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The new product development process is a massive investment to a company that aims to 

reduce their products’ time-to-market. Capability to shorter time-to market allows longer 

life-cycle to products which are introduced to market earlier but also give advantage to 

start product launch later while simultaneously learning from customer behavior and 

competitors. The product launch support operations are the last ramp-up activities before 

the product launching. This study defines what these operations mean in a product 

platform and how they can be streamlined to be more efficient. The methodology 

includes interviews, innovative group brainstorming and regular working group meetings. 

The challenges concerning the current situation of product launch support operations are 

allocated into four categories: General, Process, Project Resources and Project 

Management including altogether ten sub challenges. The challenges include issues 

related to technology and marketing management, branding strategy, organizing the 

global platform structure, harmonizing processes and clarifying handovers between 

shareholders in the process. The study makes a suggestion of a new Product Launch 

Support organization and clarification of its roles, responsibilities and tasks.  In addition a 

new project management tool and Lessons Learned are suggested to improve the project 

management. The study can be seen as a pre-study when having an aim at combining 

technological and marketing know-how in the product ramp-up process before actual 

production. The future proceedings are suggested to include more detailed specifications 

and implementation in order to reach the long range target, reduced the time-to-market.   
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Uuden tuotteen tuotekehitysprosessi on iso investointi yritykselle ja siksi yrityksien 

tähtäimenä on lyhentää tuotteiden läpimenoaikaa markkinoille saavuttaakseen 

kilpailuetua: Aikaisella lanseeraamisella saavutetaan pidempi elinkaari, toisaalta 

strategisesti myöhemmin tehty lanseeraus antaa mahdollisuuden seurata kilpailijoista ja 

asiakaskäyttäytymistä ja oppia. Toimintoja, joita tehdään tuotekehityksen viimeisessä 

vaiheessa ennen tuotantoa, kutsutaan tässä tutkimuksessa tuotelanseerausta tukeviksi 

toiminnoiksi. Näitä tukitoimintoja ja niiden tehostamista tutkitaan tuoteplatform osaston 

näkökulmasta. Tutkimusmetodeina käytetään haastatteluja, innovatiivista aivoriihi 

työskentelyä sekä säännöllisiä työryhmä palavereja. Nykytilasta johdetut haasteet jaetaan 

neljään eri kategoriaan: Yleinen, Prosessi, Projekti resurssit ja Projektien Johtaminen. 

Kategoriat sisältävät yhteensä kymmenen haastetta, jotka käsittelevät seuraavia asioita: 

Teknologia ja markkinointi johtaminen tuotekehityksessä, brändi strategia, globaalin 

platform rakenteen organisointi, prosessien harmonisointi ja rajapintojen kirkastaminen 

eri osastojen ja tahojen välillä. Tutkimuksen tulokset ehdottavat uutta tuotelanseerauksen 

tukemisen organisaatiomallia ja sivuavat sen roolien, vastuiden ja tehtävien kirkastamista. 

Työkaluiksi tehostettua projektinjohtamista varten ehdotetaan uutta IT-työkalua ja 

vanhojen projektien parhaat käytännöt-kirjastoa. Tutkimus voidaan nähdä laajana 

esitutkimuksena tuotelanseerausta tukevien toimintojen hahmottamisessa.  Tulevaisuuden 

toteutuksen tulisi sisältää tarkempia suunnitelmia ja päätöksiä, jotta pitkän tähtäimen 

tavoite, tuotteiden läpimenoajan lyhentäminen markkinoille, saavutetaan. 
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1 INTRODUCTION 

The product development and its management has become a critical success factor 

in competing against the global companies. The time of developing new products 

and launching them is the single most expensive investments the company has. 

The trend is towards reducing the time used in product development by new 

innovative methods. In recent times there has been general discussion on if the 

product development is led by wrong experts. Talouselämä claims that the Finnish 

companies’ basic mistake is that the product development is led by the 

Technology expert which makes the management T-driven. The product 

technology leads an unnecessary wide role, while  marketing and customer view is 

forgotten and the development times to markets are too long. The iconic company 

Apple is a leading example of the M-driveness: Instead of concentrating only on 

developing a superior technology product, Apple sells customers a complete 

solution including the high quality product, compatible profitable software, all in 

a uniformly designed package and manages to be superior in the markets. 

(Talouselämä 2010) 

 

The product launch support operations are the last part of the complete product 

development project. This last phase of the product development including the 

ramp-up of the product has to be done effectively and with a clear project plan. 

The target of streamlining the operations is to finalize the product in technology 

and sales wise before launching it in the markets. The challenge is that these 

operations are not yet grounded into the organization and they are searching for a 

place amongst the whole process. These support projects are handled in product 

platform department, right after the handover from research and development, 

R&D, and before entering the production. In this process it is critical to reduce the 

time-to-market as part of the complete product development process. The 

technology driven product development and the marketing driven management 

meet strongly in the last phase when the product is finalized and ramped-up. They 
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need to follow parallel paths, on time in order to get the competitive advantage 

from the customers’ point of view.  

 

This Master’s thesis studies the current situation of product launching support at 

Konecranes and makes effort to improve new products’ time-to-market by 

streamlining the platform operations before launching products. Furthermore the 

study works as a pre-study on this area where the ultimate target is the reduced 

time-to-market. The pre-study is implemented by clarifying the process, project 

resources, roles, responsibilities, tasks and project management tools. The thesis is 

part of Master’s studies in Industrial Economics Major and is done to graduate 

from Lappeenranta University of Technology’s Industrial Engineering and 

Management department. The thesis is executed for Konecranes Finland Oy and 

particularly for Heavy Duty Cranes business unit and its equipment platform 

department. 

1.1 Scope of the study, goals and definitions 

The scope of the thesis is to study the most important areas and operations what it 

comes to streamlining the product launch support operations. Heavy Duty product 

platform is the concrete department where the study is executed in. The function 

of the product platform is to be the last stop in the complete project of 

successfully entering a product into the markets. The last phase of the product 

development project needs a stabilized name and process throughout which it 

establishes the common long range target to reduce the time-to-market. The figure 

1. presents the scope of the study. 
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Figure 1. The main scope of the study. 
 

