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The Corporate Phase Review process is one of the principal tools used in the Company to help us plan,
coordinate, manage, measure, and communicate during the life cycle of our products. We started using
this process in the mid 1970’s and over the years, it has been updated to incorporate new learnings
and maintain congruency with how we do business.

The enclosed guide is a result of our continued effort to simplify the process, encourage more
predictability, collaboration, flexibility, and discipline in product life cycle management. The
specific changes we have made to the process are as follows:

I. Established Phase 1 exit as the Company's commitment to the product’s function, cost and
schedule.

2. Modified DEC STD 130 [Product Business Plan Requirement] and made the Phase 1 Business Plan the
"Business Plan of Record” against which the business success of the product is measured.

3. Created a TOP 100 process, to provide more corporate visibility and management support for
products critical to the Company’s longer term survival.

4. Modified DEC STD 028 [Phase Review Policy] to clarify the intent of the process and articulate
the Company’s expectations of the roles played by the major functions involved in product life
cycle management.

The guide was developed by a cross-functional team and reflects the commitments made by each function
to support smooth implementation of the process and eliminate surprises. The guide clarifies areas
of responsibilities, focuses on deliverables and actions necessary to fulfill the requirements of
each phase. It does not tell you how to do your job. Ownership of how the work gets done resides in
the responsible group. It is important that individual organizations develop their own management
processes which reflect the needs of their individual businesses. Our expectation is that these
processes will mirror the spirit and structure of the Phase Review Process.

The guide does not have all the answers and is not a substitute for good management. It should not
be used to stifle creativity or hinder progress, and is most helpful where used within the spirit of
the process. Please feel free to contact Walter Soltysik. PTO::Soltysik with constructive
suggestions for future revisions.
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Preface

PURPOSE OF THE GUIDE

This guide provides a framework that enables the Product Team to develop and
communicate mutual commitments to product plans, and to execute those plans in
accordance with agreed—upon objectives and schedules as required by DEC STD
028-0 The Corporate Phase Review Policy. It is also a reference for individuals
or groups who support the Product Team or who need a working knowledge of
the Phase Review Process.

SCOPE

This guide should be used by all groups involved in product life cycle activities.
The Phase Review Process shall be used whenever a specific product is being
contemplated, but need not be used in its entirety when technical concepts are
being evaluated without a specific product in view.

This guide provides a clear and concise structure of who is involved, what
their responsibilities are, and when these requirements shall be executed. It is
NOT intended to explain HOW a specific group or organization meets these
requirements.
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TARGET AUDIENCE

The primary audience for this guide is the Product Team and supporting functions
involved in product life—cycle management. A copy of this guide should be made
available to each Product Team member.

HOW TO USE THIS GUIDE

The purpose of this guide is to help Product Teams successfully execute the
requirements of the Phase Review Process. To accomplish this goal, the guide
has been designed in a modular fashion to explain each function’s responsibility,
objectives, exit criteria, and activities for each phase. Memory joggers and
outlines of required plans are also provided to help functions meet the exit
criteria.

NOTE

Online versions of the required plans are available as templates from

Standards and Methods Control. See the Required Documents section
of each chapter for further information for obtaining function specific
plan templates. Use the following file specification to copy all of the

required plans.

JOKUR:PHASE_REVIEW:#+PLANS.SDML
JOKUR: PHASE_REVIEW:*PLANS.TXT

Contact JOKUR::SMC regarding problems copying these files.

Xiv



This guide is divided into seven chapters, followed by a matrix of Digital design
standards to be addressed by phase, a glossary, a list of all referenced documents,
and an Index. This guide does not have to be read from beginning to end. It is
designed so that the reader can "zero in" on the required information.

Chapter 1 provides a general overview of the Phase Review Process and
highlights the major deliverables of each phase.

Chapters 2 through 7 describe responsibilities at a functional level:

*  Chapter 2 Product Management

*  Chapter 3 Marketing

+  Chapter 4 Engineering

»  Chapter § Manufacturing

«  Chapter 6 Corporate Product Operations — Sales
*  Chapter 7 Customer Services

The remainder of the guide consists of the following sections:

= Appendix A Digital Design Standards by Phase

*  Glossary
¢  Reference Documents
+ Index

The following documents provide further information and should be use in
conjunction with this guide.

= EL-ENGRS-OM, Internal Guide to Digital Organizations

e The Corporate Product Introduction Guide

e EL-00130-00, DEC STD 130-0 Product/System Business Plans: Content
Requirements And Format Guidelines

«  EL-SM498-00, Producing International Products
+»  EL-CP595-00,Corporate Product Introduction Guide
e Top 100 Process Overview Manual (Contact Engineering Product Planning)
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Chapter 1

CORPORATE PHASE REVIEW
PROCESS

1.1 INTRODUCTION

The Phase Review Process provides an operational guideline for managing
products throughout their life cycle. It provides a common set of planning,
measurement, and implementation tools to help Product Teams deliver quality
products to Digital’s customers. The process is simple, dynamic, and flexible.
It encourages and facilitates effective collaboration among functional groups,
and improves the discipline and predictability required for an effective product
development and delivery process.

The Phase Review Process defines the life cycle of products over six phases

(0 through 5), and provides a set of measurable events for each phase. The
process design supports Digital’s intemal management system. The objectives
and deliverables defined for each phase provide appropriate checks and balances
throughout the product’s life cycle, Deliverables from each phase are evaluated
against previously stated objectives prior to gaining approval to proceed to the
next phase.
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Factors established, confirmed, and documented by the Phase review and approval
process are:

+  Corporate visibility to products under development
» Fit to Digital’s product strategy

e  Viable and well integrated Plans

¢ Sound investment decisions

The Phase Review Process was first implemented by Digital in the mid—1970s
to simplify product life cycle management. It organizes work performed in the
normal course of doing business and identifies key points in a product’s life
cycle when management expects to review results prior to making investment
commitments. The amount of time spent in each Phase is totally dependent upon
the internal processes used to meet the Phase Review requirements. The Phase
Review Process itself does not impose time constraints on the users.

Today, as life cycle management becomes more complex, the Phase Review
Process is an essential tool for minimizing the uncertainties associated with
bringing a product to, or retiring a product from the market. The process is
now used throughout the Corporation as the preferred tool for product life cycle
management.

Life cycle management within Digital is an ongoing process. As new product
concepts are proposed throughout the year, groups sponsoring these proposals
ensure their fit with the Corporate Product Strategy. Funding is provided to those
proposals that are selected as prospective development activities. It is at this
point that groups initiate the use of the Phase Review Process to further explore
the proposed product concept. To contain the investment, funding is limited to
Phase 0 and Phase 1 activities.

A Product Manager is assigned to the project and a Product Team is formed
with members from Marketing, Engineering, Manufacturing, Corporate Product
Operations (Sales), and Customers Services. The Product Business Unit (PBU)
or sponsoring organization assigns a Finance Manager who provides financial
support to the Product Team in the preparation of the Business Plans and other
product planning activities,and coordinates Finance activities across all Product
Team functions. The Product Team, led by the Product Manager, is responsible
for full implementation of the Phase Review Process.

Each member of the Product Team is responsible for soliciting input from their
function and communicating project status to their function on an ongoing basis.
This enables a proactive approach te life cycle management and allows the
Product Team to resolve issues that could negatively impact product introduction
or retirement.
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1.2 OVERVIEW OF THE PHASE REVIEW PROCESS

The following is an overview of each Phase in the Phase Review process. Each
section describes the major objectives of the phase and defines documentation
required for that phase and shows the continuous flow of this documentation from
phase to phase.

Throughout this chapter, only Phase Exits are described. As time—to—market is
critical, many supporting activities may be started in an earlier Phase. Depending
on budget requirements, level of risk, and criticality of the FRS date, the Product
Teamn and its management determine whether to begin an activity earlier than
the phase in which it is usually begun. Therefore, Entering Phase N is not a
meaningful concept, except for Phase 0.
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1.2.1 Phase 0 - Strategy and Requirements

The objective of Phase 0 is to identify to the Corporation a market problem or
opportunity and to propose a comesponding product solution that is consistent
with Corporate Product Strategy.

The Product Team thoroughly examines customer needs and the impact of the

proposed product on corporate resources, and measures these findings against the
financial potential of the product proposal. The Product Team then formulates a
strategy and defines what is required to develop the concept.

The Product Manager, collaborating with the Product Team, determines the
readiness of the product to Exit this and all subsequent Phases. When the
Product Team agrees to exit a Phase, public Phase Exit Reviews (internal to
Digital) are conducted to communicate the project status to a larger audience.

At Phase ( Exit, the Product Team is ready to develop plans to support the
agreed upon strategy and requirements for the product. Figure 1-1 shows the
information generated during Phase 0.
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Figure 1-1: Phase 0 - Strategy and Requirements
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1.2.2 Phase 1 - Planning and Preliminary Design (Business Plan of
Record)

The objectives of Phase 1 are to create a functional specification, a preliminary
product design, and provide the Corporation with an integrated implementation
plan for Phases 2 through 4B. The purpose of the implementation plan is to
ensure achievable commitments from all functions involved in the project. The
plan must include cross-project interdependencies and a preliminary Product
Phase Down Plan.

This is a critical phase for the product because the total investment required to
bring the product to market is approved at Phase 1 Exit. The goal of Phase 1 is
to eliminate weak ideas while the investment is still relatively contained. The
Phase 1 Business Plan is the Plan of Record and is used to measure the product’s
success in meeting its quality, schedule, function, and revenue goals. Approval
of Phase 1 Exit marks Digital's commitment to commercialize the product, and
formally authorizes creation of vendor contracts for buyouts. At Phase 1 Exit, the
Product Team is ready to implement agreed upon plans. Figure 1-2 shows the
information generated during Phase 1.
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Figure 1-2: Phase 1 — Planning and Preliminary Design
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1.2.3 Phase 2 - Implementation and Design

The objective of Phase 2 is to complete the detailed product design and execute
the plans committed to at Phase 1 Exit. Phase 2 tends to be the longest phase
in the process. During this phase, the design is completed and prototypes are
built and verified through internal testing. The goal is to demonstrate that the
product has met Phase 0 requirements and Phase 1 and 2 specifications. Full
product functionality is tested in at least one configuration representative of the
environment into which the product will be sold.

During Phase 2, the Product Manager develops a Product Launch package with
Corporate Product Operations (Sales) and ensures that all members of the Product
Team have implemented their respective plans.

At Phase 2 Exit, the product design is declared complete and the product becomes
a candidate for qualification, pricing, and announcement. Figure 1-3 shows the
information generated during Phase 2.
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Figure 1-3: Phase 2 - Implementation and Design
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1.2.4 Phase 3 - Qualification

The objective of Phase 3 is to qualify production—level copies of the product, and
demonstrate, through internal and external testing and information from field test
customers, that the product has met the requirements established in Phase 0 and
the specifications established in Phases I and 2.

During Phase 3, the Product Team concentrates on completing all announcement
and FRS criteria and all internal and external testing. Regulatory approvals are
obtained, and training, service, and support functions are in place. The Pricing
and Announcement Committee (PAC) verifies that announcement criteria have
been met and approves product pricing. The product is announced with inventory
available for shipment. All PAC and FRS criteria are completed prior to FRS.

Phase 3 Exit signifies that the product has been announced, orders are being
taken, and Manufacturing, Sales, and Services are ramping up to achieve steady—
state operation levels.

At the Exit of Phase 3, the Product Team works to ensure a smooth transition
from development to steady—state operation. Figure 1-4 shows the information
generated during Phase 3.

1-10 CORPORATE PHASE REVIEW PROCESS



Figure 1-4: Phase 3 - Qualification
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1.2.5 Phase 4 - Production, Sales, and Service

The objective of Phase 4 is to achieve and maintain steady—state volume produc-—
tion, sales, and service, and periodically evaluate the product’s performance in
the market.

Phase 4 consists of two parts, each having distinct objectives and exit criteria:

e  Phase 4A - Ramp-Up
»  Phase 4B - Steady-State Operation

During Phase 4, the focus of the Phase Review Process shifts from development
to production, sales, and service. Engineering Change Order (ECO) control and
product responsibility is transferred from Development Engineering to Support
Engineering. Specified ECO cost responsibility is transferred from Development
Engineering to Manufacturing.

Within a month of FRS, the Product Manager convenes the Product Team to
conduct a Post—Project Review. The information obtained from this review
(generally what could have been improved) is communicated to other project
teams to be used as a leamning tool for future projects.

Figure 1-5 and Figure 1-6 show the information generated during Phase 4A and
Phase 4B,
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Figure 1-5: Phase 4A - Ramp-Up
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Market performance evaluations are conducted periodically to determine if the
planned market, product, and revenue goals are being achieved. The results of
these evaluations are used to decide to continue, enhance, or retire the product,

If a decision is made to retire the product, a Product Manager is assigned the
responsibility to create and implement a Product Phase Down Plan. A cross—
functional team is created to address Manufacturing’s last build requirements,
the impact of long term contractual agreements, customer migration strategies,
continued service requirements, a product phase down schedule, and appropriate
Marketing messages.

Approval to Exit Phase 4B signifies Digital’s commitment to support the Product
Phase Down Plan,

Figure 1-6: Phase 4B Steady-State Operation
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1.2.6 Phase 5 - Product Retirement (Service Continues)

The objective of Phase 5 is to implement the Product Phase Down Plan in a
manner that fulfills all of Digital’s internal and external commitments.

At times, product retirement assumes the same level of complexity as new
product development. The activities of the Product Team members in Phase
5 require the same level of cross—functional communication and collaboration
that was required during the planning and development phases of the product.
Figure 1-7 shows the information generated during Phase 5.

Figure 1-7: Phase 5 - Product Retirement (Service Continues)
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Although manufacturing has ceased, and the product is no longer sold, Digital
will continue to service the product throughout the remainder of its useful service
life. The life cycle of the product ends when Digital no longer provides service
for the product.
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Chapter 2

PRODUCT MANAGEMENT

2.1 PURPOSE

The Product Management function within Digital uses the Phase Review Process
as a tool to:

« Manage products and systems throughout their life cycle.

e  Provide a framework for the consistent, high quality product proposals that
support the Digital Corporate Product Strategy and are congruent with the
management review process.

« Drive worldwide coordination and integration of key internal organizations
such as Marketing, Sales, Finance, Law, Engineering, Manufacturing, and
Customer Services through the product’s life cycle.
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2.2 FUNCTIONAL RESPONSIBILITIES

Product Management is respensible for proposing a product solution that fulfills
identified international market needs, fits within the Corporate Product Strategy,
and is a sound business investment for the Corporation.

During the product’s life cycle major issues and business decisions will require
functional expertise. The Product Manager should include functional support
representatives in the Product Team discussions concerning these issues from
such groups as Finance, Component Engineering, Architecture, Qualification, and
Quality groups.

To satisfy the above responsibilities, Product Management will:

«  Establish and lead the Product Team through the Phase Review Process.

«  Function as the primary source and focal point of all Product information for
key internal groups such as Marketing, Sales (Corporate Product Operations),
Engineering, Finance, Manufacturing, and Customer Services.

o Create and obtain approval for Phase 0 through 5 Business Plans. Refer to

DEC STD 130-0 Product/System Business Plans: Content Requirements and
Format Guidelines for additional information.

¢ Coordinate key functional inputs that reflect the appropriate Corporate
commitment to bring the product to market.

» If Corporate Product Operations (Sales) has determined that it need not be
directly involved as a member of the Product Team, the Product Manager and
the Marketing member of the Product Team shall coordinate completion of
all announcement and sales related activities and Exit Criteria following the
Product Announcement Committee (PAC) process. For further information
refer to Chapter 6 Sales and the following documents:

— PAC Manual (EL-CPPAC-00, Pricing and Announcement Commitiee
Corporate Policies for Product Pricing, Announcement and first
Customer Ship

— EL-CP595-00, Corporate Product Introduction Guide
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Present the program, product strategy, and future directions to selected
customers and third—party vendors through the Proprietary Information
Disclosure (PID) process.

Ensure that product information is available to the field for forecasting and
planning purposes, such as The Product Business Unit/Product Marketing
Group Volume Planning Guide (Blue Book).

Present the key product proposals to management and corporate committees.

Ensure that the product is properly represented at each stage of the review
and approval process.

Ensure that all aspects of the Phase Review Process are executed for the
product development effort. Refer to DEC STD 028-0 Phase Review Policy.

Ensure that intellectual property rights in innovative product developments
are protected.

Coordinate Trademark strategy.
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2.3 PRODUCT MANAGER’S ACTIVITIES AND
DELIVERABLES

The Product Manager shall ensure the completion of the activities and documents
required by the Phase Review Process as shown in Figure 2-1.

Figure 2-1: Product Manager’s Activities and Deliverables
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2.4 EXECUTING AND EXITING EACH PHASE

Each phase in the product’s life cycle provides a mechanism for the systematic
review of proposals, plans, and results in a manner that allows for controlled
funding, resource allocation, and project approval.

Questions that serve as Memory Joggers have been provided for the Product
Manager. These questions are not all-encompassing and should be used only
when applicable. Their purpose is to stimulate the thought process and surface
issues as early as possible in each phase.

