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Toolkit Implementation 
 

The strategic decision-making and performance management process is a 
ten-stage approach designed to support management to overcome the 
challenges with global product development at both the strategic and 
operational level by incorporating experience of best practice from 
industry.  
 
To support to implement the ten-stage approach, please download the 
guidebook and the accompanying one-day workshop presentation from the 
links provided below. It is important that the facilitator reads the guidebook 
prior to conducting the one day workshop.  
 
The ten-stage approach is supported with over 50 facilitation cards that 
provide examples of best practice from multinational Danish firms currently 
involved with global product development. Please download the facilitation 
cards below to support the completion of each of the stages in the process. 

 

 

Templates overleaf 
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Elements from the guidebook included here 

 

 Stage (I): Decision Definition 

  

 

Stage (II): Identify Motivations 

  

 

Stage (III): Scenario Descriptions 

  

 

Stage (IV): Uncertainty Reduction 
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Download Stage (V): Action Planning 

  

 

Download Stage (VI): Assessment of Conditions 

  

 

Download Stage (VII): Measurement Concepts 

  

 

Download Stage (VIII): Indicator Development 
  

 

Download Stage (IX): Monitor and Measure 
 

https://www.industriensfond.dk/global-produktudvikling-guide


 

DECISION  
 

ID:  
DESCRIPTION: 
 

Establish an offshore R&D function in low 
cost region with skilled engineers. 
 

MOTIVATION: 
 

Reduce costs – free up time of Danish 
engineers to work on more complex tasks 
 

STAKEHOLDERS: 
 

- CEO 
- Vice presidents 
- Production facility manager 
- Project mgt. office 
- Local representative  
 

KEY 
CONSIDERATIONS: 
 
 

- Maintaining quality level 
- Coordination of distributed teams 
- Transfer of knowledge 
- Governance at global site 

 

ACTION POINTS: - Segregation of activities and resources 
- Digitalisation of procedures 

 
 



 

DECISION  
 

ID:  
DESCRIPTION: 
 

Outsource product component during 
product development. 
 

MOTIVATION: 
 

- Reduce costs  
- Increase understanding of global 

market 
 

STAKEHOLDERS: 
 

- CEO, Vice presidents, Production 
facility manager, Project mgt. 
office, Local representative  

 

KEY 
CONSIDERATIONS: 
 
 

- Protect core competencies  
- Balance between routine and 

complex tasks 
- Build network relations 

 

ACTION POINTS: - Close coordination of global 
members 

- Estimated costs in-house Vs 
outsource 

-  
 

 



 

DECISION  
 

ID:  
DESCRIPTION: 
 

 
 
 
 

MOTIVATION: 
 

 
 
 

STAKEHOLDERS: 
 

 
 
 
 
 

KEY 
CONSIDERATIONS: 
 
 

 
 
 
 
 
 

ACTION POINTS:  
 
 
 
 
 

 



 

 

 

MOTIVATION 
GAIN ACCES TO NEW  

MARKETS 

 

 

 

 “We need to understand the market better in order 

to adapt our products to the local customers” 

“We want to develop local products for global 

markets” 
 

Case example 

Company A produces home appliances, primarily marketed in 

the EU and US. They would like to increase their market share 

by entering the Chinese and Southeast Asian markets. It is 

expected that a handful of products in their portfolio will need 

to be modified in order to meet requirements in the new 

markets. Therefore, there is a need to gain key knowledge and 

insights into the requirements of the local customers in the new 

markets.  



 

 

MOTIVATION 
CONTROL OVER ACTIVITIES 
 

 

“We need closer control over our activities in our global 
locations”  
 

“We want to keep our core competencies and 

knowledge within the walls of our own organisation” 
 

 

 

 Case example 

Company B has previously outsourced the development of 

product components and modules to external suppliers. 

However, coordinating the different stakeholders during 

product development was challenging and therefore, the 

company would like to establish am offshore development 

center to allow for full control over development activities.  