The study starts from a situation where the term product launch support is not 

very well known. The research can be seen as a pioneer written study on 

researching the ramp-up operations happening right after R&D and before 

production. Due to the pre-study nature of the study, the aspect of the study is 

more on a general, wider level. The research tries to clarify the fuzzy front-end of 

the platform projects and enable a certain frame inside which the operations can 

be rooted and further developed on by setting for example specific key 

performance indicators, KPI’s. In the current situation the setting of the KPI’s is 

impossible: This pre-study is needed to be executed before setting them. This is 

why the indicators are ruled out of this thesis scope. In the later phases it might be 

necessary to concentrate on a certain challenge even more deeply. The scope of 

the study is a wide exploring study that combines the theoretical and existing 

policies added on by the experience gained from a product launching project that 

is executed on the same time with this study. The figure 2. presents the study in 

the form of a product life-cycle management curve. 
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Figure 2. The scope of the study described in the form of product life-cycle. 

 

The main question is to define, what the product launch support operations mean 

in a product platform and how they can be streamlined. For the main questions 

there are two support questions: What are the challenges with operations in the 

current process and how to reach the long range target to reduce the time-to-

market. The questions are presented in the figure 3. These questions build the 

basic frame for the research and are answered at the end of this study. 

 

At the moment there is no available data or indicators or KPI’s to show, what the 

time-to-market is in overall in the current situation. The massive product 

development projects happen normally in a time span of five to ten years, and the 

products are sometimes launched even before they are fully productized. The 

massive time scale and the practical challenges might be one of the reasons why 

the indicators have not been established for the whole process so far. This study is 

like phase one screening the operations and in the future, the phase two should 

include more accurate action plans, decisions, implementation and follow-up by 

indicators. Without the KPI’s there is no chance to measure if the actions 

suggested have had a positive effect on reducing the time-to-market. 
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Figure 3. The topic of the thesis with the main and supporting questions. 

1.2 Implementation of the thesis 

The product launch support of a new product, UM Winch hoist, is used as an 

inspiration when executing this study. The study and the project are done as a 

parallel work and the time used for both projects is divided 60% for the project 

and 40% for the thesis. Acting as a project manager and a master’s thesis worker 

on the same time has advantages: The project acts as an excellent source of 

inspiration in order to really go deep in the real work to study the current 

situation, challenges and improvement suggestions.  

 

The timeline of the thesis is following: In March, the topic is received; April-May 

a perception of the topic is evolving; In June the research gets a more active start 

because of the Innovation Workshop and a first mid-term report; July and August 

are the time of analyzing the current situation, challenges and releasing the second 

mid-term report; September-October is the time for making development 

suggestions and keeping the first seminar. October-December is the period the 

Supporting
questions

Main 
question

Topic of 
the thesis

Streamlining Launch 
Support Operations in 

a Product Platform

1. What does product 
launch support in the 

product platform mean 
and how to streamline 

it?

1.1 What are the  
challenges with 

operations in the current 
process?

1.2 How to reach the 
long range target  to 
reduce the time-to-

market by streamlining 
the operations?
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thesis is mainly written and the final seminar is held in November. The report is 

finalized at the end of the year 2010  and printed in early 2011.  

 

Besides theoretical background and the interviews, the pre-study and the 

clarification of the challenges in the product launching process were executed 

with an innovative team brainstorming working method, double-team. The 

double-team was done in a half-a-day lasting meeting with aim to improve the 

product launching related issues. The meeting was called on by the initiative of 

the writer in co-operation of the Global Platform Director of the business area. In 

the beginning of the meeting the company’s Executive Vice President, Head of 

Business Area Equipment and the Platform Director introduced their ideas on the 

gaps and challenges in product launching in general. After these pre-introductions 

managers from different areas such as mechanical, electrical, crane, launching, 

customer service, sales tools, sales and production, introduced their own projects 

and the challenges that they have recognized during these product development 

projects. The brainstorming process started from individual innovating, moving 

onto brainstorming by pairs into a grouping of the action plan ideas ready to be 

developed forward. More on the results of the brainstorming session are described 

in the chapter 8.  

 

The Innovation Workshop results are continued to evolve during the study. As an 

initiative of the Global Platform Director and the writer a regularly meeting 

strategy working group is established. The target of the working group is to 

continue on improving ideas and creating new innovations. The target of the pre-

work and the meetings is to clarify the project organization, project resources and 

the tools used in the project management. The writer acts as a chairman and as 

one of the main innovators in these meetings which happen six times during the 

making of the thesis. The strategy working group meetings are also continued 

after this study in order to further develop the operations to phase two. 
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1.3 Methodology 

The research method used in this thesis is empirical study. This empirical study 

can be specified to be qualitative research which emphasis on an activity analysis-

method. The empirical study is traditionally divided into following sections 

(Tuomi 2007, p.58): 

 

• Introduction 

- Including interesting and relevant research problem 

• Theoretical part 

- Theory that limits and supports the empirical part 

• Empirical part  

- Primary understanding the situation and its challenges 

- Innovation and solution construction 

• Discussion 

- Critical solution evaluation 

- Conclusions of the research  

- Future sights 

• Summary 

- Cross-section of the research most important parts 

 

The focus of this empirical study is qualitative research. Qualitative research is a 

method that uses activities which take the researcher near the studied problem. 

The qualitative research concentrates deeply on case specifically selected material 

and tries to solve the problem behind it. The method is process-oriented and the 

instrument used on collecting the material is the researcher itself. 

