨
DCP Meeting을진행

IPMT는결정을내리며, 
PDT 리더는결정내용을
완전히이해하고, Concept 및
Plan DCP의경우 IPMT와
PDT간계약서작성

IPMT는의사결정을위해
심도있는질문들을수행

PDT 리더는표준 Agenda에
따라발표를하고,  IPMT는
명확화를위한 질문수행

DCP 콘텐트나이슈에
대하여 IPMT와 PDT간
사전협의진행

PDT 담당자들은각자의
Function(Line) 장들과
수행업무및산출물을

Review 함

IPMT의 DCP Review 주기 : 보통 1회/1개월(수시간회의), Project별(PDT당) 20여분 Review 후승인

IPMT 운영규모및역할 : 1개 IPMT당보통 3~5개정도의 PDT 운영하며, Project 착수, 수행시과제 Drop여부의사결정

3

DCP 상세운영방안
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(2 프로젝트관리에기반한조직

IPMT, PDT 및 PM을조직의어느수준으로할지에대해고객사의제품군및기능별인력구조를
분석한결과를바탕으로설계합니다

고객군 A 고객군 B 고객군 C 고객군 D

Business 
Unit

에너지사업부 IPMT

영업 연구소 Q.C 제조

제품군 B IPMT

Project A Project B 양산품 A 양산품 B

Sub PJT Sub PJT

제품1
PDT 

마케팅

개발구매

생산
제품2
PDT

마케팅

개발구매

생산
제품3
PDT

마케팅

개발구매

생산
제품4
PDT 

마케팅

개발구매

생산

IPMT
단위사업내제품 Portfolio 
조정 / 결정

제품군 A Market에대한
Profit / Loss 책임

PDT  
단위 Product의 Profit/Loss 
책임

Cross Functional 개발팀

PM 
단위 Project에대한 Profit/Loss 
책임

Concept ~ 양산까지전체
책임/관리

사업경영계획

제품군계획

제품계획

개발계획

프로젝트

성과

4

Market Segmentation 

Illustrative Only

Illustrative Only

Illustrative Only
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(3 프로젝트관리에기반한조직

제품개발에참여하는전기능조직이효과적으로개발완수를할수있도록 PDT 및 IPMT와같은다기능팀을
구성하여해당제품개발프로젝트에대한실질적책임과권한을수행할수있도록조직체계를설계합니다

개발 PM은코디네이터역할로한정
개발투입인원들은소속기능조직분야의
연락책역할을하지만기능을대표하는결정
권한은없음

기능조직관리자는자신의기능분야에서
계속해서주요결정을내린다.
기경험하였던성격의개발프로젝트가
아닌신규
및대규모개발의경우관리에한계가
있음

PDT Leader는 IPMT에의해각기능조직과
합의된개발투입 Contract에의거하여직접적인
영향을행사한다.
PDT 팀원들은기능대표자로서역할을
담당한다.
PDT Leader와팀원에게프로젝트권한과
책임이부여된다.
기능조직관리자는매일매일의상세개발
관리가아닌기능전문화 Excellence에집중한다.
복잡한프로젝트혹은혁신제품개발을
위한
최상의구조

CEO

PM의관리범위

CEO

연구소장영업임원

개발팀1 개발팀2 영업

M M

구매

M

구매임원

PDT
Leader
(= PM)

IPMT

PDT 

설계

영업

생산/
구매

서비스

재무

마케팅

IPMT

상품
기획/
영업 제품개

발
요소
기술
개발재무

제조/
구매

품질/
서비스

혁신적新제품에대한

고객요구사항및시장경쟁

상황을효과적으로

제품개발로전달할수

있도록, IPMT 및 PDT 
cross functional team 
도입을중심으로설계

4

현개발조직체계 IPD 조직체계조직설계방향

연구소장영업임원구매임원

개발팀1 개발팀2 영업

M M M

PM

개발참여자/지원자

구매

M

팀장
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3. 프로젝트관리에기반한조직

PDT를중심으로 “프로젝트관리원칙”하에개발하는 Product lifecycle을관리토록합니다. 다만, 각
CFT의시간적관리범위는고객사의조직특성에맞추어조정합니다

Concept
DCP

Plan
DCP

Availability
DCP

End of Life
DCP

IPMT

PDT

PDT 업무범위를양산시점까지할지혹은제품수명종료시점까지할지결정

PM

PDT Leader 외별도 PM을임명할지결정

PM 업무범위시작및종료시점을어떻게할지결정

LMT

LMT 도입여부및 LMT 업무범위를
Launch 전후언제부터할지결정

Project Integration
Management

Project Scope
Management

Project Time
Management

Project Cost
Management

Project Quality
Management

Project Human resource
Management

Project Communication
Management

Project Risk
Management

Project Procurement
Management

Project Management
Principles

4

Life CycleConcept Plan Development Qualify Launch
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제품전략
프로세스