 

 

MOTIVATION 
COST REDUCTIONS 
 

 

 

“By taking advantage of low labor costs abroad we 

can bring down overall product development costs” 

Case example 

Company C currently produce their products in western 

Europe. However, if they move their production facilities to 

eastern Europe they can reduce development costs by 20%, and 

by 30% if they move the activities to Southeast Asia.  



 

 

MOTIVATION 
DEVELOPMENTCLOSER TO 

PRODUCTION 
 

“We already had a production site and we needed 

closer collaboration between development and 

production”  

Case example 

Over the last ten years, Company A has moved all production 

activities to sites in China, while product development activities 

have remained in Denmark. As a result, knowledge transfer 

between engineers in Denmark and production staff in China 

has resulted in time delays during new product development 

projects. To improve knowledge transfer, the company set up 

development teams in China that are involved in new product 

development projects from project kick-off.  

 



 

 

MOTIVATION 
NEW COMPETENCIES NEEDED 
 

“We don’t have the expertise/knowledge in the field” 

“We need someone that can produce a specific 

product part” 

“We need someone with knowledge of the local 

market and customer behavior” 

“We don’t know how to do this as we haven’t tried it 

before” 

Case example 

Company X produces health-care products and is looking to 

develop a new and innovative product. The new product 

contains advanced software and LCD screens - an area of 

development that the company has no prior experience with. 

Consequently, software and LCD screen development was 

outsourced to a 3rd party supplier that specialised in such 

developments. 



 

 

MOTIVATION 
NEW PRODUCT(S) 
 

“We need to globalise in order to develop new 

products” 

“We wouldn’t have succeeded in developing this new 

product if we had not had the global development 

sites” 
 

 

 

 

Case example 

Company A was looking to develop a radically new product 

within their product portfolio. However, the cost to hire 

engineers with the relevant skills and competencies in 

Denmark was too high. Therefore, they decided to offshore the 

development activities to an offshore facility in China, where 

labour costs were low.  



 

 

MOTIVATION 
ACCES TO NEW RESOURCES 

 

 
“By starting up development abroad we can take 

advantage of skilled engineers” 
 

 

 

 

Case example 

Company C established an offshore R&D facility in India, 

primarily to take advantage of low cost labour and hence, 

reduce overall product development costs. Furthermore, 

utilising the engineers in India provided the flexibility required 

to allow the engineers in Denmark to work on more complex 

development activities. 



 

 

MOTIVATION 
REDUCE TIME TO  

MARKET 

 

 
“We need to get our products to the market faster”  

 
 

 

 

 

Case example 

Company C produces medical devices for the pharmaceutical 

industry. They have production facilities in the US and Eastern 

Europe. To reduce the time to market for their products, they 

set up an offshore R&D facility in China to work closely with the 

R&D facility in Denmark. This enabled the company to work 

around the clock on product development projects.  

 



 

 

MOTIVATION 
RISK REDUCTION 
 

 

“By doing this, we can significantly lower our risk” 

“Having an external supplier for these tasks takes 

the risk off our table” 

 
 
 

 

 

 

Case example 

Company A was looking to develop a radically new product 

within their product portfolio. Although the rewards of 

developing the product were considered to be high; the risk of 

project failure was also high. Therefore, the company took the 

decision to offshore all product development activities to a low 

cost region in China, where they could take advantage of highly 

skilled engineers at a low cost and hence, reduce the financial 

impact on the company if the project were to fail.   

 



 

 

MOTIVATION 
Name: 

 
 
Description: 
 

 

 

 



 
 

 

SCENARIO 
COLLOCATION OF GLOBAL 

DEVELOPMENT TEAM  
“Being collocated really helped to develop a feeling 

of project ownership at the Polish R&D, in particular 

during the earlier stages of the project” 

Case example 

In a collaborative product development project, between an 

offshored R&D facility in Poland and the HQ in Denmark, 

Company X decided to collocate the engineers at both locations 

during several key milestones. The project followed a typical 

stage-gate model, with key elements incorporated from agile 

development processes, and the development team were 

collocated during project “sprint” meetings. This supported to 

align expectations within the project team and quickly 

overcome logistical obstacles in relation to the geographical 

dispersion of the engineers.  Furthermore, the collocation 

supported in developing commitment and project ownership, 

in particular among the Polish engineers.  