Additional Exit Criteria may be added or modified by the Product Team, when
appropriate, at each phase.

The Product Manager is responsible for orchestrating the activities of the Product
Team to move the product through the Phase Review Process.

The Product Manager is also responsible for such activities as writing and
updating the Business Plan.
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2.4.1 Phase 0 - Strategy and Requirements

Objective: Define product requirements in response to market requirements, and
develop a Business Plan to support Corporate revenue, growth, and profit goals,

2.4.1.1 Phase 0 Exit Criteria

Product Team, representing the Corporation worldwide, established, consisting
of members from Marketing, Engineering, Product Management, Manufacturing,
Sales, and Customer Services, with support from Finance.

The protection of intellectual property rights used in the product coordinated
through the Engineering Law Group.

The Intemationalization Plan for the product is available from the Intemnational
Engineering Development Group (IED). See Glossary for Intemationalization
Plan definitions. IED contact is Jim Mills. See ELF.

The GIA Product Strategy Commiittee contacted for Asian Base Development
Plans. (Contact is Les Dole. See ELF.)

Product Requirements Document written, reviewed, approved, and published.
Preliminary phase exit schedule developed.

Third—party analysis for buyout begun.

All individuals responsible for Phase exit approval identified in the Business Plan.

Phase 0 Business Plan written, reviewed, approved, and published. Refer to DEC
STD 130-0 Product/System Business Plans: Content Requirements and Format
Guidelines for more information.
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Export requirements identified by the Corporate Export and Trade Group (CE/T),
Washington D.C.

NOTE

To ensure a timely review, provide CE/T with a summary product
description, an overview of the target markets, estimated month of
announcement, and initial date feedback is required. (Export contact
is Don Ames. See ELF.)

Product fits Corporate and PBU or sponsoring organization strategies as defined
in the Long Range Plans (LRP).

The protection of intellectual property rights in the product has been coordinated
through the Engineering Law Group.

Phase Exit Criteria for Marketing, Sales, Engineering, Manufacturing, and
Customer Services completed.

A Phase 0 Exit Review held with all appropriate persons attending and all open
issues resolved.

All members of the Product Team in agreement to exit Phase 0.
All known risks and major dependencies documented by the Product Team.

Approved Phase 0 Exit plans submitted to the PBU or sponsoring organization
for archiving. Copies of these plans submitted to Engineering Product Planning,
for Top 100 Products.

Phase 0 Exit Package, as defined by the Phase Review Committee (PRC),
submitted to the Phase Review Committee for Top 100 Products. Refer to Top
100 Process Overview Manual. Contact Carlha Vickers, Engineering Product
Planning.

Appropriate approvals, as documented in the Business Plan at the Phase 0 Exit,
obtained to exit Phase 0.
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2.4.1.2 Phase 0 Activities

Identify the members of the Product Team.
Define product goals and strategy.

Ensure that identified internationalization requirements have been addressed by
members of the Product Team in their Phase 0 Plans.

Ensure that the product will be designed to be competitive in all countries
designated as strategic markets for the corporation. Refer to DEC STD 066-3
Policy for Designing Products for All Countries Designated as Strategic Markets.

Identify the key factors critical to the success of the product including technology,
architecture, profit, resources, schedule. Quantify the impact of these key factors.

Ensure that the Product Team reviews the Phase 0 Exit Criteria for applicability.

Translate Marketing’s definition of market requirements into the Product
Requirements Document.

Ensure that the impact and requirements from other functions, such as worldwide
Manufacturing, Marketing, Customer Services, and Sales, have been addressed in
the Product Requirements Document and Business Plan.

Integrate product requirements identified by IED in the Internationalization Plan
into the Phase 0 Business Plan and Product Requirements document.

Ensure that the Engineering Law Group or appropriate Patent Engineer has been
contacted to establish and implement an applicable legal protection strategy for
the product.

Ensure that prior to any proprietary information discussions, the Proprietary
Information Disclosure (PID) process has been followed and intellectual property
protection strategies are being implemented.
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Contact the Corporate Export and Trade Group (CE/T), Washington, D.C. to
determine export requirements. This applies to hardware and software products
developed woridwide, technical data, and Proprietary Information Disclosures
throughout the life of the product.

Understand sales support requirements and responsibilities for low volume
products that are not directly supported by Sales.

Collect and distribute the following Assumptions Package to the Product Team:

»  Market requirements from the Marketing Plan

»  First pass product requirements that include product descriptions (functional
requirements should be provided as soon as available)

e Alternatives and Feasibility Study

e Assumptions:
— Volume projections
— Announcement and target First Revenue Ship (FRS) dates
— Major goals (such as time—to—market, cost, and availability)

Update the Product Team on product status. Initiate discussions on the type of
announcement activities the product merits.

For Strategic Marketing Products (see Chapter 3 Marketing), ensure that the
Marketing Advisory Board (MAB) Team and the European Systems Strategy
Planning Group, and the GIA Product Strategy Committee has received review
copies of the Business, Marketing, and Sales Plans at least two weeks prior to the
scheduled phase exit. (Contact Marc Zavadil, Strategic Systems Planning Group,
Europe and Les Dole, GIA Product Strategy Committee. See ELF for contact
information.)

Announce the phase exit review date and make available all phase exit documents
no later than two weeks prior to the scheduled review date.

Conduct a Phase 0 exit review.

Ensure that the appropriate approvals have been obtained to exit Phase 0.
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2.41.3 Phase 0 Memory Joggers

Has the Product Team agreed to the product goals stated in the Business Plan?

Has the Law Department been contacted to approve the product name or trade—
mark strategy for the product? Are any patent, copyrights, or other intellectual
property rights infringements involved?

Has there been adequate consideration of the process for obtaining patent
protection for the product, product components, or production method? Of the
process for defining trade secrets requiring protection?

Has International Engineering Development (IED) been contacted? Is an
Internationalization Plan in place?

Are all major milestones of component product schedules integrated into a single
master project schedule?
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2.4.2 Phase 1 - Planning and Preliminary Design

Objectives: Create an integrated plan and schedule; ensure development of
engineering product specifications and a complete product justification to support
the proposed investment.

24,21 Phase 1 Exit Criteria

Legal Protection Strategy in place, including updates to the Phase 0 Strategy,
ptior to any Proprietary Information Disclosures (PIDs).

Export requirements identified.

NOTE

To ensure a timely review, provide CE/T with 2 summary product
description, an overview of the target markets, the estimated month of
announcement, and the date feedback is required. (Export contact is
Don Ames. See ELF for contact information.)

Agreement and commitment by each Product Team member to the Business Plan
of Record, Product Functional Specification, Internationalization Plan (I18N Plan)
and product’s schedule.

Third—party analysis for buyouts completed. (No contract signed until Phase 1
Exit approval.)

Volume projections specified in the Business Plan aligned with projections from
worldwide Sales, Manufacturing, and Product Marketing Groups (PMG).
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Assumptions and requirements evaluated since the Phase 0 exit and significant
changes communicated to the Product Team and appropriate approval bodies.

Phase Exit Criteria for Marketing, Sales, Engineering, Manufacturing, and
Customer Services completed.

Business Plan (Plan of Record) updated, reviewed, approved, and published.
Refer to DEC STD 130-0 Product/System Business Plans: Content Requirements
and Format Guidelines.

Phase 1 Exit Review held with all appropriate persons attending and all open
issues resolved.

All members of the Product Team in agreement to exit Phase 1.
All known risks and major dependencies documented by the Product Team.

Phase 1 Exit Package, as defined by the Phase Review Committee (PRC),
submitted to the Phase Review Committee for Top 100 Products. Refer to Top
100 Process Overview Manual. Contact Carlha Vickers, Engineering Product
Planning.

Approved Phase 1 Exit plans submitted to the PBU or sponsoring organization
for archiving. Copies of these plans submitted to Engineering Product Planning,
for Top 100 Products.

Appropriate approvals obtained to exit Phase 1 (as documented in the Business
Plan at the Phase 1 Exit).
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2422 Phase 1 Activities

Ensure that the required staffing to develop and deliver the product is available
and committed.

Evaluate assumptions and requirements since the Phase 0 Exit. Update affected
plans as necessary and communicate significant changes to the appropriate review
and approval bodies.

Ensure that the Product Team reviews the applicability of Phase 1 Exit Criteria.

Ensure that any open issues or action items generated at Phase 0 are resolved to
the satisfaction of the Product Team.

Request New Products Form (NPF) from release engineering for software
products.

Ensure that the Product Functional Specification addresses requirements identified
in Phase 0. Identify and document any exceptions as an addendum to the Product
Requirements and Business Plans.

Contact the Engineering Law Group to establish and update if necessary, applica—
ble Legal Protection Strategy for the product.

Contact the Corporate Export and Trade Group (CE/T), Washington, D.C., to
determine export license requirements. This applies to hardware and software
products developed worldwide throughout the life of the product.

Solicit potential Field Test sites from the Product Team and review this list with
Corporate Product Operations to eliminate possible problem sites.

Identify primary factors that ensure the success of this product and quantify
their impact (such as, assumptions, customer dependencies, economic and
environmental issues, materials, new processes, services, and technology).
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Obtain cross—functional commitments and support from worldwide Engineering,
Finance, Marketing, Sales, Manufacturing, and Services.

Ensure that the Proprietary Information Disclosure is developed and approved
as defined in Corporate Proprietary Information Disclosure Policies Procedures
(order number EJ-3198305) that may be obtained from Printing and Circulation
Services in Northboro,

Ensure that the product is still compatible with Corporate Product Strategies.

Consult with worldwide Sales, Industry Marketing, and PMGs regarding Phase 1
pricing volume projections.

Ensure that plans are in place to satisfy the critical intemational requirements for
the product. Finalize Intemationalization Plan. Refer to subheading 2.5 Required
Product Management Documents.

Ensure that the product and its goals (including quality and performance) have
specific, well defined metrics.

Ensure that plans are in place for meeting all standards and regulatory require—
ments and obtaining agency approvals worldwide, Refer to DEC STD 060-0
Design and Certification of Hardware Products to National and International
Regulations and Standards — Policy and Procedures for more information.

For Strategic Marketing Products (see Chapter 3 Marketing), ensure that the MAB
Team and the European Systems Strategy Planning Group, and the GIA Product
Strategy Committee has received review copies of the Business, Marketing, and
Sales Plans at least two weeks prior to the scheduled phase exit. (Contact Marc
Zavadil, Strategic Systems Planning Group, Europe and Les Dole, GIA Product
Strategy Committee. See ELF for contact information.)

Update the Product Team on product status.

For hardware products only, provide the Engineering Manager with input to the
part number family assignment plan.
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Collect, from the Product Team, the number of units required to support Phase
2 and Phase 3 activities (such as intemal test, training, Field Test, introduction
activities, applications and characterization).

Generate a preliminary plan for the build, distribution, and financing of pre-FRS
units.

Ensure that reviews with appropriate New Product Committees are con-
ducted prior to Phase 1 Exit, including the VAX New Product Committee
(VNPC), Networks New Products Committee (NNPC), and Micros New Product
Committee (MNPC).

Identify which critical events must occur for the product to meet its schedule.

Ensure that any open issues or action items generated at Phase ( are resolved to
the satisfaction of the Product Team.

Announce the Phase exit review date and make available all phase exit documents
no later than two weeks prior to the scheduled review date.

Prior to the Phase 1 Exit Review Meeting, ensure that all members of the Product
Team are in agreement to exit Phase 1.

Conduct the Phase 1 exit meeting.
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2.4.2.3 Phase 1 Memory Joggers

Is this product a good investment for Digital?

Does the integrated schedule contain:

e  Activities during the following phases of a product’s life cycie: prototype,
development, preproduction, and phase down?

+  Tasks and interdependencies of all worldwide functional groups?

Are there conflicts with other hardware or software products? Is this product in
direct competition with another Digital internal product?

What agreements have been made with other groups to ensure the product’s
success? Have the agreements been documented? For example, is a final
Internationalization Plan from International Engineering Development (IED) in
place?

Has the Product Manager read the following product introduction manuals?

e Pricing and Announcement Committee’s (PAC) manual, EL-CPPAC-(0,
Corporate Policies for Product Pricing, Announcement, and First Customer
Ship.

e EL-CP595-00, Corporate Product Introduction Guide.

Has a plausible product cost estimate been developed including manufacturing
labor and overhead costs? Refer to DEC STD 130-0 FProduct/System Business
Plans: Content Requirements and Format Guidelines for more information.

Are there new ideas developed for which intellectual property rights strategies
need to be implemented?

2-16 PRODUCT MANAGEMENT



2.4.3 Phase 2 - Design and implementation

Objectives: Execute the plans committed to in Phase 1 and deliver the proposed
product with stated characteristics, on time, within budget, and at cost.

2.4.3.1 Phase 2 Exit Criteria

Assumptions and requirements evaluated since the Phase 1 Exit and significant
changes communicated to the Product Team and appropriate approval bodies.

A legal protection strategy is in place, including updates to the Phase 1 strategy,
prior to any new Proprietary Information Disclosures (PIDs).

The Corporate Export and Trade Group (CE/T) has determined the appropriate
government classification, under the current export regulations, and advised the
Product Manager of the conditions under which the product may be exported.

Third—party contracts signed.

Field Test Sites selected, licensed, and prepared to begin testing.
Customer field test support in place.

Field Test Plan written, reviewed, approved, and published.
Product ready for qualification as specified in Field Test Plan.

The volume projections specified in the Business Plan aligned with projections
from worldwide Sales, Manufacturing, and the PMGs, For Top 100 Products.
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Total worldwide product volume requirements for qualification, characterization,
product introduction, and first quarter ramp identified and agreed to by the
Product Team.

Activities required to support Product Introduction defined.

Phase Exit Criteria for Marketing, Sales, Engineering, Manufacturing, and
Customer Services completed.

Phase 2 Business Plan updated, reviewed, approved, and published. Refer to
DEC STD 130-0 Product/System Business Plans: Content Requirements and
Format Guidelines for more information.

A Phase 2 Exit Review held with all appropriate persons attending and all open
issues resolved.

All members of the Product Team in agreement to exit Phase 2.
All known risks and major dependencies documented by the Product Team.

Phase 2 Exit Package, as defined by the Phase Review Committee (PRC),
submitted to the Phase Review Committee for Top 100 Products. Refer to Top
100 Process Overview Manual. Contact Carlha Vickers, Engineering Product
Planning.

Approved Phase 2 Exit plans submitted to the PBU or sponsoring organization
for archiving. Copies of these plans submitted to Engineering Product Planning,
for Top 100 Products.

Appropriate approvals obtained to exit Phase 2 (as documented in the Business
Plan).

2-18 PRODUCT MANAGEMENT



2.4.3.2 Phase 2 Activities

For software products, ensure that the New Products Form (NFPF) is updated by
release engineering to reflect documentation and media kits.

Ensure that a Legal Protection Strategy is in place, and export requirements are
satisfied prior to any PIDs.

Ensure that the PID is developed and approved as defined in the Corporate
Proprietary Information Disclosure Policy.

Negotiate agreement with Sales and Marketing regarding determination of
proposed Field Test Sites, and deliver the list to Engineering for inclusion in the
Field Test Plan,

Ensure that the preliminary Software Product Description (SPD) is written and
reviewed for Field Test.

Ensure that progress against the integrated schedule is monitored on a regular
basis.

Match unit requests to support Phase 2 and Phase 3 activity with Manufacturing
capacity. Work prioritization and allocation of available units with Product Team.

Ensure that there is a Product Introduction Information Package to support
Introduction activities, if required by Corporate Product Operations (Sales).

NOTE

The Product Introduction Information Package may include a de—
scription of hardware and software support requirements, prerequisite
equipment, site planning information, estimated equipment costs, and
configurations. This information is used to plan for customer seed
units, Field Service training units, geography support centers, demos,
Application Centers for Technology (ACTs), Digital Competence
Centers (DCC), application characterization, and the field benchmark
center. This Product Introduction Information Package must be dis—
tributed to Marketing, Sales, Services, Manufacturing, Engineering,
and the Law Group.
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Work with the Product Team to prepare for product qualification and Introduction.
Update the plan for pre—FRS units with the Product Team.
Review and begin Announcement and FRS checklists. Refer to PAC Manual.

Ensure that the Product Team agrees that all the Phase 2 Exit Criteria have been
met.

For hardware and systems products, ensure that valid part numbers have been
obtained from the Chief Engineer’s Office for the total product offering. Refer
to DEC STD 012-2 Unified Numbering Code for Part Identifier Class Codes and
Related Document Identifiers. For software products refer to DEC STD 0124
Unified Numbering Code (UNC) — Software Numbering Conventions.

Review product documentation.

Ensure the completion of plans for prototype distribution, including customer
Field Test Sites.

Ensure that all documentation, Product Team plans, and the Business Plan have
been updated to reflect changes made to the product or program.

