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User Guide: EN1099 NPD Phase Gate Users Guide 

Re: Phase Gate NPD Process Guide for project types that include Development and Variants
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Purpose:
The purpose of this guide is to provide an overview of the New Product Development process utilizing a Phase Gate approach for product variants and new development projects.
Introduction:

Product development teams (PDT) are formed with personnel from different functional departments to support the design, development and transition to production of a new product. These teams provide a mechanism to facilitate early involvement of the key functional areas that are involved in the design, production and support of a new product. This involvement is intended to result in the design and production of a new product that is on schedule and within budget that is lower in cost, higher in quality, and more reliable.
Objectives of the NPD process are:

· To develop products under the procedures and guidelines of the NPD Phase Gate Template;

· Maintain effective coordination of team members that are responsible for NPD projects classified as Development, Major Specials, Minor Specials, or Programs;

· To facilitate the timely execution of each project through the Phase Gate NPD Process while meeting the project’s business objectives. 

Projects are evaluated against metrics the business establishes for NPD.  This may include metrics such as margin, production yields, and revenue. 

Product Development Team (PDT) 
Each project is managed by a cross functional team represented by various disciplines in the organization:

· Design (DE)

· Manufacturing Engineering (ME)

· Sales

· Operations  (Ops)

· Project Manager  (PM)

· Supply Chain  (SC)

· Finance
Reference: Process maps EN11, EN12, EN13, and EN14
PDT/Project Meeting Topics: (outline)
· Meetings are scheduled on a frequency deemed necessary by the NPD / Project Manager and/or cross functional team to support the project objectives. 
· Action items (deliverables) are identified & reviewed for each discipline supporting the NPD effort.

· Schedules reviewed and mitigation plans established if project delays are impacting the schedule. 

· Utilize project planning tools such as Projectplace and/or Microsoft Project schedules to drive project toward established milestones.  

· Coordinate exchange of information among team members required to support the project(s).

· The goal is to involve all team members and obtain team consensus regarding the plans to execute each phase of the project. 

File Management:

Project folders are set up and organized according to the file folder templates established on the R drive.  Reference file location R:\Engineering\PROJECT FOLDERS\Template-Folders
File naming scheme;

Each form and/or worksheet considered to be a deliverable for a design/gate review will be saved and maintained in its designated project folder.   When the original file is to be used for a new project, rename the file by maintaining the existing file name and adding the project number to the end as follows:


Ex: 
Form name = “EN062 DFM Worksheet-Assembly”



Rename as: “EN062 DFM Worksheet-Assembly 176A05” 



Template name = “EN073 PBR (Proto build Report)”



Rename as: “EN073 PBR (Proto build Report) – 176A05”

Executing Design Review/Gate Review Meetings:

TDR – Technical Design Review
CDR – Concept Design Review

IDR – Initial Design Review

PDR - Prototype Design Review

MRR – Manufacturing Readiness Review 

· The NPD Manager in conjuncgtion with the development team will make a decision regarding how and when the design review meetings will be held.  Meetings may be face to face, virtual via WebEx or similar platform, and/or possibly executed via email communications.  
· Depending on the complexity of the new product, not all design reviews may be required.  The NPD manager in conjunction with the development team will make a decision about which design reviews will be included shortly after the start of the project.
· Development projects will typically use the EN069 Gate Report (Excel file) to execute and record the design review events. Note that TDR and IDR meetings may have PowerPoint presentations in place of or in addition to the Excel gate reports since this tool is more suitable for the purpose of that design review. Variant type projects such as Major Specials will utilize the EN096 Major Special Design Record (Excel file) to execute and record the design review events.  This ensures a standard set of data are collected, reviewed, and discussed so that the PDT can make appropriate decisions regarding each project. Each file is saved in its appropriate project folder.  More detailed information that supports this report is provided in a variety of documents that are located in the project folder. 

The report documents the following:

· PDT decisions and recommendations

· PDT Gate Assessment overview

· Information from each discipline in the organization represented on the PDT.

· Checklist of content to review

· Action plans

· Justification for decisions made

Work Type:

The work type classification for a product development request indicates the NPD Process to be followed while executing the project.

Planview requests will indicate the proposed work type.  At the time the Planview NMI request is dispatched and a project plan is created in Projectplace the work type will be re-evaluated and the work type will be assigned thus indicating the NPD process that will be followed.  

Gate Review Committee Approvals:

PDT members attending the design & gate reviews will provide input regarding approvals to advance the project along the NPD phase gate process steps based on the action plans developed.  It is the responsibility of the NPD/Project Manager to first try to obtain consensus from the team regarding the approvals.  Consensus is typically established when the majority of the votes indicate an approval or reject decision.  On rare occasions the NPD/Project Manager may have to override the teams approval status based on other circumstances or criteria.  If the NPD/Project Manager and PDT members can’t come to a consensus then the Gate review decision can be escalated to the management team for review.  

Method to document approvals:
1. NPD Manager drafts an email message to the PDT team members that contains the Phase Gate Report information.  

2. Within the email, click on Options and set up Voting and Tracking Options.  

a. Click on the box, Use voting buttons:

b. Set up the voting buttons to ensure the following; “Approve; Reject” button will be displayed for the recipient. 

c. Include the appropriate instructions in the body of the email so that PDT team members respond using the voting buttons.

3. The team members that participated on the project have the opportunity to respond to the NPD Manager with their vote.   The team member will click on the appropriate voting button, enter any text desired and click send. 

4. NPD Manager will consolidate the responses into the project folder labeled “Gate Approval” for the appropriate project and gate.  A copy of the email will be saved as an Outlook Message.msg format. 

5. In addition the final ECN to release a product as a result of the Manufacturing Readiness Review can be used as the record of approval.  A copy of the ECN document will be saved in the project folder  

These steps will provide a record of design review / gate review approvals for each project at each gate. 

Release / Launch Process:

Soft Launch: to facilitate getting a new product to market as soon as possible; the team needs to assess during the PDR Gate review if a limited introduction to the market is feasible.  The typical criteria to review includes; capability to build limited quanties in AME or KON, ability to have limited defined marketing activities implemented and a clear path forward to Pilot the product in production and execute a full product release to the market with an attainable schedule.  

As a project enters the Release/Launch Phase it is essential that the communication loop is maintained so that all disciplines can communicate to the project manager when their respective product release/launch tasks have been completed.  Once the project manager has received this written communication the announcement can be distributed acknowledging the product model has been released and ready for customer orders.

	Discipline Area
	Method of Notification

	Design (DE)
	Email

	Manufacturing Engineering (ME)
	N/A

	Sales
	Email

	Operations  (Ops)
	N/A

	Supply Chain  (SC)
	SC Feasibility Report and/or email

	Finance
	Email


Audit Phase:

Typically one year after launch or unless otherwise determined based on production volumes, a project is scheduled for an audit.  Appropriate personnel collect information to report on actual sales, actual production yields, and evaluation of product cost.  This information is compared to the launch data in the project folder and reported to management. 

Project #
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