기술개발전략
프로세스

Concept Plan Develop Quality Launch EOL

(6) Technology Management

Requirement를분석하여차별화할수있는 Technology의개발여부에대한의사결정을바탕으로
Technology Roadmap을작성/운영하여, 제품개발과독립적으로기술개발프로젝트를수행하여
제품개발자가필요한핵심기술을선택하여적용할수있도록함

Market Planning

Technology Planning

Product RMProduct RM

Technology RMTechnology RM

Cooperation시장/고객
동향

시장/고객
동향

제품군별
표준 Platform
제품군별

표준 Platform

Product
Charter

Element
Charter 선행개발

제품개발

5
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프로젝트중심의계획, 실행, 평가체계
프로젝트단위로예산할당 & 평가
프로젝트중심의평가체계정립

3. 프로젝트중심의성과평가

IPD가효과적으로운영되기위하여는기능조직내부평가중심에서개별프로젝트중심으로성과를
평가해야합니다. 이를위해프로젝트 KPI를설계합니다

Project 1 Project 2 Project 3

개발

마케팅

제조

개발

마케팅

제조

개발

마케팅

제조

개발

마케팅

제조

Project n

Project
Manager

Project
Manager

Project
Manager

Project
Manager

IPMT

프로젝트별
예산할당

프로젝트별
Reporting

Number of corrections (i.e. EC's, etc.) post GA

Metric

Investment Efficiency

Time to Market

Economic Modeling

Bench
mark

Measurement Indicator

Time Based

Time to Profit

Portfolio Newness
Cycle Time by Phase

Productivity

Reference Model

Common Building Blocks

Abandoned Projects

Spending by  Phase

Execution

Quality

Decision Checkpoint Mgmt

Product Pipeline

Customer Satisfaction
Change Activity

B

B

B

B
B

B

B

B

B

Expense to revenue (E/R)

Number of weeks from Concept DCP to GA

Number of weeks from Concept DCP to profit

Percentage of total revenue from "new" products
Number of weeks variance to plan

Number and cost of derivatives per architectural platform

Percent of reuse of approved building blocks / parts

Expense of post Plan DCP cancellations

Expense variance to plan

Flawless execution at decision checkpoints

Percent of products canceled after DCP

Hardware, software, and services' cust. sat attributes by product

Project KPI

고객및경영성과중심의
의사결정을지원하기위한
Project 중심의평가체계
구축

고객및경영성과중심의
의사결정을지원하기위한
Project 중심의평가체계
구축

6

Illustrative Only

Illustrative Only

Illustrative Only
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3. 프로젝트중심의성과평가

또한개발프로젝트를책임지는 IPMT 및 PDT에각각의성과지표를정의합니다. 

Matrix (평가항목) Indicator (평가내용)

투자효율
(Expense/ Revenue) 총매상고에대한총비용의비율

Portfolio의새로움
(Portfolio Newness)

새롭게개발, 출하한제품이나서비스의
매상이총매상고에서차지하는비율

중지가된 Project 개발
비용
(Abandoned Projects)

각국면의 decision checkpoint로평가, 
개발을중지한 Project에대해서
중지까지지출된개발비용

고객만족도
(Customer Satisfaction) 출하후의전제품에대한고객만족도

Resource의유효활용
(Pipeline Loading)

제품개발에요구되는 skill 및그 skill을
갖춘기술자를 Project의진척에맞게
배치할계획과실적

6

IPMT (포트폴리오관리팀)에대한성과지표 PDT (제품개발팀)에대한성과지표

Matrix (평가항목) Indicator (평가내용)

상품화까지의시간
(Time To Market)

제품개발에있어서구상에서부터
출하에까지필요한기간 (주단위)

투자회수까지의시간
(Time To Profit)

구상에서부터세전이익의
실현에까지필요한기간 (주단위)

시장선행도
(First To Market)

경쟁타사를 앞선신제품이나
서비스의제공상황

고객만족도
(Customer Satisfaction)

출하후의각각의제품·서비스에
대한고객만족도

출하품질
(Shipped Quality)

초기출하시및제품수명의제품
품질

Illustrative Only

Illustrative Only

Illustrative Only
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3. 프로젝트중심의성과평가

IPD의성과평가기간은개발제품의 Full lifecycle을대상으로하여양산실적을반영합니다. 다만, 
양산단계의실적지표는점진적으로적용될수있습니다

Concept Plan Develop Qualify Launch Life Cycle

▲
Launch 최초양산성과측정

（in 3 months）

Performance review periodPerformance review period

최종
Plan

Contract 

최종
Plan

Contract 

양산이후엔최소한년간 2차례 IPMT 및 PDT의
성과관리로서
양산실적을측정함

▲

주기적성과측정

Plan DCP End of life
DCP

End of manufacturing
DCP

▲

개발활동의성과평가개발활동의성과평가

Full Project Life Cycle 
Performance Management

Full Project Life Cycle 
Performance Management

6
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3. 프로젝트중심의성과평가

프로젝트 Concept ~ 단종까지의 Profit / Cost를프로젝트단위로직접집계하여제품개발진도관리, 
DCP 의사결정자료, 시장에서의성공여부평가자료로활용되도록합니다