For Strategic Marketing Products (see Chapter 3 Marketing), ensure that the
Marketing Advisory Board (MAB) Team and the European Systems Strategy
Planning Group has received review copies of the Business, Marketing, and
Sales Plans at least two weeks prior to the scheduled phase exit. (Contact Marc
Zavadil, Strategic Systems Planning Group, Europe. See ELF.)

2-20 PRODUCT MANAGEMENT



2.4.3.3 Phase 2 Memory Joggers

Has the product schedule been updated on a regular basis? Has the Product Team
been notified of any deviations from the schedule? Are functional groups meeting
their obligations?

Has Services confirmed that support people have been trained and provided with
a sufficient number of spares and documentation to support field test plans?

Has the Government Systems Group been notified in advance when developing
pricing and packaging?

Has Customer Services Systems Engineering (CSSE) Project Management
submitted service pricing for Field Services Pricing and Policies Committee
(FSPPC) approval?

Are there any new ideas developed for which intellectual property rights strate—
gies need to be implemented?
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2.4.4 Phase 3 - Qualification

Objectives: Demonstrate that the product meets its stated specifications through
internal and external testing, and complete all required Announcement and FRS
criteria.

2.4.4.1 Phase 3 Exit Criteria

Assumptions and requirements evaluated since Phase 2 Exit and significant
changes communicated to the Product Team and appropriate approval bodies.

Legal Protection Strategy in place, including updates to the Phase 2 strategy, and
export requirements satisfied prior to any new Proprietary Information Disclosures
(PIDs).

All announcement and First Revenue Ship (FRS) criteria met.

Final Software Product Description (SPD) written, reviewed, approved, and
published.

Final New Product Form (NPF) reviewed and approved.

All pricing actions approved by the Pricing and Announcement Committee {PAC)
and the Marketing Sales and Strategy Committee (MSSC), if applicable.

The volume projections in the Business Plan are aligned with projections from
Sales, Manufacturing, Industry Marketing, and PMGs.

Demonstrate, through documentation of test results, that the product meets
performance goals.

Plans in place, if appropriate, for transition of Product Management responsibility
for remainder of the product’s life cycle.
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Phase 3 Business Plan updated, reviewed, approved, and published. Refer to
DEC STD 130-0 ProductiSystem Business Plans: Content Requirements and
Format Guidelines for more information.

Phase Exit Criteria for Marketing, Sales, Engineering, Manufacturing, and
Customer Services completed.

A Phase 3 Exit Review held with all appropriate persons attending and all open
issues resolved.

All members of the Product Team in agreement to exit Phase 3.
All known risks and major dependencies documented by the Product Team.

For Top 100 Products, Phase 3 Exit Package as defined by the Phase Review
Committee (PRC), submitted to the Phase Review Committee. Refer to Top 100
Process Overview Manual. Contact Carlha Vickers.

Approved Phase 3 Exit plans submitted to the PBU or sponsoring organization
for archiving. Copies of these plans submitted to Engineering Product Planning,
for Top 100 Products.

The appropriate approvals obtained to exit Phase 3 (as documented in the
Business Plan).

2.4.42 Phase 3 Activities

Evaluate assumptions and requirements since the Phase 2 Exit. Update affected
plans as necessary and communicate significant changes to the appropriate review
and approval bodies.

Obtain approval to FRS the product.

Ensure that the PID is updated and approved as defined in Corporate Proprietary
Information Disclosure Policy.
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Contact the Engineering Law Group to establish and update, if necessary, the
applicable legal protection strategy for the product. Include, in particular, that
strategy relating to product naming and trademarks.

Ensure that regulatory approvals have been obtained worldwide.

Ensure that Field Test and Introduction requirements are complete. Refer to the
PAC Manua! for more information,

Monitor the Product Team’s integrated schedule of activities on a regular basis,
Ensure the delivery of all Field Test materials to selected sites.

For VMS layered products, submit Product Authorization Key (PAK) to product
registrar in Software Quality Management (SQM).

Update Product Team on product status to help determine the type of announce—
ment activities the product merits.

Sales Update and Competitive Update Article(s) written, approved, and submitted.

Complete Announcement and FRS criteria for approval committees. Refer (o
Refer to the PAC Manual for more information.

Ensure that Maynard List Price (MLP) forms have been prepared to place related
older products in the Maintenance Only section of the Corporate Price File.

For software, ensure Software Distribution Center (SDC) New Products Form
{NPF) has been approved by the Product Manager.

Prepare, approve, and submit MLP forms to Data Management Services to enter,
update, and delete information contained in the hardware, software, packaged
systems, and Maintenance Only sections of the Corporate Price File, Digital
Standard Price List, and its Addenda. Make changes to the Option Module List,
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Write in PAC proposal form all pricing actions, such as pricing of hardware and
software licenses, price changes, special sales, discount changes, First Revenue
Ship (FRS) criteria, and product features/presentations. Obtain approval from the
PBU or sponsoring organization and the Pricing and Announcement Committee
(PAC) before announcement to the field and customers.

Obtain Marketing and Sales Strategy Committee (MSSC) approval when required.

Ensure that Field Test Sites are supported, polled on the results according to plan,
and that appropriate field test feedback has been implemented.

Ensure that there has been an assessment of the effect of the product’s announce~
ment on other Digital products. This is typically part of the Business Plan (See
DEC STD 130-0).

Ensure that the Law Department reviews PAC/MSSC proposals and Marketing
communpications materials.

Ensure the successful completion of internal qualification against product specifi—
cations, Digital standards, and industry standards prior to FRS.

Ensure completion of external country—specific testing.

For hardware and systems products only, ensure that the Chief Engineer’s Office
has been notified and has approved any part number deviations frem those
approved at Phase 2 Exit.

Ensure that all testing has been completed, and product performance data is
published.

Ensure the availability of Application and Performance information for Sales
Literature.

Ensure that customers have been identified for the first hardware production units.
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Schedule a Post—FRS Review within a month of FRS. This review is to allow
the Product Team to evaluate the effectiveness of the tools and processes used to
develop and introduce the product.

Prior to the Phase 3 Exit Review meeting, ensure that the Product Team agrees
that all Phase 3 Exit Criteria have been met.

Conduct final reviews prior to FRS with the appropriate New Product committees,
such as the VAX New Products Committee (VNPC), Micros New Products
Committee (MNPC), Networks New Products Committee (NNPC), and Software
Quality Management (SQM).

Resolve any open issues or action items generated at Phase 2 to the satisfaction
of the Product Team.

For Strategic Marketing Products (see Chapter 3), ensure that the MAB Team has
received review copies of the Business, Marketing, and Sales Plans no less than
two weeks prior to the scheduled phase exit.
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2443 Phase 3 Memory Joggers

What are the critical events and developments that must occur within other
intemnal and external groups?

For hardware products, have appropriate changes been made to the Option
Module List?

Has the Law Department reviewed promotional material?

Are plans in place for the transition of the product to Support Engineering or
Maintenance Engineering?

Are there any new ideas developed for which intellectnal property rights strate—
gies need to be implemented before product announcement?
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2.4.5 Phase 4A - Ramp-Up

Objective: Evaluate product demand and supply and take appropriate action.

2.45.1 Phase 4A Exit Criteria

Assumptions and requirements evaluated since the Phase 3 Exit and significant
changes communicated to the Product Team and appropriate approval bodies.

The product is meeting its Sales, Services, Manufacturing, and Marketing goals.

The volumes specified in the Business Plan are aligned with projections from
Sales, Manufacturing, and the PMGs, for Top 100 Products.

A Product Manager is available for continuing management of the Product Team.

Plans are in place for Product’s Business Performance Reviews (to be held
annually, at a minimum).

A Post-FRS Review meeting held to allow the Product Team to evaluate the
effectiveness of the tools and process used to develop and introduce the product.

Phase 4 Business Plan updated, reviewed, approved, and published. Refer to
DEC STD 130-0 Product/System Business Plans: Content Requirements and
Format Guidelines for more information.

Phase Exit Criteria for Marketing, Sales, Engineering, Manufacturing, and
Customer Services completed.

A Phase 4A Exit Review held with all appropriate persons attending and all open
issues resolved.
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All members of the Product Team in agreement to exit Phase 4A.
All known risks and major dependencies documented by the Product Team.

Approved Phase 4A Exit plans submitted to the PBU or sponsoring organization
for archiving. Copies of these plans submitted to Engineering Product Planning,
for Top 100 Products.

Appropriate approvals obtained to exit Phase 4A (as documented in the Business
Plan at the Phase 0 Exit).

2452 Phase 4A Activities

Evaluate assumptions since the Phase 3 Exit. If no longer valid, reevaluate and
update the functional and business plans. Communicate changes to the Product
Team and appropriate approval bodies.

Evaluate product performance feedback from Quality, Manufactuting, Services,
Marketing, and Sales, and take appropriate action.

Ensure that the Product Introduction is working smoothly. If not, coordinate
Introduction with Sales.

Participate in defining any follow—on products to be developed.
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Ensure that the Chief Engineer’s Office has been notified of planned or potential
part number changes to a hardware product as a result of:

+ ECOs

*  Value Engineering activity

= Product Enhancements or mid-life kickers

e Other activities that may require changing or adding part numbers to the
current product offering

Once shipment has been achieved, periodically conduct Business Performance
Reviews of the product forecast versus actual sales and other financial ob-
jectives. Update the Business Plan as required. Refer to DEC STD 130-0
Product/System Business Plans: Content Requirements and Format Guidelines
for more information.

Ensure that ongoing service and support plans and resources are in place.

If contemplating changes to the Price Book, take into account any affected
products’ worldwide sales.

Resolve any open issues or action items generated at Phase 3 exit to the satisfac-
tion of the Product Team.

For Strategic Marketing Products (see Chapter 3), ensure that the MAB Team has
received review copies of Business, Marketing, and Sales Plans no less than two
weeks prior to the scheduled phase exit.
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2.45.3 Phase 4A Memory Joggers

Is the profitability of the product less than planned or less than the corporate
average for like products? Define what action will be taken.

If repricing a product, has a PAC proposal been written and approved?
Have worldwide implications of repricing been considered and addressed?

Have all actions, such as pricing of hardware and software licenses, special sales,
and discount changes, been written in PAC proposal form and approved by the
PBU or sponsoring organization and then by the PAC before announcement to
the field and customers?
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2.4.6 Phase 4B - Steady-State Operation

Objectives: Monitor Sales, Service, Support Engineering, and Manufacturing
activities. Evaluate results against plans and orchestrate change as necessary.

2.4.6.1 Phase 4B Exit Criteria

Assumptions and requirements evaluated since the Phase 4A Exit and significant
changes communicated to the Product Team and appropriate approval bodies.

Plans that support the retirement of the product in place for each functional
group.

Product Phase Down Team established.

Product Phase Down Plan written, reviewed, approved, and published.
All worldwide Phase Down issues addressed.

PRC approval received prior to submitting to PAC.

Phase Down proposal approved by PAC.

Phase Exit Criteria for Marketing, Sales, Engineering, Manufacturing, and
Customer Services completed.

Phase 4B Exit Review held with all appropriate persons attending and all
worldwide phase down issues resolved.

All members of the Product Phase Down Team in agreement to exit Phase 4B.
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All known risks and major dependencies documented by the Product Phase Down
Team.

Phase 4B Exit Package, as defined by the Phase Review Committee (PRC),
submitted to the Phase Review Committee for Top 100 Products, Refer to Top
100 Process Overview Manual, Contact Cartha Vickers, Engineering Product
Planning.

Approved Phase 4B Exit plans submitted to the PBU or sponsoring organization
for archiving. Copies of these plans submitted to Engineering Product Planning,
for Top 100 Products.

Appropriate approvals obtained to exit Phase 4B (as documented in the Business
Plan at the Phase 0 Exit).

2.4.6.2 Phase 4B Activities

Evaluate product performance feedback from Quality, Manufacturing, Services,
Marketing, and Sales, and take appropriate action.

Participate in definition of any follow—on products.

- Conduct Business Performance Reviews to determine one of the following
courses of action:

«'  Take no action, and continue as planned
+ Enhance the product (mid-life kicker)

» Introduce new marketing programs

=  Value Engineer (VE)the product

s  Phase Down and Retire the product
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Ensure that the Chief Engineer’s Office has been notified of planned or potential
part number changes to a hardware product as a result of:

» ECOs
« Value Engineeting activity
«  Product Enhancements or mid-life kickers

o  Other activities that may require changing or adding part numbers to the
current product offering

Establish a Product Phase Down Team with representatives from appropri—
ate functional groups, including Suppont Engineering, Customer Services,
Manufacturing, Sales, and Marketing.

Incorporate guidelines from the Product Phase Down Handbook for Product
Managers into the Product Phase Down Plan. (Order number EZ-J360887,
Northboro, Ma.)

Ensure that all worldwide issues concerning product phase down have been
addressed in the Product Phase Down Plan, including:

»  Manufacturing’s last build

+ Long-term contractual agreements

» The customer migration strategy

»  Continuing service—life requirements and plans
= Development of the marketing messages

s  Product phase down schedule

Ensure that all pricing actions have been written in PAC proposal form, approved
by the PBU or sponsoring organization, and approved by PAC before announce-
ment to the field and customers. (This includes the pricing of hardware and
software licenses, price changes, special sales, discount changes, and phase down
announcement criteria, such as pricing, availability, and support provisions.)
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2463 Phase 4B Memory Joggers

Have the financial objectives of the product been met?
What products are available to replace this product?
How good are the alternative product opportunities?

Have economic or marketing factors been an element of the decision to phase
down the product?

Have manufacturing and field service agreed to ongoing logistical support for the
product?

Has product modification been explored relative to prolonging the market life of
this product?

Has the Product Phase Down Plan been written with input from functional group
representatives?

Has a phase down schedule been prepared for the product? Does it contain tagks
and interdependencies of all functional groups?

Is there a plan for continuing Engineering support through Phase 57
Have the needs of affected customers been identified?

If the product is software and a candidate for the DECUS Program Library, have
the appropriate forms been completed and submitted?
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2.4.7 Phase 5 - Product Retirement (Service Continues)

Objectives: Ensure implementation of the Product Phase Down Plan(s), continue
to monitor customer needs, and develop Services Phase Down Plan.

2.4.7.1 Phase 5 Activities

Evaluate assumptions and requirements since the Phase 4B Exit and communicate
significant changes to the Product Phase Down Team and appropriate approval
bodies.

Ensure that the Product Phase Down Plan developed in Phase 4B is implemented.
Update Product Phase Down Plan with detailed information.

Ensure that Services Marketing develops a Services Phase Down Plan. See
Chapter 3 Marketing.

Publish Sales Update article announcing the decision for and conditions of the
Product Phase Down.

Conduct a Post-Life Cycle Review.

Remove product from the Price Book and place in the "Service Only" category in
the Price File.
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Submit Product Phase Down Plan updates to Engineering Product Planning,
Notify all affected parties worldwide that Digital plans to phase out sales (and
sometimes support of) this product.

Notify the Chief Engineer’s Office when the hardware or system product is no
longer offered for sale.

Coordinate activities between Manufacturing, Sales, and Services to manage the
Product Phase Down Plans.

Conduct a post-life cycle analysis to determine how successfully the product met
its Phase 1 Business Plan metrics.

Execute Product Phase Down Plans and adjust as required.
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2.5 REQUIRED PRODUCT MANAGEMENT DOCUMENTS

The overview and outline contained in this section serve as guidelines for
creation of the Product Requirements Document used by the Product Manager
in support of the Phase Review Process. The content, style, and scope of the
document described here may vary for hardware and software products. The
outline presents the minimum requirements for Product Requirements Documents
submitted for Phase Exit approval.

NOTE

Online versions of this outline are available as a VAX DOCUMENT
.SDML file and an ASCII file from Standards and Methods Control.
Use the following file specification to obtain outlines for the Product
Requirements Document.

JOKUR::PHASE_REVIEW:PRODUCT_REQ_PLANS.SDML
JOKUR::PHASE_REVIEW:PRODUCT_REQ_PLANS.TXT

Contact JOKUR.::SMC regarding problems copying these files.
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2.5.1 Product Requirements Document

OVERVIEW

The Product Requirements Document defines goals for the product in the market
place and coordinates worldwide Engineering activities to meet those goals.
The document is developed during Phase O updated during Phase 1 to define
significant activities, deliverables, and schedules. It's purpose, characteristics,
audience, and relationship to other corporate activities are described below.

Purpose:

Provide a detailed description of the primary product features and functions
intended to satisfy critical needs and success factors identified by market require—
ments. The document forms the base line for the product specification.

Desired Characteristics:

»  Describe the product and how it fits within Digital’s product strategy.

» Identify product features and functions intended to satisfy market needs and
critical success factors.

+ Identify exceptions to Digital standards.

»  Identify interdependencies with other products.

=  State performance metrics of software and/or hardware,
»  Identify major competition.

* Define product transfer costs where appropriate.

« Present the information in a format that shows direct correlation of market
requirements and critical success factors to proposed features and functions.
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PRODUCT REQUIREMENTS DOCUMENT OVERVIEW (continued)

Audience:

= All functional groups that develop, support, or interface to the product.
(Engineering, Manufacturing, Marketing, Sales, CSSE)

e Appropriate review and approval organizations.