(Metsämuuronen 2004, p.4-5, Aaltola, Valli 2001b, p. 68)  

 

Action researchis one form of qualitative research and it is based on critical 

thinking. More than research method, action researchis closer to a strategic 

research approach. It has a double mission: The target is to study and develop the 

action but also enable a change in the community and within the people in the 
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community. It tries to respond to practical challenges or to develop an existing 

solution. To succeed it requires the engagement of the whole community and 

organization. (Aaltola, Valli 2001a, p. 170: Metsämuuronen 2001, p. 28)  

 

The action research was selected as a research method for this study because the 

researcher’s role is included in the change of the organization. Heikkinen, 1999 

points out that in the activity analysis-method the researcher’s intend is to activate 

the operations and to develop it with a maximum self-involvement. Committed 

observation, face-to-face advises, informative interviews, general trainings, 

meetings and group brainstorming are a few information collecting methods that 

are also used to support the activity-analysis method in this study. 

1.4 Structure of the report 

The report starts with a chapter 1.Introduction, making the targets and goals of 

the study clear, introducing the scope of the study and then ending up to the 

methodology and the structure. After that the report is divided into theoretical part 

and company related part. The first theoretical part 2. Technology and 

Innovation Management in the context of New Product Development 

discusses on managing new products, making a deviation between technical and 

marketing product launch; managing a multibrand strategy in a company and 

discusses on how to manage knowledge transfer via a frame of technology 

transfer. The output of these theories is to build the starting point of the whole 

research, to guide the study and give a right aspect to it in the field of industrial 

engineering and management. 

 

 The chapter 3. Towards Faster Product Development gives an idea on how to 

speed up the time-to-market and what to gain out of it. It also handles the dilemma 

of the tradeoffs that a faster development brings. The chapter also discusses on the 

product platforms and product definition as a part of the chain to speed up the 

development time. The output of the chapter is to create the frame to reach the 

long range target- reduced time-to-market. 
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The final theory part, the chapter 4. Teams and Project Management presents 

intelligent ways on managing projects and building a more effective project 

teams. The way to get to the effectiveness is by building certain tasks and targets 

for the project. Different tools used in projects help the work to be done fast and 

professional. The chapter also refers to some of the risks in the area of project 

management. The output of the chapter is to give an idea on how a new effective 

product launch support project organization can be formed. 

 

These chapters from 2.-4. present the theoretical framework of the study. The 

theoretical part is a bridge between the company related part and discusses all the 

same topics as in there. The theoretical framework is presented in the upper part 

of the figure 4. 

 

 
 
Figure 4. The theoretical part of the study consists out of three main areas. 
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The company related part of the study begins with the chapter 5. Company 

Introduction. The chapter also introduces the product architecture and product 

platform structure of the company. The last part of it clarifies the definition of 

platform as a global team. The output of the chapter is to introduce the company 

and especially the platform function as an important factor in product launch 

supporting actions. 

 

The company related research starts with an analysis of the current situation in the 

chapter 6. Current Situation and Analysis of Platform Support in New 

Product Launches. In the chapter the product launch activities are referred as a 

part of the complete product life-cycle and therefore the shareholders of the 

process are analyzed. The existing process models and the new 1KC process 

model are viewed in order to benchmark and develop the platform processes 

based on them. The output of the chapter is to build understanding on the situation 

as it is now. 

 

Chapter 7. Analysis of General Challenges Related to Product Launch 

Support analyses the background challenges related to the product launch support 

projects. This chapter is tightly tied to the theory chapter 2. where the complete 

frame of Technology and Innovation Management is discussed. The output is to 

explain the background issues happening while doing the research. 

 

The analysis of the challenges continues in the chapter 8. Innovation Workshop 

and Results, where the main results of the brainstorming session are introduced. 

Each main challenge- Resourcing issues, Incomplete Business Case, Unclear 

Responsibilities and Roles and Finishing Projects- has an own down chapter 

where the challenge is described more specifically. The output of the chapter is to 

gather the challenges by an innovative working method in a form of interesting 

facts and figures. The chapter creates a clear base enabling the development 

suggestions to be made. 
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Chapter 9. Opportunities to Streamline Product Launch Support Operations 

is the turning chapter of the thesis. It gathers all the challenges under one table. 

The table is divided into four challenge Categories related to Product Launch 

Support, PLS: General, Process, Project Resources and Project Management. 

Each subchapter suggests opportunities to develop the situation forward. The 

output of the chapter is to restrict the challenges under one table in order to make 

it easier to draw conclusions based on the suggestions. 

 

Chapter 10. Conclusions of the Study concentrates the findings and possibilities 

into conclusions. The suggestions and conclusions are presented in the same table 

form, divided by the challenge categories. To ease up reading, the results have 

been numbered being ten altogether. The chapter presents a final figure, which 

concludes the findings and results and the implementation stage of the present 

moment. The figure implies what is still needed to do in order to reach the long 

range target of reduced time-to-market. The output of the chapter is to condensate 

the results of the study in a well understandable form. 

 

Chapter 11. Results and their Evaluation makes a critical discussion on the 

study by discussing for example about the methodology and the means that were 

used to gather the information on the challenges in the operations. It gives an 

overview on the validity of results. The chapter refers to future proceedings and 

future research areas that should be concentrated after this study. It also enlightens 

the current state of the researches done after the empirical phase of this thesis has 

been finished. The output of the chapter is to describe the real critics and the 

situation of the study as it is at the company at the moment. 

 

The last chapter is the 12. Summary. The figure 5. Shows the main idea of the 

company related research by the entities it consists out of. Innovation Workshop, 

interviews and the strategy working group are the proactive information gathering 

sources in order to proceed to the analysis. The analysis consists out of current 

situation description, challenge analysis and development suggestions. At the end 

there are conclusions and future proceeding areas.  
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Figure 5. The structure of the company related research. 
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2 TECHNOLOGY AND INNOVATION MANAGEMENT IN 

THE CONTEXT OF NEW PRODUCT DEVELOPMENT 

According to Trott (2008) only when understanding what the customers want, the 

innovative opportunities can be identified. The screening of the idea, combined to 

technology that can enable these opportunities, a win-win situation of Technology 

and Innovation can be achieved. Industrial innovation includes both major, radical 

innovations and minor, incremental innovations. This definition of technology and 

innovation management and the commercialization of innovations many times 

lead to considerably wide managerial and organizational changes.  (Trott 2008, p. 