 
 

 

SCENARIO 
MONITORING PROGRESS 
“Sometimes the coordination meetings only lasted 5 

minutes, but to have this regular meeting supported 

to iron out some of the more general difficulties” 

Case example 

During early collaborations between a recently established 

R&D center in China and the R&D center in Denmark , Company 

X set up weekly coordination meetings to review key issues 

with the collaboration and potential solutions. The identified 

issues were documented, prioritized and assigned an owner, 

who was responsible for collecting information regarding the 

issue before the next weekly meeting and proposing potential 

solutions. The coordination meetings included two program 

managers: one from the Danish R&D and one from the Chinese 

R&D. Although this created additional work, the Chinese 

program manager highlighted the difficulties the Chinese 

engineers encountered when following current procedures for 

product development at Company X. As such a number of 

changes were implemented to standardize the procedures to 

better support global operations. 



 
 

 

SCENARIO 
ORGANISATION OF GLOBAL 

DEVELOPMENT TEAMS  

“From the beginning I have stated they shouldn’t be 

PowerPoint engineers… they should have full 

responsibility of product modules” 
Case example 

Company X set up an R&D facility in China to access low cost, 

skilled engineers and support the completion of a four-year 

project to develop a new gas analyzer for hospital staff. To 

support coordination within the distributed development team, 

the product was decomposed into several core modules. 

Engineers from the Chinese R&D were assigned to each of the 

modules, together with a Danish engineer who took lead 

responsibility of the module. This reduced the amount of time 

spent on coordination activities by the project manager and 

created a clear communication plan within the team. However, 

as each engineer was only responsible for one product module, 

his or her knowledge of other product modules was limited. At 

times, this resulted in communication breakdowns when 

designing the interface between product modules.  



 
 

 

SCENARIO 
PROJECT GOVERNANCE AND 

AUTONOMY 
 

“With the main aim to improve collaborations, while 

keeping risk low, we decided to include the Indian 

engineers in a more complex development project” 

Case example 

Company X decided to distribute less complex engineering 

tasks to their offshore R&D facility in India. However, the skilled 

engineers in India lacked motivation to work on such tasks. As 

such, Company X took the decision to involve the Indian 

engineers as the “main drivers” in a more complex development 

project to increase motivation. Despite the increase in 

responsibility, the project was labelled a “Pilot project”, where 

the solution was known by the engineers at the Danish HQ in 

order to reduce the risk of project failure. This reduced the 

innovative freedom of the Indian engineers and had adverse 

effects on project performance.  



 

 

SCENARIO 
TASK COMPLEXITY  
“There have been some difficulties as tasks that I 

would consider, well… simple, were not being 

completed on time” 

“What we found was that some of the engineers here 

in Denmark would actually rather do the tasks 

themselves rather than sending it to India” 

Case example 

Company X established an offshore R&D facility in India with 

the motivation to reduce development costs. However, the 

company encountered difficulties with the collaboration as a 

number of tasks, such as the conversion of old product 

drawings to computer-aided design systems that were 

considered routine in nature, were neither completed on time 

nor to the desired quality by the Indian engineers. The lack of 

motivation of the skilled Indian engineers to work on routine 

tasks was considered a key contributing factor to the 

difficulties. 



 

 

SCENARIO 
Name: 

 
Description: 
 

 

 

 



 

CHALLENGE 
CULTURAL DIFFERENCES 

 
“Transferring work processes from one work culture 

to another one is a difficult task” 

“Staff management is not the same in China as it is in 

Denmark” 

 
 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
TIME ZONE DIFFERENCES 

 

“It´s difficult to have meetings, especially if we need 

to have both China, DK and US involved at the same 

time” 

“The coordination workload for project leaders has 

increased given the different time zones” 
 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
DOCUMENTATION 

 

 

“By working in global teams, there was a need for 

much more detailed documentation of everything” 