Who is Responsible:

*  The designated Product Manager with input from Marketing and Engineering.

When Required:

Created during Phase 0.

Relationship to Other Activities:
e  Phase 0 Business Plan.

e Altematives and Feagibility Study.
*  Market Requirements Section of the Marketing Plan.

Where Recorded:

*  Engineering Product Planning (For Top 100 Products).
*  Business Unit (or group sponsoring the product).
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE
The following is a suggested outline for the Product Requirements Document.

1.0 EXECUTIVE SUMMARY

A brief summary of the key product aspects that meet stated marketing require—
ments and critical success factors, and that put this product into perspective as
a Digital offering. This section should include summaries of marketing require—
ments, product requirements, product strategy and product interdependencies.

11 Product Goals

-

1.2

What are the key product features?
Where does this product fit into Digital’s strategy?

What are the metrics for measuring proposed functionality against customer
expectations?

What are the key performance requirements?
What are the key compatibility requirements?
What are the key architectural growth requirements?

What are the key strengths and weaknesses of the proposed product com—
pared to external (competition) and internal (other Digital) products?

What are the key innovative areas to protect and maintain intellectual
property rights?
Product Non-Goals

What are the non—goals for this product?
What requirements will be put off for the next version of this product?

1.3 Risks and Contingencies

What are the risks associated with this produoct?
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

2.0 PRODUCT CAPABILITIES

Present the requirements for the product based on input from Marketing,
Manufacturing, Sales, and Customer Services (through their required docu-
mentation). The product requirements and features of this product should be
prioritized according to the following scheme:

a. ESSENTIAL - Version n.0 of the product cannot be shipped without this
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feature. It is a critical feature that, if omitted, would cause most customers
not to purchase the product and would also cause major damage to the
customers’ perception of Digital’s strategy.

IMPORTANT - Version n.0 of the product should include this feature unless
its inclusion jeopardizes the time~to—market goal. The lack of this feature
may cause certain customers not to purchase the product, either because it is
a feature that is available and used often in current products, or because it is
a feature that they have requested and been promised for a long time. This
feature must be included no later than Version m.0.

DESIRABLE - Version n.0 of the product can be shipped without this
feature, but it should be included as soon as possible in a follow—on release.
The lack of this feature may cause some customers not to purchase the
product and be a source of customer complaint.

e  What are the key product features? Why do they exist?
¢ What will this product (or version of the product) not do?

«  What can be gbserved from outside the product by users, other hardware,
and other software?

+  What are the product’s commands?
» How does the product integrate with other products?
e  What is the product’s interface design?
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

3.0 ENVIRONMENT

*  What is the envircnment in which the product operates (physical, user, other
products? .

*  What specifications contain details about the product’s environment?

3.1 Users - Target Customers

Develop a user profile to match the skill levels and work habits in the user
environment and the product being designed for the environment.

= Who are the target user(s)?

+  What are the user’s background and skill levels?

*  What is the user workflow pattem?

»  How does this product safisfy the needs of the target user(s)?

e How will the user use this product?

e Wheo will purchase this product?

3.2 Hardware Compatibility

*  What Digital or non-Digital hardware is required to use this product? Does
this product support the required hardware?

+  What Digital or non—-Digital terminals and printers does this product support?

3.3 Software Compatibility
e  What software is required by this product?
«  With what operating systems can this product run?

*=  What layered software, application software, and third—party software are
required for this product? Does this product support?

*  What distributed software (clusters, networks, communications) can work
with this product?

*  What products are dependent on this product (hardware, software, and
services)?

*  What software is dependent on this product?
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£ PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

4.0 PUBLICATIONS AND TRAINING
4.1 Publications

4.2

What documentation and other publications are required for the product?

What is the purpose and contents of each book in the publication set for the
product?

Training
What training will be available for the product?
Does the sales force need training on the product?
Do software specialists need training on the product?

PACKAGING
What aspects of the initial presentation and appearance of the product are
desired by the user?

What is the packaging of the product, including hardware, software, docu—
mentation, and shipping containers?

How will the product be available?
What kits will be required for the product and what will they contain?
On what media will product software be distributed?

Will the documentation conform to DEC STD 073-0 Manufacturing and
Packaging for Publications?

6.0 INSTALLABILITY

What does the user desire of the product from the time the package is opened
to the time the product is used for the purpose in which it was purchased?

‘What needs to done to get the product up and running at the customer’s
facility?

‘What are the goals that allow easy installation of the product?

‘What is the projected installation time for the product?

What installation guidelines should be followed for the product?
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

7.0 EASE OF USE

Ease of use requirements are measured in terms of user performance and satisfac—
tion, including the following:

+ How can the human interface of the product be tailored to fit the needs of
the target user?

* How easy will the product be to use?

¢ What features make the product easy to use?

¢ What are the on~line HELP features for the product?

*  Will the product use graphical interfaces?

» Into what languages must this product be translated to make it acceptable in
the targeted markets?

8.0 PERFORMANCE

e What are the desired performance characteristics of the product’s hardware
and software under both normal and extreme operating conditions?

e What are the product’s memory requirements?
»  What are the product’s speed requirements for executing specific tasks?

9.0 RELIABILITY

¢  What are the desired characteristics that affect the user’s ability to get tasks
accomplished in a dependable, predictable manner?

»  How long, typically, will it be between failures of the product (in terms of
hours or commands?)
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PRODUCT REQUIREMENTS DOCUMENT QUTLINE (CONTINUED)

10.0 SERVICE AND MAINTENANCE

e What are the desired characteristics that enable ease of problem diagnosis
and correction of the product?

*  What features make the product easy to maintain?

*  What is the Basic Monthly Cost (BMC) goal for the product?

e  What is the planned interval between tested releases?

e  What are the requirements for maintenance update procedures?

»  What is the desired maintenance service goal for this product?

*  What support services will be available to maintain the product?

11.0  MANUFACTURABILITY

»  What hardware, software, and documentation needs to be produced?
+  Where will manufacturing occur worldwide?
+  What special capital equipment is required for manufacturing the product?

12,0 COMPATIBILITY
12.1 Product Compatibility

e  What are the desired characteristics that enable the user to move to the
product from existing products without undue disruption, and to easily use
the product with other Digital and non-Digital products.

e What are the areas of compatibility and incompatibility with existing Digital
and non—Digital products?

12.2 Standard Conformance

»  How does the product conform to the following:
— Digital standards?
— International standards?
— Industry standards?
— Installation standards?
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

13.0 EVOLVABILITY

=  What extemal (vendor) or intemnal (Digital) products will the product
replace?

*  What externat or intemal products will replace the product?

»  What are the desired characteristics that enable the product to be adaptable
to suit a changing environment?

e What are the requirements that allow customers to modify the product to
their own needs?

¢ Does the product require a capability to be extended and transported for
migration to other processors or operating systems, such as Ultrix—32 or
MS-DOS?

14.0 INTERNATIONALIZATION

+  What are the requirements for internationalization of this product? Refer to
the Internationalization Plan from Intemnational Engineering Development
(IED) .

»  Does the product follow guidelines provided by International Engineering
Development (IED)? Refer to the following documents:

«  EL-SM498-00, Producing International Products Handbook
s EL-ENGRS-OM, Internal Guide to Digital Organizations
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

15.0 CRITICAL SUCCESS FACTORS
e  What are the product’s critical dependencies?

15.1 Costs

e What are the proposed transfer cost goals for the product?
e What are desired constraints associated with the development cost to Digital?
*  What are the desired constraints associated with the product cost to the user?

*  What manpower and equipment resources are required to develop the product
in a timely fashion?

152 TIMELINESS

»  What are the constraints associated with the delivery schedule of the product?

*  What are the requirements (constraints) that must be fulfilled for the product
to be acceptable?

»  How is the product dependent on other hardware and software development
projects? What are their schedules?

+  What is time frame (window of opportunity) to develop the product to
generate an adequate retumn on investment?

+  What are the tradeoffs among product features, or between features and
schedule demands?

*  What are the guidelines for making tradeoff decisions?

+  What are the additional special constraints and tradecff priorities, if any,
assigned to the goals, capabilities, and external characteristics described in
this Product Requirements Document?

+  What are the possible tradeoffs that can and cannot be considered in meeting
the goals described in this Product Requirements Document?
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PRODUCT REQUIREMENTS DOCUMENT OUTLINE (CONTINUED)

16.0 OUTSTANDING ISSUES

List the following in chronological order, by required completion date:

e Outstanding issues in order of importance

* Names of people responsible for resolving issues

»  Completion dates

As issues are resolved, document the resclution of the issue in this document and

date the item in this section. All outstanding issues should be resolved before
Phase 0 commitment to this Product Requirements Document.

17.0 INTELLECTUAL PROPERTY PROTECTION

¢ Are innovative technologies being considered for patent invention disclo—
sures?

+  Are product trademarks being developed to maximize market pull produced
by successful trademarks?
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Chapter 3

MARKETING

3.1 PURPOSE

Marketing uses the Phase Review Process as a tool to manage products and
systems throughout their life cycle in order to meet market requirement with
timely product introductions, mid-life enhancements, and quality phase down

support.

The Marketing Plan documents the goals set for the product in the market place
and coordinates the worldwide activities to meet those goals. Where a funda-
mental choice has been made, the plan should document the reasons for making
it. The Marketing Plan should not document all the data and understanding on
which the plan is based.

The Phase Review Process provides a forum for integration of Industry, Channels,
Services, Product Marketing Group (PMG), Base Product Marketing, European
Systems Strategy Marketing, and GIA Marketing Plans.
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3.2 FUNCTIONAL RESPONSIBILITIES

It is Marketing’s role to understand customers’ needs worldwide and translate
those needs into the best solutions strategy that maximizes Digital’s ability to
profitably address them.

The Marketing member of the Product Team is responsible for gathering in—

formation from applicable marketing organizations and the three Geographies

(Europe, General International Area, and U.S.). Marketing functions and re—

sponsibilities are distributed across a number of organizations — Base Product
Marketing, Product Marketing, Industry Marketing, Channels Marketing, Field
Service Marketing, European Systems Marketing, and GIA Marketing.

3.2.1 Base Product Marketing

Base Product Marketing (BPM) focuses on marketing a specific set of products
and is part of the Product Business Unit (PBU) that owns the product.

The designated PBU Product or Marketing Manager, with assistance from
corporate marketing organizations, is responsible for the Marketing Plan.
The Marketing Plan describes the marketing context in which the product is
developed. The plan shall include:

e Identification and quantification of market opportunities that offer profitable
and/or strategic business opportunities to the Corporation worldwide.

= Presentation of evolving product and service requirements of customers,
segmented according to the Digital organizational structure (Geographies,
Channels, Services, Industries, and PMGs).

e Determination of the potential for Digital’s competitive advantage and
development of an overall competitive positioning.

e Definition of market strategy, positioning, and messages.
»  Specific marketing activities and programs.
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3.2.2 Marketing Advisory Board (MAB)

The Marketing Advisory Board (MAB) is the vehicle for the initiation of formal
interaction between the Product Business Units (PBUs) and the PMG, Industry,
and Services Marketing groups for implementation of the Phase Review Process.
The process for MAB involvement with individual products is described below.

On a regular basis MAB reviews the Top 100 Products, identifies Strategic
Marketing Products, and notifies the Product Managers. For these Strategic
Products:

e The full MAB or a smaller subset of the marketing groups represented on the
MAB reviews the product during the Phase Review Process.

¢ MAB identifies a Team that will be directly involved with Base Product
Marketing (BPM) in the development of the Marketing Plan and agrees on
an appropriate, cross—functional marketing strategy and action plan.

= The Marketing member of the Product Team informs the MAB Team of
the Phase Exit date at least one month prior to the Phase Review Meeting
for Phases 0 and 1, and no less than two weeks prior for Phases 2 through
4B. In addition, the Marketing member of the Product Team is required to
provide to the MAB Team review copies of the Business Plan, the Marketing
Plan, and the Sales Plan.

e The MAB Team represents marketing groups at Phase Exit Reviews.

3.2.3 Product Marketing

The Product Marketing Group (PMG) is responsible for integrating Base Products
with vertical or horizontal applications and marketing these as complete solutions
to customers’ computing problems.

PMG engineers integrate solutions in the Systems Engineering function. Systems
Engineering provides generic product requirements in the context of Base
Products. In addition, the PMG represents Industry, Channels, and Services
Marketing in the Phase Review Process.
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Product Marketing Groups are responsible for:

3-4 MARKETING

Defining product requirements in the context of base platforms that meet the
needs of all marketing groups (PMG, Industry, Channels, and Services).

Communicating competitive information in an application context {o BPM.

Defining Solution Systems that integrate the product and characterizing them,
when applicable.

Developing and implementing an Applications Characterization Plan when
applicable.

Supporting announcements by:
— Participating in Announcement Strategy Committee (ASC).
— Integrating announcement into PMG programs.

~— Providing PMG messages for input to Sales Training and announcement
literature.

— Identifying strategic accounts for marketing seed units and testimonials.

— Providing the following specific PMG deliverables:

Communication content

Positioning

Messaging

Application mapping

Performance characterization
Reviewing the Top 100 Products as members of the Phase Review
Committee.

Forecasting volumes through the 8—Quarter Volume Plan.

In addition to the MAB-initiated process for Strategic Marketing Products,
PMG is responsible for directly supporting and contributing to the Marketing
Plan when:

— A PMG has a specific, strong interest in a product.
— Industry Marketing has a specific, strong interest in the product.

— Requested by the Product Marketing Strategy Committee (PMSC) or
Executive Committee,
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Industry Marketing

Industry Marketing acts as the team leader in driving the development of

the Field Marketing Plan organized by industry, by specific account, and by
application opportunity. Industry Marketing is responsible for clearly defining the
"mission critical applications” in each of the targeted industries, and articulating
the needs of those industries to Base Product Marketing, Product Marketing,
Channels Marketing, Sales, and Services.

Industry Marketing is responsible for:

o Identifying Strategic Marketing Products for each industry during the MAB
review of the Top 100, including:

Providing industry strategy information and market requirements for
targeted industries during Phase 0.

Identifying "mission critical applications” for targeted industries.
Reviewing Phase 0 Marketing Requirements and Phase 1, 2, and 3
Marketing Plans,

Contributing to the Industry Programs section of the Marketing Plan
during Phases 1 and 2.

» Participating in Field Test Site selection for all products.
» Directly supporting announcements by:

Participating in Announcement Strategy Committee (ASC).
Integrate Announcement into Industry Marketing programs.

Providing industry messages for input into sales training and the an-
nouncement literature.

Identifying strategic accounts for marketing seed units and testimonials.
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3.2.5 Channels Marketing

Channels Marketing is responsible for developing indirect channels and mar-
keting Digital products to and through these channels. Specifically, Channels
Marketing’s goals are to:

Articulate the product needs of indirect channels to Digital.

Develop and execute a comprehensive strategy for how indirect channels will
sell Digital’s products to non-DBA accounts.

A Digital Business Agreement (DBA) is a contract a customer signs with
Digital to purchase a certain amount of Digital’s products, qualifying the
customer for discounts on those products.

Continue implementation of the Partners Strategy to build the Corporate

Applications Portfolio.

Provide promotion and education to the marketplace, and within Digital, on
how this All-Channels Strategy creates a competitive edge.

Channels Marketing is responsible for:
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Participating in PAC and Marketing and Strategy Committee (MSSC) to
ensure that Digital’s products are priced, discounted, and positioned properly
for the indirect channels.

Directly supporting product announcements by:

— Participating in the ASC and in-field announcement activities by ensur—
ing that indirect channel messages are included.

— Integrating announcement into Channels Marketing programs.

— Providing Channels messages for input into sales training and announce—
ment literature.

— Identifying strategic accounts for marketing seed units and testimonials.



3.2.6 Field Service Marketing

Customer Services Systems Engineering (CSSE) Marketing is responsible
for the strategic marketing of Digital’s services for Field Service. Note: the
Maintainability Engineering role of CSSE is defined in Chapter 7 of this manual.

CSSE Marketing is responsible for:

*  Writing and distributing the Field Services Market Appraisal on an annual
basis.

*  Supporting product announcements.

»  Working with CSSE Product Managers, BPM, and Geographies to define
services for products, and strategic programs.

» Defining the service market strategy, positioning, messages, and ensure
integration with BPM.

e  Supporting Service Product Managers and Geographies in the pricing of
services.

e Identifying an individual to be a member of the MAB Team, which assists in
the development of the Marketing Pians. The extent of involvement will be
product dependent.

+  Working closely with Educational Services and Software Services as their
activities influence the Field Service Business,
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3.2.7 European Systems Marketing

European Systems Marketing is responsible for developing:

e Tactical programs that directly affect short term goals.

e Longer term strategic programs, including development and implementation
of the European Market and Product Requirements Process.

This task is driven by the Systems Strategy Market Planning, group, which

shall:

— Review the Central Engineering Top 100 list (for products in Phase 0)
and provide a prioritized list of strategic Product and Market require—
ments for Europe.

— Collect inputs from Country Marketing, European Industry Marketing,
Channels Marketing, and Intemational Engineering.