16,22) 

 

New innovations can be categorized by types: Product-, process-, organizational-, 

management-, production-, marketing/commercial- and service innovation. 

Science and technology play a remarkable role in innovations. In the innovation 

context technology can be defined to be knowledge which applies to the product 

or production processes to make the innovation possible. Technology comes from 

employing and manipulating science into concepts, processes and devices. 

Technology, as an outgrowth of science, is the single element to use the industrial 

engine.  (Trott 2008, p. 17) 

 

The innovation process has traditionally been viewed as a set of separable stages 

or activities. The product innovation either starts from the technology driven 

model, ‘Technology Push’, which means scientists are expected to discover ideas, 

technologists apply them to develop product ideas and engineers and designers 

turn them into prototypes for testing. After testing, marketing and sales promote 

the product to the potential customer.  In this model the customers and markets are 

passive recipients to the products of R&D. Later on the researchers made a stress 

on the customer focus and developed the other linear model of innovation, called 

the ‘Market Pull’. This model is more customers need-driven and emphasizes the 

role of marketing as an initiator of new ideas resulting from tight interactions with 

customers and markets. (Trott 2008, p. 22)  
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Trott (2008) continues declaring that later on this simple basic thought 

‘Technology Push-Market Pull’ has evolved via a coupling model, interactive 

model and network model to an open innovation model, which has been the 

determining model for developing innovation in the 2000’s. (Trott 2008, p.22). 

According to Chesbrough (2003), the open innovation model started to develop 

first from the closed innovation model that could be contrasted to the technology 

push model.  (Chesbrough 2003) 

 

In the closed innovation model the company generates, develops and 

commercializes its own ideas. The theory is a self-reliance dominated model, 

which is dominated by the R&D operations. This model however doesn’t give the 

necessary focus to the markets and customers, so it became necessary to turn the 

thinking inside out. The open innovation model gives ideas that not all ideas and 

intellectual property need to be closed inside the company to prevent competitors 

from exploiting it. (Chesbrough 2003) 

 

In the new model of open innovation, company can commercialize both its own 

ideas as well as innovations from other firms. The company can seek ways to 

bring its in-house ideas to market by developing pathways outside its current 

business. The boundaries between the company and the surrounding environment 

are transparent in many sections enabling the innovations to move more easily 

over them. The open innovation model implies that the product development 

should not be only technology driven, but technology and markets should be the 

driving forces in developing products and services to customers. (Chesbrough 

2003) In the figure 6. the differences between closed and open innovation have 

been compared combined with the ‘Technology Push’ and ‘Market Pull’ thinking. 
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Figure 6. The closed and open innovation models. (Chesbrough 2003) 

 

According to Simula, Lehtimäki, Salo and Malinen (2009) the innovation process 

needs to be seen as the wide frame for product development because it includes 
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the commercializing the product. Innovation is a part of the product life cycle 

management and the customer relationship related to innovation has to be kept 

active by producing value adding product life cycle services. Innovation and 

commercialization have the same target- a profitable business. Behind successful 

operations the ongoing co-operations between company’s all shareholders is 

crucial. The regular co-operation is built in multi-fielded teams where all the core 

functions like R&D, Marketing, Sales, Production, Platforms and Management 

are represented. (Simula et al. 2009, p. 42) The fact that must be kept in mind is 

that friction between functional areas can exist, which may be a threat to the 

project. Crawford et al. (2003) points out that it is up to all team members to 

recognize these frictions and deal with them to minimize any possible negative 

effects like extended time-to-market. (Crawford et al. 2003. p. 335) 

2.1 Technology development and managing new products 

Cooper (2006) suggests that term ‘Technology development’ often refers to a 

special class of development projects where the deliverable is research and 

technology related new innovations, like new knowledge, new technology, new 

technical capability or a technical platform development related issues. These 

types of innovation related projects often lead to multiple commercial projects 

meaning new process or product development. These technology development 

projects are a special breed: Although they represent a small proportion of effort 

in the typical company’s development portfolio, they are vital to the long-term 

growth, prosperity and sometimes even survival. These projects also stand out 

because they are often mismanaged or mishandled, resulting in few benefits to the 

company. (Cooper 2006b) 

 

The trigger to a discovery is an idea. Quality ideas are essential to a successful 

technology programs and platforms in companies. There are many methods how 

the idea can be found: A strategic planning exercise, technology forecasting, road 

mapping, brainstorming or a group creativity focusing on what might be. Also 

scenario generation about the future markets and technological possibilities are 

used methods besides customer focus groups, where customers are used as the 
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innovation source while visiting the company. Also active idea solidation 

programs inside the company are often productive. (Cooper 2006b) 

 

Technology developments are the engines of growth for many corporations and 

industries, providing the platforms for the next generation of new products and 

new processes. With most companies facing constrained resources and having a 

short-term focus, it is imperative that such projects to be managed more 

effectively than in the past so that they truly do achieve their promised results. 