-200

-100

0

100

200

300

400

500

600

700

Sales

Net Profit

Cash Flow

Time

-200

-100

0

100

200

300

400

500

600

700

Sales

Net Profit

Cash Flow

Time

Unit:10,000 Yen Total

Sales 40 200 420 540 600 540 420 240 3,000 100%
Gross Profit 18 88 188 240 240 198 146 82 1,200 40%
R&D Cost 30 60 20 10 10 10 10 150 5%
SG & A 56 80 113 81 90 81 63 36 600 20%
Net Profit -30 -60 -58 -2 65 149 140 117 83 46 450 15%

Capital Investment 50 50 -20 -20 -20 -20 -20 0
Working Capital 20 80 110 60 30 -30 -60 -90 -120 0
Cash Flow -80 -130 -118 -92 25 139 190 177 173 166 450

Decline PhaseDevelopment Phase Introductory Phase Glowth Phase Mature Phase

Project AProject A
Project AProject A

기획기획 개발개발 양산양산

.... 설계설계 …… …… ……

Project

Resource

Activity

재료비 (매입) 판매/관리비Tooling 비

Project AProject A

생산설계 구매… 외주 R&D 업체

InternetInternet

Time Sheet

인건비/용역비

공통부문간접비를제외한모든비용이
프로젝트별로직접집계되며제품의
비용이명확히구분됨.  이방법은
프로젝트에관련된비용을명확하게하고
프로젝트의총비용관리를용이하게함.
단 Time sheet 도입, 개별프로젝트로의
비용직접배부방식등은 IPD 구축중
방향을확정함

원
가

일정기준일
목표

완료일
예상

완료일

원가차이 (CV)

일정차이 (SV)

실행기성 (BCWP)

ACWP

BCWS

EAC

BAC

일정 차이 (SV: Schedule Variance)

________

BCWS

BCWP
> 1: 공기 단축
< 1: 공기 지연

Schedule Performance Indicator

일정 차이 (SV: Schedule Variance)

________

BCWS

BCWP
> 1: 공기 단축
< 1: 공기 지연

Schedule Performance Indicator

원가 차이 (CV: Cost Variance)

_______

ACWP

BCWP
> 1: 원가 절감
< 1: 원가 과다

Cost Performance Indicator

원가 차이 (CV: Cost Variance)

_______

ACWP

BCWP
> 1: 원가 절감
< 1: 원가 과다

Cost Performance Indicator

실제 진척된 일에 대한 실제 원가
(ACWP: Actual Cost of Work Performed)

실제 진척된 일에 대한 예산 원가
(BCWP: Budgeted Cost of Work Performed)

계획된 일에 대한 예산 원가
(BCWS: Budgeted Cost of Work Scheduled)

Project Progress Management by
Cost & Schedule

DCP 의사결정및
Project Performance 평가

생산생산

생산생산

Project based 
costing system
Project based 

costing system

6
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Project Management System

Fact base의 Project  관리를위해서필요한시스템의요건을정의하고전체 Portfolio 관점에서
신속한의사결정을위한 Project Portfolio 관리시스템의요건을정의하고구축계획을수립합니다

7

Life CycleConcept Plan Development Qualify Launch

Project
Dev. Cost/
Remaining 

Cost

Revenue/
Profit

over Life
NPV Success 

Probability Score Required 
Resource

88.9 50.2 M/M

60.1 M/M
20.2 M/M
32.2 M/M

12 M/M

85.2
79.5
75.7

55.2

75%

80%
90%
60%

50%

2M

6M
3M
2M

12M

6/1M

B200 800/700 70/5M
C150 300/900 8/1M
D300 200/300 7/1M

E100 600/600 30/10M

900/100A100

-200

-100

0

100

200

300

400

500

600

700

Sales

Net Profit

Cash Flow

Time

-200

-100

0

100

200

300

400

500

600

700

Sales

Net Profit

Cash Flow

Time

Unit:10,000 Yen Total

Sales 40 200 420 540 600 540 420 240 3,000 100%
Gross Profit 18 88 188 240 240 198 146 82 1,200 40%
R&D Cost 30 60 20 10 10 10 10 150 5%
SG & A 56 80 113 81 90 81 63 36 600 20%
Net Profit -30 -60 -58 -2 65 149 140 117 83 46 450 15%

Capital Investment 50 50 -20 -20 -20 -20 -20 0
Working Capital 20 80 110 60 30 -30 -60 -90 -120 0
Cash Flow -80 -130 -118 -92 25 139 190 177 173 166 450

Decline PhaseDevelopment Phase Introductory Phase Glowth Phase Mature Phase

Project Status ReportProject portfolio 현황 Project Performance 

Project 
Dashboard

Fact based 
input data

Related 
System

PDM ERP 인사정보
시스템

…..

Concept
DCP

Plan
DCP

Availability
DCP

End of Life
DCP

Illustrative Only

Illustrative Only

Illustrative Only
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Contact us
Industrial Sector Services

IBM Global Business Services
http://www.kr.ibm.com/services

kjongk@kr.ibm.com
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