— Analyze any gap between Corporate plans and the European priority list
for a Central Engineering/PBU/PMG response to this gap.

3.2.8 GIA Marketing

GIA Marketing is organized into the following groups:
*  Industry Marketing

¢ Product Marketing

¢  Software Services Marketing

»  Field Service Marketing

These groups parallel Corporate Marketing efforts with the intent of identifying
and supporting specific, unique requirements within the diverse markets of GIA.

GIA has established a Product Strategy Committee (GIAPSC) as a subcom—
mittee to the GIA Management Committee (GIAMC). GIAMC includes the
Vice President of GIA and the country managers. The GIA Product Strategy
Committee is chartered to ensure that GIA has products for its unique require—
ments.
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The mission of the Product Strategy Committee is to affect GIA product strategy
supporting the Geographies’ Long Range Plans (LRPs), and maximize the return
on engineering investment.

GIA Product Strategy Committee objectives ensure that:

Regional requirements and priorities are reflected in overall GIA product
specific strategies.

GIA product strategy is responsive to GIA Intergrated Industry Marketing
Plan (TMP) submissions.

The GIA product strategy is integrated into GIA’s Central Engineering,
Product Marketing Groups, Software Services Engineering (SWS/E), and
Computer Special Systems (CS5) Long Range Plans.

The GIA Product Strategy Committee evaluates the impact of future corpo-
rate products and adapts the GIA product strategy as required.

The Product Strategy Committee provides a forum to review major GIA
specific engineering proposals as they effect the GIA product strategy.

In support of the Phase Review Process, the GIA Product Committee will:

Identify and make visible to Central Engineering product modifications and
gaps that effect the GLA Product Strategy.

Act as an influencing body on behalf of GIA on Corporate Product Strategies
and priorities.

Understand the requirements to support third party applications to ensure that
they are incorporated into the GIA Product Strategy.

The GIA Product Strategy Committee membership includes managers of Software
Systems Engineering (SWS/E), GIA Engineering, Computer Special Systems
(CSS), Product Marketing, Product Planning, Industries Marketing, Asian Base
Systems Software, and Software Systems Marketing. GIAPSC can be contacted
through Les Dole, the Product Strategy Committee secretary. (See ELF for
contact information. }
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3.3 MARKETING ACTIVITIES AND DELIVERABLES

Marketing's responsibilities throughout a product’s life cycle are shown in
Figure 3-1.

Figure 3—-1: Marketing Activities and Deliverables
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3.4 EXECUTING AND EXITING EACH PHASE

Each phase in the product’s life cycle provides a mechanism for the systematic
review of proposals, plans, and results in a manner that allows for controlled
funding, resource allocation, and project approval.

For each phase in this chapter, there is a list of exit criteria, supporting activities,
and a set of questions that serve as memory joggers for the Marketing Manager
of the project. These questions are not all-encompassing — their purpose is

to stimulate the thought process and surface issues as early as possible in each
phase.

3.4.1 Phase 0 - Strategy and Requirements

Objective: Define and document Market requirements and strategies.

3.4.1.1 Phase 0 Exit Criteria

Market requirements and strategy section of the Marketing Plan written, reviewed,
approved, and published. (This document written with input from PMG, Industry,
Services, Channels, European Systems Marketing, and GIA Marketing.)

Application portfolio matches the marketing strategy.
Customers’ service needs identified.

Approved Phase 0 Marketing Plan submitted to the PBU or sponsoring organiza—
tion for archiving. Copy of the plan submitted to Engineering Product Planning,
for Top 100 Products only.
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3.4.1.2 Phase 0 Activities

Perform worldwide Market Analysis with input from European Systems
Marketing and GIA Marketing.

Provide an understanding of targeted customers segmented according to the
Digital organizational structure (Geographies, Channels, Industries, Services, and
PMGs).

Quantify opportunity and present potential for Digital's competitive advantage.

Document market requirements for the product, including internal and extemal
standards and international requirements.

Provide Market Requirements Chapter of the Marketing Plan.
Position the product.

For Strategic Marketing Products identified by MAB for review:
¢ Involve the MAB Team and European Systems Marketing in the development
of the Marketing Plan.

¢ Ensure that the MAB Team and European Systems Marking is notified one
month prior to the Phase 0 Exit date.

» Provide review copies of the Business, Marketing, and Sales Plans to the
MAB Team and European Systems Marketing two weeks prior to the Phase
0 Exit Review.
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Define the market strategy, including:
»  Target audience

» Pricing
»  Promotion
*  Messaging

+  Market share and tentative volumes

*  Geography, Industry, PMG, and Channel segmentation
* Services

» Impact on existing marketing programs

Inform MAB and European Systems Marketing when product appears on Phase
Review Committee (PRC) agenda.

3.4.1.3 Phase 0 Memory Joggers

Who are the customers we want to target, according to the Digital organizational
structure (Geographies, Channels, Industries, Services, and PMGs)? Why? Why
not?

Who is the competition?
‘What is the product "vision"?

What are the features and attributes of the product that provide Digital's competi~
tive advantage? Have the following been considered?
*  Functionality

¢  Relevant customer performance metrics

*  Physical environment

¢ Cost model

*  Cost of ownership

+  Primary user interface

+ Display requirements

»  Computing environment

*  Data model
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*  Availability/Reliability requirements

*  Computing services needed

«  Upgrading requirements

*  Services provided

»  Vendor reputation

Does the applications portfolio, when applicable, match the marketing strategy?

Does the product require development of a significantly different application
performance testing effort? Include marketing personnel in this consideration.

Do product or application characteristics exist that require a significant training
effort? Include marketing personnel in this consideration.

Has the opportunity been sized in terms of market share, revenue, and units?

Has the product been positioned relative to other Digital products and the
competition in terms of functionality, performance, and price?

If there are questions on product positioning, have you consulted the MAB?
‘Why develop the product?
‘What Solution Systems require this product?

With what standards (Digital, International, de facto, customer) must the product
comply?

What requirements are driven by the environment in which the product will be
used?

What are the distribution requirements?

What are the key market messages?
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Do the Industry Marketing groups suppont the industry strategy?
Has PMG agreed to the applications strategy?

Has Services Marketing agreed to the service delivery strategy?
Does Channels Marketing support the channels strategy?

Have market and technology risks and dependencies been identified?

Does this product replace an existing Digital product? If so, identify the replace—
ment product.
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3.4.2 Phase 1 - Planning and Preliminary Design

Objective: Prepare a detailed Marketing Plan that includes specific programs.

3.4.2.1 Phase 1 Exit Criteria

Assumptions and requirements evaluated since the Phase 0 Exit. Market require—
ments updated, if required, and significant changes communicated to the Product
Team.

A detailed Marketing Plan, including specific marketing programs, written,
reviewed, approved, and published.

Marketing Plan Executive Summary available for the Phase 1 Business Plan,
Industry Marketing in agreement with the proposed selection of Field Test Sites.

Estimated number of units required for Phase 2 and Phase 3 activities supplied to
Product Manager.

Approved Phase 1 Marketing Plan submitted to the PBU or sponsoring organiza—
tion for archiving. Copy of the plan submitted to Engineering Product Planning,
for Top 100 Products only.
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3.4.2.2 Phase 1 Activities

Update Marketing Plan from Phase 0 (including input from European Systems
Marketing, and GIA Marketing).

Present marketing objectives and strategies (including pricing, promotion, com~
petitive positioning and distribution), along with preliminary details for specific
programs and tactics for product.

Define the extent to which customers will view this product as complementing or
overlapping other Digital products.

Provide input for the Sales Plan and Business Plan of Record.

Ensure that marketing goals are detailed and specific, including volumes, pricing,
distribution, and promotion.

Define the set of cross—functional and external marketing programs required to
merchandise the product, or to impact existing programs.

Define an Applications Characterization Plan that ensures availability of appropri—
ate product positioning.

Review and obtain approval for the Marketing Plan from all contributing organi—
zations.
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For Strategic Marketing Products identified by MAB for review:

» Involve the MAB Team and European Systems Marketing in the development
of the Marketing Plan.

e  Ensure that the MAB Team and European Systems Marketing is notified one
month prior to the Phase 1 Exit date.

o  Provide review copies of the Business, Markeating, and Sales Plans to the
MAB Team and European Systems Marketing two weeks prior to the Phase
1 Exit Review.

Ensure that marketing input has been provided to the PBU for the creation of the
Proprietary Information disclosure (PID).

Develop a plan for units intended for characterization, application development
and conversion, and promotion.

If required, establish a Marketing training program and obtain required resources.

3-18 MARKETING



3.4.23 Phase 1 Memory Joggers

Have market conditions changed? If so, have they changed our plans?

Have the product goals in terms of market share, revenue, and units for each year
of the product’s life cycle been forecasted?

Have risks and dependencies been quantified in terms of impact on product
goals?

Has product promotion been defined in terms of specific programs, and have the
owners of these programs been identified?

Has the type of product announcement been determined? Include input from
European Systems Marketing, and GIA Marketing.

Have metrics been defined by which product success is known?

Have resource and the budget requirements been established and approved for
each program?

Are all contributing organizations firmly committed to the programs?

Has the Product Manager received input for the Pre-FRS Unit Plan?
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3.4.3 Phase 2 - Design and Implementation

Objective: Develop announcement plans, messages, activities, and positioning in
close cooperation with the Announcement Consultant or Product Manager.

3.4.3.1 Phase 2 Exit Criteria

Assumptions and requirements evaluated since Phase 1 Exit. Marketing Plan
updated, if required, and significant changes communicated to the Product Team.

Marketing Plan updated to include detailed announcement messages and activi—
ties.

Approved Phase 2 Marketing Plan submitted to the PBU or sponsoring organiza—
tion for archiving. Copy of the plan submitted to Engineering Product Planning,
for Top 100 Products only.

3.4.3.2 Phase 2 Activities

Review, revise, and provide further detail conceming the marketing objectives,
strategies, tactics and programs for the product.

With Corporate Product Operations, determine applicability of the Corporate
Product Introduction Guide 1o the product.

Provide input for Sales Plan and Business Plan.

Update Marketing Plan from Phase 1.
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Develop announcement messages.

For Strategic Marketing Products identified by MAB for review:

o Involve the MAB Team in the development of the Marketing Plan.

*  Ensure that the MAB Team is notified at least two weeks prior to the Phase
2 Exit date.

¢ Provide review copies of the Business, Marketing, and Sales Plans to the
MAB Team at least two weeks prior to the Phase 2 Exit Review.

Review and obtain approval of the plan from all contributing organizations.

Ensure that marketing input has been provided to the PBU for the creation of the
Proprietary Information Disclosure (PID). See Corporate Proprietary Information
Discilosure Policy.
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3.4.3.3 Phase 2 Memory Joggers

Have market conditions changed? Has the schedule changed? If so, do we need
to revise the marketing strategy? Are these changes reflected in the applicable
plans?

Have announcement messages been communicated to the Product Captain?
Have the contributing organizations committed to supporting the Marketing Plan?

If the Corporate Product Introduction Guide applies, has the Announcement
Captain and Announcement Team been identified?

Have targeted Industry Marketing groups incorporated the product announcement
into their field programs?

Is Channels Marketing prepared to support the channels strategy?

Is Field Services Marketing prepared to support the service delivery strategy?
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3.4.4 Phase 3 - Qualification

Objective: Develop a detailed product life cycle, including pricing, mid-life
kickers, and phase down.

3.4.4.1 Phase 3 Exit Criteria

Assumptions and requirements evaluated since Phase 2 Exit. Marketing Plan
updated and significant changes communicated to the Product Team.

Applications characterization executed.

Marketing Plan updated to include detailed Product life cycle Program with
pricing, mid-life kickers, and phase down.

Approved Phase 3 Marketing Plan submitted to the PBU or sponsoring organiza—
tion for archiving. Copy of the plan submitted to Engineering Product Planning,
for Top 100 Products only.
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3.4.4.2 Phase 3 Activities

Review, revise, and detail marketing objectives, strategies, tactics, and programs
for the product.

Provide input for the Sales Plan and Business Plan.
Update Marketing Plan from Phase 2.
Develop a detailed Product Life Cycle Program.

For Strategic Marketing Products identified by MAB for review:

+ Involve the MAB Team in the development of the Marketing Plan.

«  Ensure that the MAB Team is notified at least two weeks prior to the Phase
3 Exit date.

«  Provide review copies of the Business, Marketing, and Sales Plans to the
MAB Team at least two weeks prior to the Phase 3 Exit Review.

Implement Applications Characterization Plan,

Work with appropriate Sales, PMG, and Industry Marketing organizations to
select testimonials for announcement.

Distribute applications characterization information to the appropriate parties in
time to impact announcement and field training activities.

3.4.43 Phase 3 Memory Joggers

Have market conditions changed? If so, have plans been changed?

Has final pricing, product naming, and product’s life cycle been determined?
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3.4.5 Phase 4A - Ramp-Up

Objective: Review and revise marketing objectives, strategies, tactics, and
programs for the product.

3.4.5.1 Phase 4A Exit Criteria

Assumptions and requirements evaluated since Phase 3 Exit. Marketing Plan
updated to reflect market and product changes and significant changes communi—
cated to the Product Team.

Approved Phase 4A Marketing Plan submitted to the PBU or sponsoring or—
ganization for archiving. Copy of the plan submitted to Engineering Product
Planning, for Top 100 Products only.

3.452 Phase 4A Activities

Execute Marketing Plan.
Provide input for Sales Plan and Business Plan.

Update Marketing Plan and Announcement Plan as required by market conditions.

3.453 Phase 4A Memory Joggers

Have market conditions changed? If so, have plans been changed?
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3.4.6 Phase 4B - Steady-State Operation

Objective: Describe the Product Phase Down Plan and possible replacement
strategy.

3.4.6.1 Phase 4B Exit Criteria

Product assumptions and requirements evaluated since Phase 4A Exit.

Marketing Plan updated to include Product Phase Down and possible replacement
strategy.

Approved Phase 4B Marketing Plan submitted to the PBU or sponsoring or—
ganization for archiving. Copy of the plan submitted to Engineering Product
Planning, for Top 100 Products only.

3.46.2 Phase 4B Activities

Review marketing objectives, strategies, tactics, programs, and market perfor—
mance of the product, and revise the Marketing Plan.

Propose product modifications and enhancements (mid-life kickers) as appropri—
ate.

Update the Marketing Plan to include product replacement strategy.

Develop a detailed Product Phase Down Plan in association with Sales, Services,
and other marketing organizations.

Provide input for the Sales Plan and Business Plan.
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3.4.6.3 Phase 4B Memory Joggers

Have market conditions changed? If so, have plans been changed?

Is this the final product of the product family or is there a plan to replace it with
another product?

What is the strategic reason for replacing the product?

Are there ongoing customer commitments or contracts that affect product phase
down?

What are the international implications for product phase down, such as legal
requirements and inventory. (Contact Jim Mills, Intemational Engineering
Development for more information. See ELF.)
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3.4.7 Phase 5 - Product Retirement (Service Continues)

Objective: Implement Product Phase Down Plan and develop Services Phase
Down Plan.

3.4.7.1 Phase 5 Activities

Document final customer and contract migration and support strategies for the
Services Phase Down Plan.

Update Marketing Plan to include Services Phase Down and submit to
Engineering Product Planning.

3.47.2 Phase 5 Memory Joggers

Have you considered:

¢ The Public Relations (PR) required for the Service Phase Down Plan?

s Other available programs (migration or trade—in) and communicated the
existence of these programs to the customer base?

e What new or changed services are required for products as they approach
their end—of-life?

¢ The legal impact of remaining contracts?
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3.5 REQUIRED MARKETING DOCUMENTS

The overview and outline contained in this section serve as guidelines for creation
of the Marketing Plan used by Marketing in support of the Phase Review Process.
The content, style, and scope of the plans and documents described herein may
vary for hardware and software products, and across Marketing Groups. The
outlines present the minimum requirements for the Marketing Plan submitted for
Phase Exit approval.

This section contains outlines for the following chapters of the Marketing Plan:

1.0
2.0
30
4.0
5.0

Executive Summary
Market Requirements
Market Strategy
Market Programs
Life Cycle Program

NOTE

Online versions of this outline are available as a VAX DOCUMENT
.SDML file and an ASCII file from Standards and Methods Control.
Use the following file specification to obtain the Marketing Plan
outline.

JOKUR::PHASE_REVIEW:MARKETING_PLANS.SDML
JOKUR::PHASE_REVIEW:MARKETING_PLANS.TXT

Contact JOKUR::SMC regarding problems copying this file.
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3.5.1 Marketing Plan

OVERVIEW

The Marketing Plan documents goals set for the product in the market place and
coordinates the worldwide activities required to meet these goals. The plan is a
living document developed and updated during a product’s life cycle to define
significant activities, deliverables, and schedules. Its purpose, characteristics,
audience, and relationship to other corporate activities are described below.

Purpose:

The purpose of the Marketing Plan is to:

*  Optimize the revenue and profits that the Corporation will gain from the
product.

*  Document market programs needed to achieve the established goals.

e Identify and quantify market goals that present profitable and/or strategic
business opportunities.