(Cooper 2007) In managing new products the complexity of operations and the 

decisions in the process are the most remarkable milestones of innovation 

management. New product managers must survive in the complex development of 

a new product. Product innovation must also be pushed; it is not going to happen 

by itself because it is an unnatural human event. This means that new product 

managers need to use most of their energy and time trying to enable and open 

doors for the change. (Crawford, DiBenedetto, 2003, p. 15) 

 

Crawford et. al (2003) claims that difficulty in the change management and the 

internal resistance are the two most powerful obstacles on the way when 

introducing new development project. Another milestone in developing a new 

product is a conflicting set of management demands that these product innovators 

must meet. The product must have valuable attributes and meet the end users 

needs, be high in manufacturing and design quality, low in costs and get to 

markets in very little time.  The conflicting issues in new products management is 

illustrated in the figure 7.  (Crawford et al. 2003, p.15-16)  

 



 

18 

 

 

 

Figure 7. The new product process must respond to the three unique inputs- The 

right quality product at the right time at the right cost. (Adapted from Crawford et 

al. 2003, p. 15) 

 

Cooper (2007) suggests cornerstones for new product performance. The first 

cornerstone is a clearly defined product strategy for the business unit, which 

means the following: 

• Target and goals for the new business’s product efforts are clear (For 

example: What sales, profits or new products would contribute to the 

business) 

• The role of new products in achieving business goals is clearly 

communicated to all shareholders 

• There are clearly defined areas of strategic focus which give direction to 

the business’s total new product effort 

 

The second cornerstone suggests that there should be a high-quality product 

process, which means the following: 

 

• Both market and technical assesments are screened in the up-front of the 

project before it moves to the development phase 

• Product needs to be definined sharp and early in the screening of the scope 

Value

Quality

CostTime
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• Tough Go/Kill decision points in the process, where projects really do get 

killed sometimes when needed 

• A focus on quality of execution, where activities in new product projects 

are carried out in a quality fashion 

• A complete and thorough process, where every needed activity is carried 

out  

• A flexible process, where stages and decision points can be skipped or 

combined, as dictated by the nature and risk of the project 

 

The third cornerstone Cooper (2007) suggests that adequate new product 

resources are applied along the product development process, which means the 

following: 

 

• Committing the necessary people 

• Allowing them sufficient time frame 

• Providing an adequate development budget 

(Cooper 2007) 

2.2 Product development and the difference between technical and 

marketing launch  

According to Hultink, Griffin, Robben and Hart (1998) the shorter product life 

cycles, faster rates of technological change, and increasing sophistication of 

buyers all reinforce the importance of successful new product development in 

companies.  There is a huge need to streamline product development right at the 

last parts of the process before it goes to launching. A high rate failure in new 

product launches tells that there’s a risk involved in the product development, 

both on strategy and operative levels. Product launch has a huge impact on 

strategy and the company’s performance, also financially. Questions concerning 

what, when, where, why and how are always justifiable- as based on them the 

management make the decisions. This task is not a trivial task: Out of all the steps 
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in new product development process (NPD), the launch phase often requires the 

largest and widest step and the biggest investment. (Hultink et al. 1998) 

 

According to Magrab et al. the target in product launch is to get the product into 

the markets. The factors that determine the success of the launch are meeting 

quality-, customer satisfaction- and business plan goals. (Magrab et al. 2010, p. 

26) IBM: s study also takes the more technical view suggesting that a perfect 

product launch involves managing the support and development of complex 

services and products thoroughly the entire product’s lifecycle from product 

design to after sales and service. The study refers that the launching includes 

integration of product innovation, design, collaboration combined with sourcing, 

procurement, supply chain, planning, implementation and service. (IBM Global 

Business Services 2006) 

 

Tidd, Pessant and Pavitt’s (2005) consider more marketing point of view 

declaring that the in parallel of technological aspects of developing and innovation 

is process development, exploring studies and preparing the market for the launch. 

(Tidd et. al 2005, p. 393) Kahn’s (2005) definition of launching is also more on 

the marketing side declaring that it is the time when an organization begins to 

recover its investment in form of a product or service. It is also the time when 

success is determined in the marketplace. Managing in general is a critical part of 

product launching. Organizations are just beginning to understand and 

institutionalize the best practices in managing launches. In customer’s viewpoint 

the launching must appear smooth and it has to add value to become successful. 

However, internally in a company, launch is hectic time with many tasks and 

activities, which must be well planned, synchronized and managed. (Kahn 2005, 

p. 455) 

 

Not to mix these terms and differentiate the meaning of the actual product 

development work and the marketing launch, Crawford et al. (2003) divides these 

activities into Technical Launch and Marketing Launch. Both technical and 

marketing related issues take place throughout the development process. The 
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activity on the business or marketing side of the firm can be relatively low, 

especially in the early development, and there might be long periods of almost 

total inactivity as the technical work is hung up somewhere. At some point along 

the development process the balance of activities shift more toward marketing. 

The two twin streams carry out through the whole development process, as shown 

in the figure 8. 
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Figure 8. Development is divided into twin processes, Technical Launch and 

Marketing Launch. (Modified from Crawford et al. 2003, p. 372) 

 

Crawford et al (2003, p. 373) emphasizes that all of the functions including 

engineering, production, marketing and so on, work for the project before and 

after launch, but towards the end the marketing activity picks up the intensity. 
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Although it needs to be remembered that marketing actually begins in the near 

beginning of the project. Especially the product innovation part calls for a large 

market focus- usually for a certain user or segment which will eventually become 

the target market. After the concept creation, concept testing will turn into product 

positioning statement. At the same time there is a lot happening on  the technical 

side: Making last minute revisions to products,  ramping up sales support systems 

and offering, initializing product support materials, making final revisions to 

process tools, making initial runs and scaling up to full production. Calantone and 

Benedetto (2007) remind that the launch management often ignores the fact that 

the technology product developing team and the team developing the sales 

concept are in two different paths. Even though there are much benefits of speed 

to market and early advantage, many firms still do not develop pragmatic, flexible 

and well monitored launch programs. (Calantone et al. 2007) 

2.3 Managing brand strategy 

Laakso (2003) points out that building a brand equals to building business and 

sales. A long-term plan of building an industrial brand includes a series of 

strategic decisions done by the top management of a company. The driving force 

in building a brand is always a strong will and knowledge on how the brand 

should establish itself. The brand supports the strategy and the vision of future in 

the business world.  Branding is largely used as a money making machine by 

offering the markets a strong adaptability to certain brands which are needed-but 

also wanted. (Laakso 2003, p. 45) Trott (2008) declares that brand strategy is the 

leading edge of the organization’s competitive intentions. It carries the company 

or the product name into the market and shows how it is positioning itself to 

compete against other brands. (Trott 2008, p. 371)  

 

Simula et al. (2009) speaks about the brand strategy as being the pivotal element 

inside the company’s business strategy combining management, communication, 

outside customers and outside shareholders. It has been studied that over in half of 

the companies the long range brand strategy is not in line towards the other 

functions. The brand strategy as its simplest tells the target, why the brand 
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strategy exists and what the targets of it are. The respect of the brand strategy 

should be self-evident but if the brand strategy is not followed up or employees 

are not motivated, nor rewarded on following up the strategy, the failing of the 

strategy is definite. (Simula et al. 2009, p. 66) 

2.4 Technology and knowledge transfer 

Technology transfer can be defined as being an application of technology to a new 

use or new user. It is a process in which a technology that has been developed for 

one purpose is employed either in a different application or a different user. 