“We had to transfer all our old drawings to digital 

format to ensure they were accessible for our global 

development team in India” 
 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
EMPLOYEE RETENTION 
 

“The first reaction from the engineers at the R&D 

facility in Denmark was the Indian engineers were 

stealing our jobs” 
 

 

 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
INTERNAL OPPOSITION 

 
“Some employees were sceptical about tasks being 

globalised and tried to oppose collaboration with the 

global teams” 

 
 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
IP RIGHTS /  

IP PROTECTION 

 
“We had serious considerations about keeping our 

design in-house rather than with someone else, due 

to our concerns over IP rights” 
 

 

 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
KNOWLEDGE SHARING 

 
“The skills we had in China were not known 

elsewhere, there was no knowledge sharing at all” 

“It is difficult and time consuming for the global 

engineers to acquire knowledge regarding 

production processes as production is in Denmark” 

 
 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
LACK OF COMMITMENT 

 
“If people in Asia are going to be doing my job, then 

what will I be doing?” 

“As the relief from moving our tasks to India has 

been fairly small, what I see is that most of our 

colleagues just do the work themselves in DK as it is 

easier to keep track of what is going on” 
 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
LACK OF COMMON VISION 

 
“I am not sure why they made this decision in HQ, 

but it makes no sense, and it cannot be implemented 

in our production process” 

“We think the deadlines are unrealistic, but the 

project manager insists that we can reach them” 
 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

CHALLENGE 
Name: 
 

 

Description: 

 

 
 

 

 

Will this challenge apply? How can it be addressed? 

 

YES NO 



 

METHOD 
Business model 
“We made a business model to evaluate before 

making the final decision” 

 
Source: https://www.linkedin.com/pulse/using-business-model-canvas-brainstorm-your-plan-
vidhan-rana 



 

METHOD 
Design Review 
“The decision was based on several design reviews 

before it was decided to go forward with launch” 

  

 

 

 

 

 

 

 

Source: http://www.cqeacademy.com/cqe-body-of-knowledge/product-process-design/design-
verification/ 



 

METHOD 
Feasibility study 
“We will base the decision on a feasibility study, 

evaluating economic, technical and operational 

feasibility” 

Source: http://www.fai-lb.com/index.php/feasibility-studies 

 



 

METHOD 
Resource planning  
“The decision was made based on a resource plan, 

evaluating whether we had the right resources in 

place” 

    

 

 

 

 

 

 

Source: http://www.kraus-partner.eu/project-management/basics/project-resource-planning 

 



 

METHOD 
Risk Assessment 
A risk assessment identifies all the risks associated 

to a choice or scenario, and allows you to categorize 

the risks. High impact risks require a risk mitigation 

plan.  

                                                                                                                                                                                

 

 

 

 

 

 

Source: http://www.advanceddivingsystems.com/RiskAssessment.aspx 



 

METHOD 
Scenarios 
“We based the decision on several different 

scenarios and chose the most promising scenario”  

 

 

Present situation 
Scenario 1 

Scenario 2 Scenario 3 

Scenario 4 



 

METHOD 
Name: 

 

 

 Description: 



 

METHOD 
Vendor selection process 
“We use a standard vendor selection and evaluation 

when contracting with outsourcing partners” 

 

1. Define vendor requirements

2. Identify possible vendors

3. Evaluate/ shortlist vendors based on scorecards

4. Vendor presentation visits

5. Select and contact vendor from shortlist



INDICATOR TEMPLATE 

 

Key Performance Indicator: Name of the KPI 

Purpose Rational underlying the KPI 

Strategic action plan Strategic action plan to which the KPI relates to 

Critical influence factor Critical influence factor to which the KPI relates to 

Desired outcome Desired outcome to which the KPI relates to 

Leading/ Lagging Classification of the KPI according to Leading and Lagging 

concepts 

Responsible Main responsible for collecting and reporting the data 

Calculation (%of, #of, $of, ...) Formula for measuring the KPI 

Forcasted target (weekly/ monthly) Minimum target to which performance should not fall below 

Maximum target (weekly/ monthly) Maximum target (if necessary) to which performance should 

not exceed 

Measurement frequency Frequency performance should be recorded and reported 

Product development stage Stage in product development process the KPI is measured 

Data source Source where the raw data is to be collected 

  

Notes and comments: 

  

  



Visualisation board 

Lagging KPIs 

Leading KPIs 

Potential/ actual factors 
influencing project success 

1. 