Desired Characteristics:
Presentation of market requirements from the customer’s perspective.

Information that is continually updated as marketing intelligence improves and as
marketing programs are initiated, reviewed, and/or modified.
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MARKETING PLAN OVERVIEW (continued)

Audience:

BPM, Sales, PMG, Industries, Services, and Channels Marketing.

‘Who is Responsible:

The designated PBU product or Marketing Manager with assistance from corpo-
rate marketing organizations.

‘When Required:
A Marketing Plan is required for each Phase exit trangition throughout a product’s
life cycle beginning in Phase 0 (with the exception of Phase 5 closure).

NOTE

A Market Requirements proposal can be prepared at any time
throughout a product’s life cycle to recommend further development,
enhancement, or modification.

Relationship to Other Activities:

» Business Plan — The Executive Summary of the Marketing Plan is included
in a product’s Business Plan.

*  Product Requirements Statement — The needs documented in the Market
Requirements chapter of the Marketing Plan are translated into the product
requirements detailed in the Product Requirements Statement.

‘Where Recorded:
» Engineering Product Planning.
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MARKETING PLAN OUTLINE

1.0 EXECUTIVE SUMMARY - Chapter 1
(Written in Phase 0; updated in Phases I, 2, 3, 4A, 4B, and 5)

Purpose: To communicate a concise, accurate overview of the market require—
ments, strategy, major dependencies, and risks.

Qutline:

1.1 Strategy

1.2 Goals

1.3 Key success factors

1.4 Competitive advantage
1.5 Market forces

1.6 Pricing

1.7 Programs

1.8 Dependencies and risks

2,0 MARKET REQUIREMENTS - Chapter 2
(Written in Phase 0; updated in Phases 1, 2, 3, 4A, and 4B)

Purpose:

e To identify and quantify market opportunities that present potentially prof—
itable and/or strategic business opportunities worldwide.

» To present the potential for Digital’s competitive advantage.
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MARKETING PLAN OUTLINE (continued)

Qutline:

21
22
2.3

24
2.5

3.0 MARKET STRATEGY - Chapter 3

Opportunity
Needs
Requirements

Geographies
Industries
PMGs
Services
Channels

Competitive Issues
Market Forces

(Written in Phase 1; updated in Phases 2, 3, 4A, and 4B)

Purpose: To outline the course of action required to successfully penetrate,

increase, or maintain desired market position or profitability.

Qutline:

31
32
33
34
3.5
3.6
37
3.8

Business Objectives
Positioning

Volumes

Pricing

Life Cycle
Messages

Indicators

Measures of Success
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MARKETING PLAN QUTLINE (continued)

4.0 MARKET PROGRAMS - Chapter 4
(Written in Phase 2; updated in Phases 3, 4A, and 4B)

Purpose: Integrate all marketing components into a comprehensive program for
coordinated action at all marketing levels.

Outline:

4.1 Systems Engineering

4.2 Characterization

4.3 ACT programs

4.4 Industry programs

4.5 Services programs

4.6 Application Concession and Capture

47 Packaging

4.8 Proprietary Information Disclosure

4.9 Announcement and Introduction
4.10 Promotion and Merchandising
4.11 Competitive

Attack
Protect

3-34 MARKETING



MARKETING PLAN OUTLINE (continued)

50 LIFE CYCLE PROGRAM - Chapter §
(Written in Phase 3; updated in Phase 4A, 4B, and 5)

Purpose:

The purpose of the Life Cycle Program is to define the Marketing requirements,
activities, deliverables, and an implementation strategy for the remainder of the
product’s life.

QOutline:

5.1 Pricing Adjustments
5.2 Mid-Life Kickers
5.3 Replacement Strategy
5.4 Indicators

5.5 Services
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Chapter 4

ENGINEERING

4.1 PURPOSE

Digital’s Engineering function uses the Phase Review Process as a tool to:

*  Propose product concepts for commercialization.

*  Support development efforts funded through the Long Range Planning (LRP)
and budget process.

« Manage and review the quality of Engineering plans that cross organizational
boundaries.

+  Facilitate the development of products on schedule and at budgeted cost,
with expected functionality, manufacturability, and serviceability.

»  Provide tangible evidence that the product meets its stated specifications and
Tequirements.

+ Improve product and system predictability.
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4.2 FUNCTIONAL RESPONSIBILITIES

4.2.1 Development Engineering

Engineering is responsible for developing products consistent with the Corporate
Product Strategy. These responsibilities include:

+  Proposing product concepts for commercialization, including supporting
projects and their budgets.

¢ Selecting appropriate technology to satisfy product requirements.

¢ Creating and implementing plans to specify, design, develop, test, release,
and support worldwide products.

+ Identifying the intellectual property content of products for legal protection
consideration.
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4.2.2 Support Engineering

Support Engineering provides ongoing technical support of released products,
including ongoing maintenance of the design, implementation of Engineering
Change Orders (ECOs), and Value Engineering (VE). Support Engineering shall
deliver or participate in the development of the following information:

Design Reviews Phase 0 through 4B
Phase Exit Reviews Phase O through 4B
Product Support Transition Plan Phase |
Engineering Change Orders Phase 3 through 4B
Value Engineering Proposals and Plans Phase 1 through 5
Product Phase Down Plan Phase 5

NOTE

Value Engineering activity may be planned in Phase 1 and initiated in
Phase 2 on certain products.
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4.3 ENGINEERING ACTIVITIES AND DELIVERABLES

s el

Figure 4-1 shows Engineering activities and deliverables for the Phase Review
Process.

Figure 4-1: Engineering Activities and Deliverables
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4.4 EXECUTING AND EXITING EACH PHASE

Each phase in the product’s life cycle provides a mechanism for the systematic
review of proposals, plans, and results in a manner that allows for controlled
funding, resource allocation, and project approval.

For each phase in the process, there is a list of Exit Criteria, supporting activities,
and a set of questions that serve as memory joggers for the Engineering Manager
of the project. These questions are not all-encompassing; their purpose is to
stimulate the thought process and surface issues as early as possible in each
phase.

4.4.1 Phase 0 - Strategy and Requirements

Objective: Propose products that take advantage of current or emerging technol—
ogy; demonstrate technical feasibility of selected technologies through simulation,
analysis, or modeling; satisfy market and product requirements; and fit the
Corporate Product Strategy.

4.41.1 Phase 0 Exit Criteria

Project manager assigned by the Development Group with the authority and
responsibility to carry out the project.

Alternatives and Feasibility Study written, reviewed, approved, and published.
Product’s technical feasibility demonstrated.
The protection of the product’s intellectual property rights coordinated through

the Engineering Law Group.

ENGINEERING 4-5



Digital, industry, and country—specific standards and requirements for the
Engineering Development Plan identified. Contact Domain Manager(s) as needed.
For more information refer to the Internationalization Plan from International
Engineering Development and the following standards:

« DEC STD 066-3 Policy for Designing Products for All Countries Designated
as Strategic Markets

=  DEC STD 060-0 Design of Hardware Products to National and International
Standards, Policies, and Responsibilities

Preliminary Functional Specification (technical product proposal) written re—
viewed, approved, and published.

Preliminary Engineering Development Plan written, reviewed, approved, and
published.

NOTE
The Preliminary Functional Specification and Preliminary Engineering
Development Plan take into account identified requirements from:
e All countries designated as strategic markets (DEC STD 066-3)
= International Engineering Development (Intemationalization Plan)
»  Corporate Export and Trade (CE/T)
¢ Engineering Law Group
e  Digital, industry or country—specific standards and requirements

Engineering Law Group contacted if development activities involve third parties.
Appropriate agreements with third parties are in place.
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Potential vendors identified and feasibility and costs evaluated for buyout
products.

Engineering Executive Summary prepared for the Phase 0 Business Plan.

Copies of approved Phase 0 Engineering exit plans submitted to the Product
Manager.

4.4.1.2 Phase 0 Activities

Evaluate and document alternatives and technical feasibility. What are the risks
and how will they be managed?

Demonstrate that the critical aspects of the product are technically feasible and
ready for development.

Obtain Internationalization requirements from the Intemational Engineering
Development (IED) Product Manager. (Contact Jitn Mills in IED to locate this
resource. See ELF for contact information.

Identify potentially protectable inventions or developments (Legal Protection
Strategy).

Evaluate Manufacturing, Sales, and Service impact statements and factor into the
Preliminary Functional Specification.

Provide technical input to the Product Requirements Document.
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Describe the process methodologies (tools and processes) required to:

Design

Test

Manufacture

Diagnose

Transfer data between functions, such as Engineeting and Manufacturing

When valid hardware or system option and part numbers are required in the
initial design, Contact the Chief Engineer’s Office for assignment and approval
of these hardwate or system part numbers. Be prepared to discuss product
architecture, functional design parameters and product packaging. For example,
Engineering may need a hardware part number:
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When the logic is completed

When a valid list of component products needs Digital unique identity
After prototype release

Before releasing a product to manufacturing

When engineering gets approval to build or sell

When a buyout product has been approved



4.41.3 Phase 0 - Memory Joggers

Are there sufficient clarity and detail in the Product Requirements document to
create a complete Functional Specification?

Have the functional impacts and requirements from Marketing, Manufacturing,
Sales, and Customer Services been considered?

Is the product consistent with the Engineering Long Range Plan (LRP) and the
Corporate Product Strategy?

Do Phase 0 Engineering documents address the Internationalization requirements
identified in the Internationalization Plan (I18N Plan)?

Have all aspects of the proposed product been examined for intellectual property
content, (including architecture, design, operation, hardware components, software
components, and process methodologies)? Have these aspects been reviewed by
the PBU Intellectual Property Committee or equivalent and a decision reached to
pursue protection?

Has appropriate intellectual property protection been pursued?
Have potential conflicts with patents, trademarks, and copyrights been researched?

Have the applicable Digital and external standards been identified and listed?
Have the appropriate Domain Managers and standard owners been contacted to
verify applicability of the identified Digital standards? Refer to DEC STD 066-1
Technical Domains in the Product Development Process.

Have you contacted the owners of standards that may apply to the product, but
whose requirements will not be implemented?

Are there any design factors not currently addressed by Digital standards or
external standards? How will you address these factors?
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Have certification, regulatory, and performance requirements (based on market
and product requirements) been defined?

Is the proposed design compatible with associated test equipment and methodolo-
gies? If not, is testing addressed in the Altematives and Feasibility Study?

‘What new test tools or methodologies are required?

Have the process aspects of the project (process/method definition and tool
selection) been reviewed by an appropriate group of independent process experts,
or has the review been waived?

Are the product performance parameters, such as Mean Time Between Failures
(MTBF), constrained by the manufacturing process or have they been determined
by competitive product positioning? If the production process is a limiting factor,
what process improvements are needed to meet product design goals? Who is
addressing this issue?

What design tools will be used for each design stage? Who (what group)
provides each tool and its support?

Have all process constraints to be incorporated in the product design, including
manufacturing and test, been obtained from the process development organiza—
tions?

Have Manufacturing constraints been incorporated in the design tools to be used
for use in development work? If not, who is addressing these issues and in what
time frame are constraint—checking tools expected to be available?

On what libraries, such as component, model, and simulation, is the product
dependent? From where will these libraries be supplied ? Who supporis the use
and extension of these libraries?

Does the product involve new manufacturing and test processes that have not
been used in past volume production? If so, what are these processes? Have
they been tested in advanced development facilities? Who are the process
development pariners supporting the work?
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How will you deal with manufacturing or process constraints if the design tools
are not upgraded?

What changes (or inventions) is the product dependent on in current manu—
facturing physical technologies and test technologies? Who is driving these
changes?

Who is extending the design tool and data transfer process to support changes to
manufacturing physical technologies and test technologies?

‘What data will Manufacturing require to build the product?

What revision management, ECO, and manufacturing feedback processes will be
used?

What product-specific data and schedule generation activities are required of the
Product Team or other resources?

Is the Internationalization Plan available?

Has Product Safety Engineering assigned an engineer? Refer to the Phase
0 section of DEC STD 119-5 Process for Design, Evaluation, Testing, and
Certification of Hardware Products to Product Safety Requirements for more
information.

‘What is your overall methodology and design process (independent of design
tools)?

Have the product’s high—risk components been identified?
Have you initiated vendor-Digital contact with Purchasing?

Have vendors for crucial parts of the design been contacted and evaluated?
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In what manner does the development of the following occur: design rules,
timing analysis, logic entry, physical partitioning, physical layout, physical
verification, physical-to—logical reconciliation, and technology characterization?

How are the mechanical and analog design performed? What tools are required?

How are electrical, thermal, and reliability analysis and verification performed?
(What tools or groups will be part of this process?}

What is the Product Test Strategy; Engineering Test Strategy; Manufacturing Test
Strategy; and Field Service diagnostic, test, and repair strategies?

What are the Problem Free Installation (PFI) goals?

What are the Mean Time To Repair (MTTR) goals?

What are the Mean Time Between Failures (MTBF) goals?
What are the Availability (from a customer viewpoint) goals?

Have the computing and database requirements for developing the product been
decided? How has this been validated?

What changes are required in other products for this product to function most
efficiently? Have the groups responsible for affected products been contacted?
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4.4.2 Phase 1 - Planning and Preliminary Design

Objectives: Create complete functional specifications and a preliminary design
for the total product offering.

Provide the Corporation with an Engineering Development Plan plan for Phases
2 through 4A.

Obtain agreement of the Product Team to build the product identified in the

Functional Specification. (This specification will not be altered in subsequent
phases without agreement by the Product Team and approval of the PBU or

sponsoring organization).

Identify cross—preduct interdependencies and implement plans to manage these
situations.

4.4.2.1 Phase 1 Exit Criteria

Assumptions and requirements evaluated since the Phase 0 exit. Significant
changes communicated to the Product Team and appropriate approval bodies.

Complete Functional Specification addressing requirements identified in Phase 0
written, reviewed, approved, and published. All committed features and functions
documented in the Functional Specification.

A Legal Protection Strategy is in place, including updates to the Phase 0 Strategy.

Engineering Development Plan and schedule reviewed and approved by the
sponsoring and development group and all impacted functions.

The proposed product is exportable to Digital’s strategic countries under current
export license requirements, as determined by Corporate Exit and Trade (CE/T)
in Washington D.C. Contact is Don Ames. See ELF.
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All internal and external Digital, industry, regulatory, and country—specific
requirements addressed and included in the Engineering Development Plan for
inclusion in the design and, as required, Verification and Qualification Test Plans.
For more information refer to the following standards:

o DEC STD 060-0 Design and Certification of Hardware Products to National
and International Regulations and Standards — Policy and Procedures

* DEC STD 062-0 Product Submittal to U.S. and Non-U .S, Agencies

*  DEC STD 066-0 Digital Design Standards

The part number family assignment plan for hardware products approved by

the Chief Engineer’s Office. Refer to DEC STD (122 Unified Numbering
Code for Part Identifier Class Codes and Related Document Identifiers, For
software products refer to DEC STD 012-4 Unified Numbering Code — Software
Distribution Center Part Numbering Conventions.

An Executive Summary of the Engineering Development Plan developed by the
Engineering Manager for the Phase | Business Plan.

Copies of approved Phase 1 Engineering exit plans submitted to the Product
Manager.
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4.422 Phase 1 Activities

Evaluate assumptions and requirements since Phase 1 exit, update affected
Engineering plans as required, and communicate significant changes in the plans
to the Product Team.

Execute Legal Protection Strategies.
Review the technical content of the Proprietary Information Disclosure (PID).
Create Documentation Plan for the total product offering.

Create a Preliminary Support Engineering Plan.

Prior to preliminary design, obtain part numbers from the Chief Engineer’s Office
for top level system configurations. (This is key for new technologies, new or
significant changes to architecture, and system level family of products.) Refer
to DEC STD 012-0 Part and Document Identification Conventions — Digital
Corporate Policy for more information.

Obtain Product Team agreement on the product’s functionality and characteristics.

From a functional perspective, define the extent to which this product comple—
ments or overlaps other Digital products.

Complete the Functional Specification and Engineering Development Plan based
on:

¢ Product and Market Requirements

¢ Altematives and Feasibility Study

* Impact and requirements from Manufacturing, Sales, and Service
e TImpact and requirements o all applicable standards

» Requirements identified by [ED in the Internationalization Plan
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Ensure that the Engineering Development Plan is integrated with interdependent
functional plans (funding, schedule, resources, and supporting projects).

Include Risk management and contingency plans in the Engineering Development
Plan and schedule.

Review and approve functional plans for supporting development project.

Adjust proposed design to make product easily exportable under current U.S.
Export Law.

Model, simulate, or bread—board high—risk features.

Document preliminary test requirements and plans (Verification plans for Phase 2
and Qualification plans for Phase 3).

Identify test groups and schedule testing. Certain tests may begin in Phase

2, such as Design Verification Testing (DVT). Contact VAX New Products
Committee (VNPC), Micro New Products Committee (MNPC), or Networks New
Products Commiittee (NNPC) to assist in the determination of system level test
requirements.

Supply Product Manager with the estimated number of units required to support
Phase 2 and 3 test and qualification activities.