Technology transfer is a term that can also be used to describe a transfer of a 

product, a piece of equipment, technical knowledge, process or merely a way of 

doing things. Transferring knowledge is the key element in technology transfer for 

example in processes and ways of working. It is argued that it is the industrial 

context which transforms the knowledge into action, in the form of activities and 

projects. But it is only when information is used by individuals or organizations 

that it becomes knowledge, although tacit knowledge. The application of this 

knowledge then leads to actions and further to outputs such as projects, products 

and processes. (Trott 2008, p. 323-324) 

 

Always even if speaking about technology transfer, the stress in transferring 

knowledge is based on the communication between individuals in terms of 

technology. Albino, Caravelli and Gorgoglione (2004) claim that knowledge 

transfer cannot occur without human intervention. The article makes an 

assumption that organizations can lever both culture and technology to improve 

knowledge transfer, but the role and value of technology in knowledge transfer 

depends on how it fits factors such as the cognitive process involved, the cultural 

environment where it takes place and the aim of the transfer process. Trott 2008 

agrees and makes a link between the technology transfer and organizational 

learning: While organization conducts its activities in different ways, members of 

that organization soon adopt the company’s way of operating. Organizational 

know-how is captured in routines, such as particular ways of working. The 
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relationship between can be expresses in two interlinked systems as in the figure 

9. 

 

 

 

Figure 9. The technology and knowledge transfer levels in adding up the 

organization capabilities. (Modifed from Trott 2008, p. 338) 
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3 TOWARDS FASTER PRODUCT DEVELOPMENT 

The process of new product or service development –moving from idea to 

successful products, services or processes- is a gradual process reducing 

uncertainty by decreasing problems, moving through the phases of scanning and 

selection into implementation-linking marketing- and technology related streams 

along the way. Increasing commitment of resources during the execution of the 

project makes it increasingly difficult to change direction. There are many ways to 

go wrong and balancing between the costs, continuing with the project and the 

danger of closing a potential project too soon eliminating fruitful directions. With 

shorter life-cycles and demand for a greater product variety pressure is also placed 

upon the development process to work for a wider portfolio of new product 

opportunities. Risk management is also a big part of developing these things 

through the development to launch. (Tidd et al 2009, p. 388) 

 

The trend in the past 30 years in NPD has been towards the following: ‘’Flatten’’ 

organization structures; involve more stakeholders in the process already in the 

beginning; place greater emphasis on the customer, product quality, cost and time-

to-market; use a large amount of simultaneity in the realization process and 

require organizations to be more creative and innovative. These new approaches 

are the weapons against poor corporate performance and poor customer 

satisfaction. The new methods try to tackle unwanted situations such as lack of 

innovation; inconsistent product quality; slow response to the markets; 

noncompetitive cost structure; insufficient employee involvement; unresponsive 

customer service and inefficient resource allocation.  Through these findings 

many organizations are developing the new approaches towards entities that are 

able to: 

 

• Adapt to different business environments 
 

• Generate new ideas 
 

• Combine existing ideas to entities with new added values 
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• Incorporating new ideas and technologies into products 

 

• Satisfy customer’s expectations and demands 
 

(Magrab et. al 2010, p. 1) 

 

For companies a game plan for product innovation is an obvious solution to 

achieve better control of the new product programs. The game plan means a 

conceptual and operational model to move products from idea to launch. Facing 

increased pressure to reduce the cycle time and yet to improve their product 

success rates, companies are continuously looking new game plans or gating 

models to manage, direct and control their product innovation efforts. Companies 

have often built a blueprint or a roadmap for reaching their targets.  The challenge 

is that the roadmaps have to be built in a way that they include the many lessons 

for new product success in order to heighten the effectiveness of their programs. 

There is a must to link their strategy into action with needed tools. (Cooper 1993, 

p.93, 95) 

 

Product innovation is a process including activities and steps to follow: The 

quality of the process and the accuracy how well they’re followed often have a 

remarkable impact on product success or failure. In every process there are serious 

gaps and they’re strongly tied to the product failures. To achieve a better usability 

and accurate follow-up of a model, the concept must be simple. It also has to 

follow the time frame: An update to a model for new generations is more than 

positive. (Cooper 1993, p.97) 

 

Tidd et al. (2009) declares that product decision can be made ad hoc basis but 

research and experience suggest some form of structured development system, 

with clear decision points and agreed guidelines on which base the go/no go 

decisions, is more effective approach. A development process model enables 

faster product development if it is used correctly. A widely used model to make a 

game plan or the structured development system is Cooper’s Stage-Gate model, 
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which he created in the eighties for conceiving, developing and launching new 

products to customers, see figure 10. (Cooper 2006 a, Tidd. et al. 2009, p. 388)  

 

 

Figure 10. Stage-gate, a new product development process model, is scalable 

depending on the needs of the project (Cooper 2006a, 2009b) 

 

There are also a lot of other NPD process models which try to achieve efficiency 

and shorter development times, like: Departmental-stage models; activity-stage 

models and concurrent engineering (Stage-Gate is inside this category); cross-

functional team models; Decision-stage models; conversion-process models; 

response models and network models.  The network models are the most recent 

ones, but they are still very compex and difficult to grasp. This is why the linear 

models like stage-gate dominate the NPD. (Trott 2008, p. 407).   