2. 

3. 

Solutions/ actions implemented to 
avoid key challenges 

1. 

2. 

3. 

Key Challenges 

Proposed Solutions 

Key deliverables/ targets met 

1. 

2. 

3. 

Key achievements 

Next steps 

Key learnings for next project 
stage/ project 

1. 

2. 

3. 



Action plan 
Objectives Action Success criteria Time frame Resources Responsible 
What are the overall 
goals for the decision 

What needs to be done 
to achieve the goals  

How will you identify 
your success 

When do the actions 
need to be completed 

What or who can help 
you complete the action 

Who is responsible for 
driving implementation 

      

      

      

      

      

      

 



ASSESSMENT OF CONDITIONS 

Are project critical success and 
challenge factors understood? 

Stage IX 
Monitor and 

Measure 

Stage VIII 
Indicator 

Development 

Stage VII 
Measurement 

Concepts 

Are key concepts of performance 
measurement understood? 

Are both preventive and outcome 
indicators selected? 

Is there a system to document and 
report the indicators? 

Is there a project risk assessment in 
place? 

Yes No 

No 

Are project indicators selected to 
monitor these factors? 

Yes 

Yes 

Yes 

No 

No 

Yes 

Yes No 

Stage X 
Revise and Review 

No 



MEASUREMENT CONCEPTS 

Develop an understanding of key concepts in performance measurement 

The importance of performance measurement 

Fundamental principles of performance measurement 

Leading and Lagging key performance indicators 

P1 

KEY CONCEPTS 

20mins. 



FISHBONE DIAGRAM 
Understanding the cause – effect relationships is key. Don’t just identify the symptoms, 

identify the causes 
  

 

Activities - What are the key activities required to avoid the risks as a result of the influence factors? 

Causes - What are the factors influencing success? Effects - What is the 

desired outcome(s)? 



KEY INFLUENCES 

 

Key challenges: examples from Danish industry  

Communication 
Clarity of communication channels in the project 

team 

Alignment of interests Cohesiveness of tasks completed in relation to  

project objectives 

Knowledge sharing 
Transfer of knowledge from experienced to novice 

project team members 

Availability of  

information 

Accessibility of information necessary for  

completion of  tasks in the product development 

plan 

Project governance 
The level of project controls versus the level of  

responsibility towards product development tasks 

in the project team 

Documentation 
Transfer of company documentation to digital  

platform accessible to global partners 

Standardisation of  

procedures 

Clarity of company processes in common language 

accessible to global partners 

Cultural differences  Level of autonomy in project team  

    

Understanding key factors influencing success towards the desirable outcome is a 

critical step for developing key performance indicators that drive performance 



KEY OUTCOMES 

 

Key motivations: examples from Danish industry 

Cost reductions Utilise low labor costs in low cost regions 

Access to new  

resources 

Increase access to global competencies and  

expertise 

Increase customer 

base 

Design resources close to local markets providing 

increased knowledge of customer needs 

Reduce time to  

market 

Increase proximity to local  suppliers and global 

markets 

Flexibility and  

scalability 

Outsource routine tasks to global partners to allow 

Danish engineers to work on more complex  

development tasks  

Risk mitigation 
Share risk during development of new products 

with global partners 

    

Clarification of the desired outcome supports the development of 

measurable success criteria 



PRODUCT DEV. MAPPING 

 

Project Pre-
Approval 

Data Collection Testing Module 1 Testing Module 1-9 Project Evaluation 

A1 = ACTION 1  

Develop Product configuration document 

ACTION 2 (A2) 

Regular meetings with key project stakeholders 

- Timing of KPI to monitor action/ activity 

A2 

A1 

A2 A2 A2 A2 A2 A2 
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