Create plans addressing who, what, and when required process methodologies
described in Phase 0 will be delivered.
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4.4.2.3 Phase 1 Memory Joggers

Have all aspects of the proposed product (including architecture, design, op—
eration, hardware components, software components, and manufacturing) been
examined for intellectual property content?

Has intellectual property protection been pursued?

Does the functional specification address applicable intemal and external stan—
dards? Have the Domain Managers and standards’ owners been contacted to
verify applicability of identified standards?

Are there any design factors not currently addressed by Digital standards or
extemnal standards? How will these factors be addressed?

How will verification of the product requirements be dernonstrated?

Were any identified requirements omitted from the proposed specifications?
Why? How will these changes affect the:

e Product

»  Customer

*  Market strategies

*  Sales strategies

»  Services strategies

e  Manufacturing strategies

Have appropriate commitments been obtained and are they achievable? (Are
supporting projects in line with your plans?)

On what hardware and software is this product dependent? What is required?
What is optional?

What hardware and software products are dependent on this product? Are plans
in place to sufficiently test these products to ensure they work with new product?
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For new CPUs, has a list of software required for First Revenue Ship (FRS) been
developed? Have resources and prototypes been allocated for required software

testing? Have plans been established to ensure that the required software will be
available for FRS of the product? (Note: Software includes layered products and

applications.)

Does the planned product growth—cycle include meaningful new features? What
are these features? What plans are in place to make them available?

What offshoots of this new product will be reviewed for future development?

Have you addressed the following compatibility issues:
e  Ergonomics (Human Engineering)

«  Physical

+  Electrical

o Interfaces (hardware and software)

What changes need to be made in other products to allow this product to function
most efficiently? Have the groups responsible for the affected products been
contacted? Have they agreed to the changes?

Have Manufacturing, Sales, and Service requirements been incorporated into the
Functional Specification? What requirements were omitted and did the functional
submittors agree with these omissions?

Does the Functional Specification address the stated Problem Free Installation
(PFI) and Mean Time to Install (MTTI) goals?

Will new manufacturing processes be required as a result of the Functional
Specification?

Have the product’s installation requirements in the customer environment been
addressed and are they understood by the Product Team?

Are contingency funds and plans specified in the Engineering Development Plan?
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Is the project dependent on key individuals, parts, processes, or products?

Has the product team designated the members of the product qualification
team to plan and implement the test, verification, and qualification program per
EN-EN522-00, Digital Qualification Process Manual?

What is the resources plan for each area of activity, such as Design and/or
CAD/CASE, Test, Geographic Adaptation, and Manufacturing Start—Up
Engineering?

Do you have adequate resources (quantity and skills) to address project needs?
What, if any, are the major above normal capital investments required?

Will service life be dependent upon hours or cycles of operation? How does this
factor affect your proposed design?

Are all product performance requirements defined in the product specification?
What are these requirements, and are they agreed to by the Product Team? List
unresolved issues.

Have all organizations affected by the project had the opportunity reviewed the
proposed Functional Specification to assess its impact on their organizations?
Who are the groups and resources in the review cycle?

Have you defined doneness criteria for product base levels?

Have cross—organizational design responsibilities been defined and committed
resources assigned?

Have the design, test, and certification to standards or requirements (Digital,
industry, country-specific) been factored into the design schedule?

What are the major project milestones?
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If the product design was previously used, have you analyzed its cost, yield, and
failure history, along with previous test and service results? Is there a current
design performance goal that the product was not designed to meet that may push
this product beyond its limits?

Have all operating environments been considered in the Functional Specification?
What factors have not been addressed?

Will each item of the Engineering Development Plan that is contracted to other
organizations be part of the overall schedule? Will each item be monitosed to
ensure on-time delivery?

Have you included design reviews, specification approvals, drawing releases,
parts qualification, and revision control as part of your scheduled milestones?

Are sigpificant GO/NO GO decision points part of the milestone schedule? What
are the decision points?

Are there plans to evaluate prototype and first production models against all spec~
ification requirements, including software and system by certification Software
Quality Management (SQM)? Are all required tools and resources avaifable?
How will you handle exceptions?

Have all functional members of the Product Team agreed to the functional
specification and schedule? Have they committed resources and funding?

What tools or process steps are required for the next phase?

What is the status of tools or processes being developed for use beyond the next
phase? What support will be available for these tools?
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4.4.3 Phase 2 - Design and Implementation

Objective: Execute the plans committed to in Phase 1. Complete the detailed
design and document complete specifications which may have been started before
Phase 0 exit. Translate specifications into product reality. Establish contracts with
test organizations as required. Establish revision control of to allow controlled
distribution of design corrections.

4.4.3.1 Phase 2 Exit Criteria

Assumptions and requirements evaluated since the Phase 1 exit. Significant
changes communicated to the Product Team and appropriate approval bodies.

A Legal Protection Strategy is in place, including updates to the Phase 1 Strategy.

Design Specification for the complete product written, reviewed, approved, and
published.

Contracts signed with selected vendors for buyout products.

Product design implemented to meet the Functional Specification. The total
product design (including hardware, software, and microcode) declared complete
by the Engineering member of the Product Team.

A detailed Product Qualification Plan written, reviewed, approved, and published.

Every feature of the product is functional in at least one configuration represen—
tative of the customer environment. (For example: CPU runs all instructions,
at speed, with a given operating system.) Product simulation is complete, and
timing and performance verified.

Field Test Plan written, reviewed, approved, and published. Refer to EL-EN571~
00, Software Engineering Manual for more information.
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An Engineering Executive Summary prepared for the Phase 2 Business Plan. All
deviations or changes from Engineering Phase 1 plans highlighted and explained.

Parts qualification in progress.

Product under revision control, including hardware, software, microcode, and
documentation.

The Chief Engineer’s Office has approved valid part numbers for the total
product offering for hardware and system products only. Refer to DEC STD 012~
2 Unified Numbering Code for Part Identifier Class Codes and Related Document
Identifiers. For software products, refer to DEC STD 012—4 Unified Numbering
Code — Software Distribution Center Part Numbering Conventions.

Computer Parts List (KPL) completed and on file.

Copies of approved Phase 2 Engineering exit plans submitted to the Product
Manager.

4.4.3.2 Phase 2 Actlvities

Complete the product design.

Evaluate assumptions and requirements since Phase 1 exit. Update affected
Engineering plans as required and communicate significant changes to the
Product Team.

Verify the design according to test plans. Design Verification requires:
+ Complete design Complete

»  Simulation complete, timing verified

«  Built prototype/software functional code freeze

»  All features tested in at least one configuration representative of the customer
environment. For example: CPU runs all instructions, at speed, with a given
operating system.
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Operation with complementary hardware and software products, such as
operating systems with layered products, CPUs with operating systems, and
languages with databases.

Hold design reviews and code reviews as appropriate.

Ensure that the product is designed to meet all committed requirements. Clearly
state the commitments that have not been met and why this is considered
acceptable.

Complete the Bills of Material (BOMs) for all saleable configurations down to
component level, and submit the BOMs to Manufacturing.

Document design specifications for the complete product offering (including
microcode information).

Supply Product Management with the detailed requirements (actual number of
units, schedule, and configurations) supporting Phase 2 and 3 test and qualifica-
tion activity.

Test and qualify software required for Field Test and FRS.

Write a detailed Qualification Plan that includes:

-

-

Regulatory testing and approvals

Other Digital standard testing or appropriate external testing
Performance testing

Design Maturity Testing (DMT)

Testing in all supported environments

Reliability Qualification Testing

Software certification and evaluation by applicable software quality test
groups (such as SQM/SQG)

Intemal Field Testing

Extemal Field Testing

Create revision matrix document for the complete product offering.
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Document configurations and make the information available to the XCON/XSEL
group.

Develop simulation and complete coded data.

Complete Support Engineering Plan.

Order prototype material.

Arrange and complete prototype build.

Arrange for test equipment and test beds.

Deliver the product to appropriate test groups as scheduled.

Ensure that documentation drafts are reviewed and available for field test.

Prepare a discrepancy list between "as designed” and "as built" configurations
of the product. This should a be joint Manufacturing and Engineering effort to
determine accuracy of the product to specification.

4.4.3.3 Phase 2 Memory Joggers

Have any alterations been made to the design that change export license require—
ments? Document the changes and how they impact product requirements and
Functional Specifications.

Have you identified and listed the appropriate Digital standards that apply to
this product? Have the appropriate Domain Managers and standard owners been
contacted to verify applicability of the identified Digital standards? Refer to DEC
STD 066-1 Technical Domains in the Product Development Process for a list of
the Domain Managers.

Does the change review process include all affected groups?
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Is there a specification family tree that shows the interrelationship of all product
specifications for the complete product offering?

Does the design take advantage of interchangeable parts from other products?
What are these parts?

Have you defined the resources that will execute the requirements of DEC
STD 066-0 and DEC STD 100-0 Introduction to Engineering Change Orders
requirements?

Have you created and implemented:

«  Configuration rules?
e A revision matrix?
+ A Change implementation (PCO, FCO, Patch) process?

Have design reviews been held?

Have all handling, shipping, and warehousing distribution requirements been
considered in the design process?

Are engineering drawings for all parts of the design available and under revision
control?

Has Purchasing obtained and approved pricing for purchased parts? (To be
addressed as appropriate for the specific product; must be complete to exit Phase
3)

Have mating parts been evaluated to determine interchangeability (in general, and
for parts from different vendors)?

Are there any new product ideas developed for which intellectual property rights
strategies need to be implemented?

What tools or process steps are required for the next phase? What support will
be available for these tools?
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What is the status of tools or processes being developed for use beyond the next
phase?

Have the overall objectives and verification tasks for the product been defined?
What criteria need to be met for success at this phase?
Are the plans for component, product, and system level test and qualification in

place?

What will not be tested and why? How will this affect the product and the
customer?

Has the first pilot unit been carefully evaluated against drawings and other
released documentation to ensure conformance?

What Field Test procedures will be used? Who will be supporting the product in
Field Test?

How will Field Test problems be collected, prioritized, corrected, status and
results reported, and archived?

Has the Field Test reporting process been defined?

Have the resources responsible for problem management and reporting been
identified?

Will self-test features be incorporated where practical? What are these features?
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4.4.4 Phase 3 - Qualification

Objectives: Qualify production level copies of the product and demonstrate
through internal and external testing and feedback that the product has met its
requirements and specifications.

At the completion of the Qualification Test cycle (Phase 3), all product at—
tributes will be accurately characterized and documented. Contracts with test
organizations are executed as the product becomes available.

4.4.4.1 Phase 3 Exit Criteria

A Legal Protection Strategy in place, including updates to the Phase 2 Strategy.

Engineering Law Group contacted to review all new aspects of the proposed
product for intellectual property content. Additional disclosures filed with the
appropriate government agencies (such as the U.S. Patent Office).

Phase 3 Qualification Testing completed and published according to plan, resuits
met the specifications and published. All product attributes, such as performance
and functionality, characterized and documented.

Complete product design package assembled and archived.
Product, including microcode and documentation, under ECO control.
Parts qualification completed.

All Announcement and First Revenue Ship criteria have been met. Refer to
Pricing and Announcement Committee Manual.

Engineering Executive Summary updated for the Phase 3 Business Plan,
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Assumptions and requirements evaluated since the Phase 2 exit. Significant
changes communicated to the Product Team and appropriate approval bodies.

Copies of approved Phase 3 Engineering exit plans submitted to the Product
Manager.

4.4.42 Phase 3 Activities

Review the completed product for potentially protectable designs or inventions
and take appropriate action.

Deliver the product to appropriate test groups as scheduled.

Demonstrate through Qualification Testing that the product has met its speci—
fications and the requirements of Digital and external standards. Qualification
Testing includes:

»  Regulatory testing and approvals

+  Other Digital standard testing or appropriate external testing

»  Performance testing

»  Design Maturity Testing (DMT)

=  Testing in all supported environments

«  Reliability Qualification Testing (RQT)

* Software certification and evaluation by applicable sofiware quality test
groups (such as SQM/SQG)

+ Internal Field Testing

= External field Testing

Obtain approval form the Chief Engineer’s Office for any changes to the part
numbers approved in Phase 2 (for hardware and systems products only).

Evaluate Qualification Test results for impact on product design,
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Begin implementation of the Support Engineering Plan.
Complete external, and country—specific testing of modems and software.

Complete system, cluster, network, and software environment testing (operating
system, layered products, applications, customer solutions product). Document
results.

Write, review, approve, and publish final test reports.

Support Field Test Sites and poll results according to plan.
Implement appropriate Field Test feedback into the design.
Provide required support to manufacturing process efforts.

Complete, sign off, and archive all internal documentation (such as prints and
specifications).

Ensure completion of user and service documentation.

4.4.43 Phase 3 Memory Joggers

Have all regulatory approvals been obtained worldwide as planned?

Did you prepare the discrepancy list between "as designed" and "as built"
configurations of the product? Have list discrepancies been corrected?

Has Purchasing obtained and approved pricing for purchased parts and signed
appropriate purchasing contracts? (To be addressed as appropriate for the specific
product; must be complete prior to product announcement.)
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Have product documentation and microcode been placed under ECO control?

Can the exact and correct configurations of the total product offering, including
software, be determined from currently available documentation?

Have all changes to the product been documented so that the production units can
be brought up to the current revision.?

NOTE
Design Verification Test (DVT) and Reliability Qualification Test
(RQT) units must be the same as the production units.

Has each built item been properly labelled? Refer to DEC STD 178-0 Digital
Marking Requirements for more information.

Have trademarks been used properly?

Have the results of the Phase 2 and Phase 3 testing demonstrated that the product
is ready to start Field Test?

Have all parts in the design been qualified? List exceptions.

If used, have serialization, lot coding, and date coding been specified on the
drawings?

Will any waivers be requested to allow this product to ship? Are plans in place
to promptly close these waivers? Refer to DEC STD (66-2 Waivers ta Digital
Design Standards for more information.
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Has a plan been developed to ensure that the tools and processes used to develop
the product can be maintained? Have the plans, tools, and processes been
archived for future product changes?

Have internal and external Field Testing been completed? Has all appropriate
feedback been implemented?

Are there any new ideas developed for which intellectual property rights strate—
gies need to be implemented before product announcement?
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4.4.5 Phase 4A - Ramp-Up

Objectives: Transfer engineering responsibility from Development to Support
Engineering; support Manufacturing, Sales, and Customer Services in achieving
steady-state operations.

4.451 Phase 4A Exit Criteria

Support Engineering Plan implemented.
Resources and funding in place for ongoing engineering suppont.

Specified hardware ECO cost responsibility transferred from Development
Engineering to Manufacturing. Refer to DEC STD 100-1C Engineering Change
Orders — Financing ECOs to Hardware.

Assumptions and requirements evaluated since Phase 3 exit. Significant changes
communicated to the Product Team and appropriate approval bodies.

Copies of approved Phase 4A Engineering exit plans submitted to the Product
Manager.
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4.4.5.2 Phase 4A Activities

Evaluate product performance feedback from Quality, Manufacturing, Services,
Marketing, and Sales, and take appropriate action.

Provide Engineering support to Manufacturing and Services.
Assemble and transfer a complete design package to Support Engineering.

Transfer product responsibility from Development Engineering to Support
Engineering.

Transfer ECO control responsibility from Development Engineering to Support
Engineering.

Supply a complete list of risks and open action items to Support Engineering.
Implement Support Engineering Plan and update when appropriate.

Ensure that design tools, database, and processes are operable within Support
Engineering.

Participate in the Post-FRS Review to evaluate the introduction process, the
Product Team's performance, and the methods and tools used to develop the

product.

Obtain approval from the Chief Engineer’s Office for any changes to the part
numbering scheme for a hardware or system product as a result of:

« ECOs.
e Value Engineering Activity.
«  Product enhancements or mid-life kickers.

e Other activities that may cause the need to change or add part numbers to
the current product offering.
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4.45.3 Phase 4A Memory Joggers

Has a complete design package been assembled for transfer to Support
Engineering? How did you verify the accuracy of the package?

Has the discrepancy list between the product "as designed” and "as built" been
resolved?

Have all manufacturing requirements been met for the transfer of product ECO
cost responsibility to Manufacturing?

Have the details of all product data and design tools been documented for
Support Engineering? Is Development Engineering in agreement with Support
Engineering on this issue?
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4.4.6 Phase 4B - Steady-State Operation

Objective (of Support Engineering): Provide the ongoing product support
required to maintain steady—state manufacturing and service.

4.4.6.1 Phase 4B Exit Criteria

All product-related material such as design tools, prints, process documents, and
ongoing maintenance plans prepared for archiving.

All pending ECOs and remaining open problems dispositioned and documented.

Plans are in place to support the product for the remainder of its useful service
life.

Copies of approved Phase 4B Engineering exit plans submitted to the Product
Manager.
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4.4.6.2 Phase 4B Activities

Evaluate product performance feedback from Quality, Manufacturing, Services,
Marketing, and Sales, and take appropriate action.