3.1 Faster product development and gains 

There are many advantages which accrue from a fast development capability. The 

first one is that the products sales life is extended: Each month cut from product’s 

development cycle a month is added to its sales life, for an extra month of revenue 

and profit.  An early introducer might gain on both ends of the cycle. Second 

benefit is that the early introduction can increase market share as the first one in 
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the markets gets the hold of one hundred percent of the markets in the beginning. 

The earlier the product is in the markets, the likely it is to obtain a larger market 

share. The third benefit is higher profit margins; if a new product appears before 

there is competition, the company will enjoy more pricing freedom enabling 

higher profit margins, see figure 11. (Smith, Reinertsen 1991, p. 3-4) 

 

 

Figure 11. Early entrances achieve premium pricing benefits and cost advantages 

from the learning curve. (Smith et al. 1991, p. 5) 

 

If the company is able to move quickly in NPD it may occasionally choose to 

exploit this competence by starting late rather than finishing early. By starting late 

there can be economic advantages when underlying technology is moving down 

its price-performance curve rapidly. In that situation company can exploit its 

technological capability by synchronizing its development with the latest 

technology and customer needs. (Smith, Reinertsen 1991, p. 3-4) 

 

There is more to fast development than process, organization, and project 

management. Many opportunities exist in the product itself. Developing a deep 

understanding of the customer and how the product is likely to be used stands out 
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as critical. This allows making quick but wise decisions in balancing the benefit 

offered by a feature in the product against the time required to develop it. A cross-

functional team that understands its customers will be able to reach great 

conclusions under the project execution, rather than by consulting with the 

marketing department and conducting a new round of market research that takes 

time. In many cases, the project will be accelerated as a result if the conclusion is 

for example that a certain feature is not worth developing. This is called wise 

scope shrinkage. (Kahn 2005, p. 183) 

 

Cooper (2007) speaks about five success factors that a company needs to control 

in order to gain decreased development time. The five elements are: 1. Product 

development process 2. Project organization 3. Company’s product strategy 4. 

The internal culture and climate of developing and 5. The management 

commitment. Cooper looks at the challenges wide through all perspectives. The 

success factors are made more detailed in a table 1. which condensates all the 

necessary elements when target is faster product development 

 

Table 1. The five success factors or most important performance drivers of NPD-projects 

(Cooper 2007). 

The five success factors The detailed describition 

1. Process: The company’s new 

product development process 

and the specific activities within this 

process. 

 

Processes that promote a strong market 
orientation, undertaking the 
marketing tasks in a quality fashion, 
doing the predevelopment activities 
well, and having sharp, early 
product definition, enable positive 
outcomes. 

2. Organization: The way projects are 

organized. 
 

Investigations conclude that the use of 
a cross-functional team, interfaces 
between departments, and an 
empowered leader yield much better 
results than a functionally based 
organization. 

3. Strategy: The company’s new 

product strategy. 
 

Having an explicit new product 
strategy, which defines the role and 
goals of new product development in 
the overall strategy, specifies focused 
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product/market arenas, and formalizes 
the necessary organizational structures 
for implementation results in 
more positive performance. 

4. Culture: the company’s internal 

culture and climate for 

innovation. 

Facets of a positive climate include: 
encouraging intrapreneurship; 
providing support (rewards, risk, 
tolerance, autonomy, and acceptance of 
failures without punishment); fostering 
the submission of new product 
ideas; and providing free time and 
resources to undertake creative 
activities. 

5. Commitment: Senior management's 

involvement and commitment to new 

product development. 

Success factors here include: Senior 
management commitment to risk-
taking; Clear messages from senior 
management about the importance of 
NPD and availability of funds and 
resources for product development. 

 

3.2 Product platforms & product definition 

According to Trott (2008), the emphasis upon continuity in the development of 

capabilities is also consistent with the idea of an evolving product platform which 

is shared by a ‘Product family’. An Individual product may share for example 

same basic frame and other features. A functional product platform is central to 

the product development strategy. Sometimes entirely new platforms and new 

capabilities are required. Phased changes in the product or manufacturing 

technology, competitors offering and the way it is offered or change in the 

customers’ needs can demand either an incremental or a radical change to the 

product platform. The modern way of thinking about product platforms may have 

caused the fact that the search of commonality has gone too far at the expense of 

brand distinctiveness. The product platform operates across wide variety of 

models or brands with different strategies and significant price gaps between them 

as showed in the figure 12. (Trott 2008, p. 356)  
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Figure 12. A general example of a product platform structure (Modifed from 

Trott 2008,   p. 356) 

 

Even though the above mentioned is a generic model of a platform, it needs to be 

reminded that there are though many types of product platforms existing, like 

brand platforms. Brand platforms can be strategically important and they are 

widely used. Brands can serve as a launching pad for scores of products, all 

having in common the brand and any strategies applying the brand. Another 

common type of a platform is a category platform either for product, type, or 

customer. Most marketing of today is anyway done at category group levels. 

(Crawford et al. 2003) 

 

One of the major tasks of a product platform is to participate to support product 

launch, which basically means productizing and commercializing it. Productizing 

is making product definition in such package that it is easy for customer to 

understand and make a decision to purchase it. Productizing in short means to 

design a process where the tasks and activities in the process are defined and also 

a certain outcome has been set for the product. The goal is to produce the 
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maximum added value for the customer out of the product that has been 

developed. The productizing process needs to be in line with the company’s 

targets and vision. (Simula et al. 2009, p. 21) 

 

Simula (2009) continues that besides the customer added-value creation there is 

another clear target behind productizing: Saving costs. That can be achieved by 

streamlining and aligning the operations of the company. When the product’s 

scope and the interfaces with inner and outer shareholder have been planned 

carefully, the odds of the costs getting out of control are minimal. Cooper (2007) 

confirms that a failure to define the product can cause serious delays in the 

development cycle of the product. Failure can be a failure in the target markets, 

defining the concept, targeting benefits and positioning or a lack in product 

requirements, features or specifications (Cooper 2007). 