Ensure all product—related materials been archived according to the corporate vital
records retention and archiving requirements. This includes design tools, prints,
process documents, and ongoing maintenance plans.

Provide ongoing Engineering support.
Evaluate whether a Valued Engineered product is a good investment for Digital.
Obtain approval from the Chief Engineer’s Office for any changes to the part

numbering scheme for a hardware product as a result of:

e ECOs
»  Value Engineering Activity
*  Product enhancements or mid-life kickers

o Other activities that may cause the need to change or add part numbers to
the current product offering

Look for ways to maximize results (to do better than planned).
Provide input to the Product Phase Down Plan.

Review all functional Product Phase Down (PPD) Plans including Product
Management, Engineering, Manufacturing, Marketing, Sales, and Services.
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4.4.6.3 Phase 4B Memory Joggers

Have all pending ECOs or design problems been closed or plans established for
their management?

Has a plan been developed for ongoing support of the product after it has been
phased down?

ENGINEERING 4-37



4.4.7 Phase 5 - Product Retirement (Service Continues)

Objective: Provide ongoing Engineering support and execute the product
retirement plans agreed to in Phase 4B,

4.4.7.1 Phase 5 Activities

Phase 4B Phase Down Plan implemented.

All Support Engineering activities identified in the Product Phase Down Plan
completed. Ongoing Engineering Support capability in place for the service life
of the product.

All pending ECOs dispositioned and documented.
A final open problems package documented and archived.
Support Engineering executes its elements of the Product Phase Down Plan.

Determine whether or not the product, if sofiware, is a candidate for the DECUS
Public Domain Library.
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4.5 REQUIRED ENGINEERING DOCUMENTS

The overviews and outlines contained in this section serve as guidelines for the
creation of the plans and documents used by the Engineering Manager in support
of the Phase Review Process. The content, style, and scope of the plans may
vary for hardware and software products and across Engineering groups. The
outlines present the minimum requirements for Engineering plans and documents
submitted for Phase Exit approval.

This section contains outlines for the following Engineering documents:

*  Altematives and Feasibility Study
¢  Engineering Development Plan

NOTE

Online versions of these outlines are available as a VAX
DOCUMENT .SDML file and as an ASCII file from Standards
and Methods Control. Use the following specifications to obtain the
outlines for the Engineering Plans.

JOKUR::PHASE_REVIEW:ENGINEERING_PLANS.SDML
JOKUR::PHASE_REVIEW:ENGINEERING_PLANS.TXT

Contact JOKUR::SMC with problems copying these files.
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4.5.1 Alternatives and Feasibility Study

OVERVIEW

Purpose:

The Alternatives and Feasibility Study quantifies the alternatives for providing
target market products, analyzes the tradeoffs for their development, addresses
the total life cycle cost to Digital.

Desired Characteristics:

+ Identification of alternatives that satisfy product goals and requirements
using existing Digital products (available concurrently or in development) or
externally developed components and products.

+  Analysis of tradeoffs for product development with quantified alternatives for
providing target—market-specific product(s) that address the total life cycle
cost to Digital.

e Presentation of evidence that clearly demonstrates the technical feasibility of
the selected alternative.

+ Identification of methodology required to develop the product within the
constraints of cost and schedule.

e Indentification of product development interdependencies.

Audience:

= PBU or sponsoring organization
*  Product Team
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ALTERNATIVES AND FEASIBILITY STUDY OVERVIEW (continued)

Who is Responsible:

» The Engineering Development Manager with inputs from the Product Team.

When Required:

»  The study is conducted during Phase 0, the Strategy and Requirements stage
of the product. The results are distributed prior to the Phase 0 Exit review.

Relationship to Other Plans:

*  Phase 0 Business Plan

¢ Product Requirements Document

» Market Requirements section in the Marketing Plan
»  Preliminary Functional Specification

*  Preliminary Engineering Development Plan

Where Recorded:

Product Archives in the PBU or sponsoring organization.
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ALTERNATIVES AND FEASIBILITY STUDY OUTLINE

1.0

1.1
1.2
1.3
1.4

2.0

2.1

22
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EXECUTIVE SUMMARY

GOALS AND REQUIREMENTS
RECOMMENDED ALTERNATIVE(S)

IMPACT TO TECHNICAL FEASIBILITY
IMPACT TO LIFE CYCLE COST AND Schedule

ANALYSIS OF SELECTED ALTERNATIVES AND TECHNICAL
FEASIBILITY

ALTERNATIVE DEVELOPMENT STRATEGIES WITH LIFE

CYCLE COST AND SCHEDULE IMPACT STATEMENTS FOR

EACH STRATEGY

IMPACT OF OTHER DEVELOPMENT EFFORTS (CURRENT/FUTURE)

2.2.1 Advanced Development
a. Current
b. Future

2.2.2 Hardware Development
a. Current
b. Future

223 Software Development
a. Current
b. Future

2.2.4 Tools and Process Development
a. Current
b. Future

IMPACT ON TARGET DESIGN FREEZE SCHEDULE

IMPACT ON SYSTEM INTEGRATION TESTING (Refer to
CPT in Glossary.)

IMPACT ON MANUFACTURING

IMPACT ON SERVICE REQUIREMENTS

IMPACT ON TARGET PRODUCT AVAILABILITY SCHEDULE
IMPACT ON TOTAL LIFE CYCLE PRODUCT COST TO
DIGITAL



ALTERNATIVES AND FEASIBILITY STUDY OUTLINE (continued)

3.0 OVERVIEW OF PROJECTED LIFE CYCLE COSTS
3.1 PRODUCT DEVELOPMENT/SUPPORT THROUGH PHASE 5

3.1.1 Hardware/Firmware

3.1.2 Software

3.1.3  Systems Integration

3.1.4  Engineering Services

3.1.5 Tools, Documentation, Testing, and Qualification
3.1.6  Process Technology (Refer to CPT in Glossary)
3.1.7 Manufacturing

3.1.8 Customer Services

3.19 Marketing

3.1.10 Sales

3.1.11 Other

4.0 PROJECT INTERDEPENDENCIES
Elements affecting implementation of selected alternative(s):
4.1 OTHER PRODUCTS OR PROGRAMS

4.1.1 Internal to Digital
4.1.2 External to Digital — Competitors
4.1.3 External to Digital — Vendors

42 RESOURCES

42.1 Machines
422 Tools
4.2.3 Processes
424 Software
4.2.5 Hardware

4.3 ARCHITECTURE

4.3.1 Hardware
432 Software

44 TECHNOLOGY

44,1 Design
4.4.2 Tools
4.4.3 Process
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4.5.2 Engineering Development Plan

OVERVIEW

Purpose:

The Engineering Development Plan is an operational plan that manages the
product development effort. The plan is used to coordinate work from each of
the functional groups, to demonstrate where overall project reviews will occur
relative to functional group efforts, and to evaluate progress of the ongoing effort.

Desired Characteristics:

e A list of the sources of data and assumptions used to create the plan.

« A list of major issves and risks identified in Phase O that are critical to the
product’s development.

e The major tasks of each functional organization involved in the product’s
development,

*  The detailed commitments, schedules, and costs of all functional groups
responsible for achieving the project objectives.

Audience:

e PBU or Sponsoring Organization, Product Manager, Marketing, Sales,
Manufacturing, CSSE, Development Engineering, and Support Engineering.

*  Other required support organizations, such as Test and Quality Groups.
Who is Responsible:

»  Engineering Manager with inputs from Product Manager, Marketing, Sales,
Manufacturing, CSSE, Support Engineering and designated representatives
from groups needed to achieve project objectives.
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ENGINEERING DEVELOPMENT PLAN OVERVIEW (continued)

Who Approves the Plan:

*  Product Business Unit (PBU) or sponsoring organization Management

When Required:

* The Engineering Development Plan is prepared during Phase 1, Planning and
Preliminary Design of the product. The completed document is distributed
prior to the Phase I Exit. A preliminary version of this plan is created in
Phase (. The format and content of the preliminary plan are governed by the
PBU or sponsoring organization.

Relationship to Other Activities:

« Phase 0 and 1 Business Plans and subsequent updates

¢ Product Requirements

*  Marketing Requirements

s  Altematives/Feasibility Study

o  Phase 0 Preliminary Engineering Development Plan

o Impact and requirements from Manufacturing, Sales, and Service
o  Phase O Preliminary Functional Specification

Where Recorded:

*  Product Business Unit (PBU) or sponsoring organization
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ENGINEERING DEVELOPMENT PLAN OUTLINE

1.0 EXECUTIVE SUMMARY

This section provides a broad and concise description of the proposed product.
This section shall not duplicate the executive summary sections of the other
functional plans, but shall provide the reader with a more concise explanation of
the essential information required to judge the business and market potential of
the product. The executive summary shall include:

+  Product Goals

»  Product Description

»  Design Strategy and Tactics

+  Product Configurations

»  Schedule of Product Deliverables

+  Technical Risks and Dependencies

+  Critical International Concerns

+ Human Resource Requirements

+  Issues Without a Clear Resolution Process

«  Budget Requests/Project Descriptions

2.0 PRODUCT GOALS

Describe the major goals for the product considering each of the major areas:
Engineering, Manufacturing, Marketing, Sales, International requirements,
Quality and Customer Satisfaction, Financial, and Customer Services. Include
descriptions of the primary goals for the product, the opportunity being addressed
or problem that is being solved, benefits to prospective customers, product
replacement goals, target First Revenue Ship (FRS) date, projected product life
cycle costs, schedule, and international requirements. Address the following:

«  What is the primary goal for the product? Does it conform to the Corporate
and Business Unit Product Strategy?

e  Discuss plans to match user needs, requirements, and expectations. What
problem does the product solve?

* How is the product positioned, internally and against the competition? Does
it replace an existing product? Is it part of a larger program?

¢ How will the development results be measured against product requirements?
What metrics will be used to determine the overall success of the product?
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ENGINEERING DEVELOPMENT PLAN OUTLINE (continued)

What are the quality goals for the product? (For example, product quality,
problem—free installation, customer satisfaction, user availability, reliability.)

3.0 PRODUCT DESCRIPTION

Provide the product name (spell out acronyms), a description of its functionality,
its place in a family of products (if appropriate), and other details that describe
to the reader the product, its functions, target customers, and position relative to
other Digital products and the competition.

.

What is the product? (Discuss physical and functional characteristics.)

What are its primary functions? How do these functions satisfy the critical
market success factors and customer requirements?

What type of customer/application environment is the product targeted for
(multiuser, banking, educational, desktop, high user availability, secure
system)? What physical characteristics (footprint and configurations) are
planned to satisfy the needs of these environments?

With which operating systems or hardware configurations will this preduct
be used?

Is this product part of a larger program? If so, identify the program.

What are the additional requirements and plans needed for this project (such
as Test/Verification Plans, Qualification Plans, and/or Documentation Plans)?

4.0 DESIGN STRATEGY AND TACTICS

Describe how you are going to achieve the product’s goals and what you wiil do
to implement this strategy. Describe the design alternatives that were chosen; the
technology, tools, and methodologies that will be used; and the functionality that
will be provided. Map tactics into projects in the development cycle.

Is this a make or buy product? For buyout , or partial buyout products,
indicate the nature and state of the vendor(s) relationship with Digital.
Provide a description of the terms and conditions of expected or negotiated
contracts.

Summarize the alternatives that were addressed when selecting this design
approach. Why is the proposed design the best approach?

Highlight unusual or problematic areas with the design.
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ENGINEERING DEVELOPMENT PLAN OUTLINE (continued)

¢  Discuss exceptions to current policies and procedures (list reasons). For
example: "The product will not satisfy international requirements because"
... (and list the specific requirements}).

*  What functionality or features will make this product a clear price/performance
leader? What functionality is required? What functionality are you going to
deliver?

¢ Discuss critical high-risk packaging requirements. Such as, hi~density chips,
compact footprint cabs, unusual module/system configurations. How do
these design requirements impact other functions on the Product Team
(manufacturing process, service skills, engineering design tools)?

¢  Summarize plans for Phase 2 and Phase 3 testing, Describe the tests,
responsible organizations, schedules, and quantities of product required.
For each of the major types of testing (internal, external and qualification),
answer the following questions:
— What is the overall objective of this portion of testing?
— Which verification tasks are to be carried out in these tests?
— What is the sequence of testing activity?
— What is the expected length (elapsed time) for each test activity?
—  What will not be tested and why?
— What are the criteria that must be met for success of each test activity?
— Where/how will the results of each test activity be reported?

4-48 ENGINEERING



ENGINEERING DEVELOPMENT PLAN OUTLINE (continued)

5.0 PRODUCT CONFIGURATIONS

Describe how the product will be packaged. How many variations will be pre—
sented? Address customer quality, product performance, reliability, availability,
usability, and other important features that are satisfied by these configura—
tions. For early product versions, which may not fully satisfy required market
functionality, describe the strategy that will be used to ultimately satisfy these
requirements. Define the number of altemate product forms to be provided and

their purposes.

6.0 SCHEDULE OF PRODUCT DELIVERABLES

List major milestones for the development of this product by Phase. Milestones
are the major events through which a product must pass to ensure its success.
These are distinct from, but will likely overlap with, schedules and major phase
exits, Include activities required of other groups to develop and deliver this
product. For each plan update, indicate progress against the Phase 1 plan and
document any significant deviations from planned milestones.

»  List the key milestones for this project.
«  Discuss what is being done, when, and by whom for each Phase.
+ Define additional milestones that have been added to the approved plans.

< Justify major milestones that have been deleted or omitted from the approved
plans.

+  Identify deliverables and schedules by Phase for each functional organization
Pparticipating in this effort, including subassembly development in power and
packaging, software development, system component development.

* Confirm that commitments are valid and achievable.

* Define metrics for product success. For example, how will results be
measured against Phase 0 requirements and Phase 1 Plans?

»  Define the problem escalation process that will be used to resolve major
team/product related issues.
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ENGINEERING DEVELOPMENT PLAN OUTLINE (continued)

7.0 TECHNICAL RISKS AND DEPENDENCIES

Identify the technical risks to success and the consequences if Digital does not
develop this product. Also, identify what primary factors must be addressed to
ensure the market success of this product. Explain all other important factors that
pose a risk, or factors that determine the product’s success (basic assumptions
customers, economic factors, new materials, process requirements, internal
support, and technology). Provide a description of the identified risks and

dependencies.
*  Address all dependencies within and outside of the immediate scope of this
project.

NOTE
Dependencies include functions of projects that are required for
completion of this project.
» Identify other projects that are dependent on this project for completion.

*  State any significant risks of the project, such as previously unused parallel
development of product and process technology.

* Describe contingency plans to manage the risks.
»  List outstanding issues in this plan by reference number, individual, organi—
zation, and expected/required completion date.

8.0 CRITICAL INTERNATIONAL CONCERNS

Discuss areas that need to be addressed to make this product successful in
Digital’s strategic country markets.

«  Will the product be exportable under current Export and Trade Laws?

*  Are there specific requirements that must be satisfied in order for the product
to be sold in certain countries (such as language, translation, symbols, and
test certifications)?

NOTE

The International Engineering Development Group (IED) will
provide an Intemnationalization Plan, and ensure that com—
mitments, resources, and funding are in place to define and
implement internationalization requirements. See Glossary for
Internationalization Plan definition.
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ENGINEERING DEVELOPMENT PLAN OUTLINE (continued)

9.0 HUMAN RESOURCE REQUIREMENTS

» Identify the skill type, level, and quantity required to achieve the require—
ments of this plan.

»  What are the altematives if these resources are not available?

10.0 ISSUES WITHOUT A CLEAR RESOLUTION PROCESS

»  What areas of this plan have been identified as required to the success of the
project, but have not been able to obtain commitment or support?

e  Are there major disagreements among Product Team members relative to the
proposed product characteristics and schedule?

*  Are there areas of this plan that you feel require Senior Management
decisions, such as major deviation from strategy and cross—organizational
disputes?

11.0 BUDGET REQUESTS/PROJECT TASKS AND ESTIMATES

Develop a comprehensive set of project information and cost estimates. The
intent is to provide reviewers with the information required to objectively
determine whether the project is a good investment.

»  List all project related costs by Phase, including direct/indirect labor, capital,
facilities, travel, training, and technology. See DEC STD 130.

NOTE

The Engineering Manager should work closely with the Finance
representative from the PBU or sponsoring organization to
develop this information.

»  Describe development and verification tasks and time to be completed in
order to achieve goals and characteristics listed in the product specification
(minimum of one task for each goal or characteristic identified in the product
functional specification).

» List of individual(s) or group expected to complete each task.

e Provide a matrix of tasks associated with the appropriate goals and charac-
teristics (each development task should have an accompanying verification or
qualification task).
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ENGINEERING DEVELOPMENT PLAN OUTLINE (continued)
11.1 ESTIMATES (Development Requirements)

¢ Identification of method(s) used for estimation. For example: How did you
arrive at these estimates, assumptions and actual responses?

»  Estimate of man-hours and cost by task.

* Development schedule based on estimates from each task and available
resources. This forms the basis for the overall Development schedule.

11.2 RESPONSIBILITIES

List all project team members and their responsibilities. Include a description of
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