 

Kahn (2005) confirms that it is extremely difficult to manage development project 

if the definition of the project constantly changes. If the project begins as a simple 

customer project targeted to multiple users and ends up being a new platform for 

product families or projects, then something has gone wrong. There is a need to 

observe budgets and set clear unchanging targets and stick to them to avoid costly 

mistakes. (Kahn 2005, p. 11) 

 

When the productizing has been done correctly the cycle time and attrition rate- 

can stay in its target time. (Cooper 1998, p. 22) Other benefits from productizing 

can be the following: It makes easy to define tasks and optimize them; Supports 

management as the long-range planning are better enabled via transparency; 

Develops the expertise as taking the routine work off leaves more space for other 

tasks; Strengthens learning among individuals; Enables diversity in pricing 

possibilities; Creates new opportunities for sales and marketing; Improves the 

company image and eases the front line sales efforts; The widened offering 

improves the competitive position in the market and it makes it easier to keep the 

customers satisfaction level high by offering throughout considered product 

concepts. (Simula et al. p. 21)  
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3.3 Time-to-market definitions in development 

Development speed, or time-to-market, is the time period between the first instant 

that someone could have started working on the new product development and the 

instant the final product is available for the first customer. The approach to rapid 

product development by management is often unrealistic by being distorted or 

having unclear objectives. There are many pitfalls in the search of development 

speed. (Magrab et al. 2010, p. 22, Kahn 2005, p. 173)  Cooper (1998) handles 

time-to-market with the term of development speed by stating that in the new 

product development and market battlefield speed is the new powerful weapon to 

the fierce competition. Speed is important, but not at the expense of managing the 

project properly. He lists three major payoffs to speeding a product up to the 

market: 

 

• Speed gives competitive advantage: Key element in beating competitors 
can often be found in responding customers needs and changing markets 
faster than competition 

 

• Speed enables higher profitability:  The revenue from the sales is realized 
earlier 

 

• Speed means fewer surprises: Agility in the markets mean better meeting 
with customer expectations 
 
(Cooper 1998, p. 4) 

 

 
Faster development is not always desirable. Faster speed has its price that might 

have to be paid by higher product cost, higher risk, greater development expense, 

a reduced product features, staff burnout, training or organizational changes. If 

there were no impediment, the techniques to fasten the development would 

already be in use. The classic trade-offs for faster cycle-time are the higher 

product cost, greater development expense and reduced product performance 

(Kahn 2005, p. 174) 
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Smith and Reinertsen (1991) suggest a model of six arrows for the most common 

time-to-market trade-offs. The trade-off partners in their suggestion are: 

Development speed, product cost, product features and performance and 

development program expense which are described in the figure 13. The 

multiplier between the arrows and the partners equals the amount of trade-offs 

that can happen. The most common trade-off is between cycle-time and 

development expense (Kahn 2005, p. 173). It is always not that simple even with 

the classic tradeoffs: For instance development expense and speed can be gained 

simultaneously however in this case the bill comes in some other way, such as 

through process or organizational changes or training. The conclusion is that 

faster development is always not saving money. The positive side is that anyway a 

company needs to be the best almost in all of the main competencies, so if a 

company can develop a product quickly, it is most likely to develop it superior in 

also the other ways if it wants. (Kahn 2005, p. 174) 
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Figure 13. New product development trade-offs in reducing time-to-market 

(Smith and Reinertsen 1991, page 22). 

3.4 How to speed up the time-to-market in development 

According to Magrab et al. (2010, p. 22) the time-to-market is the shorter the 

more standardization, earlier designs and computerization have helped to speed up 

the realization process. Speed is an as an important factor in the new product 

development and below there is a list of five sensible ways on reducing time-to-

market and improving the certainty to be competitive:  

 

• Through pre-study- Make the project scope clear already in the beginning. 

 

• Organize a multifunctional team with empowerment- Unluckily the typical 

project sometimes resembles a competition with each department trying 

their job quickly and then handling it off to the next runner. 

 

• Parallel processing- All shareholders like marketing, R&D, engineering 

and manufacturing should be working parallel so all tasks would be 

undertaken concurrently rather than sequentially. 

Development
speed

Product cost

Development
program
expense

Product features
and 

performance
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• Avoid iteration in tasks- Try to avoid vain iteration in between the tasks. 

 

• Prioritize and focus- Use resources where they are mostly needed. This 

might mean for example ending some other more meaningless projects at 

earlier gates, but the more important get done faster. 

(Cooper 1993, p. 92-93)  

 

Clear targets will align the techniques and approaches and help to lead the specific 

organization into a right direction and reduce the time-to-market. According to 

Smith and Reinertsen (1991), the point to start is by making sure that everyone 

involved knows why faster product development is important. The targets need to 

be made clear and the linkage between speed and profit needs to be pointed out. 

Otherwise the cycle time will not be treated as a serious issue. In the best case the 

whole organization can be mobilized to work for the goal. Top management must 

be truly committed to faster development or lower level managers lose their 

power.  Faster cycle time must be a higher priority and all stakeholders have to 

know it. (Smith et al. 1991, p. 33) 

 

Speed in development may bring a longer sales life for a product, return higher 

average margins and lock in early customers- All due to favorable sales early in 

the product's life. You need to know which of these factors are the most important 

for your specific situation, lock the targets and commit. Transparency and 

informing on the project scope and targets need to be carefully planned. An 

alarming situation is when the practices used by different people deviate from the 

original product strategy planned. Persistency should be used to support the 

required changes. People are keen on looking for a chance to return to 

comfortable old practices if there is no powerful denying that it is not an option. 

(Smith et al. 1991, p. 34) 
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4 TEAMS AND PROJECT MANAGEMENT 

These days an increasing range of complex products and projects are designed and 

built with lead time measured rather in months than in years, and with an 

increasing ‘stretch’ in terms of features and functionality. Complex service 

packages are designed and delivered in highly customized fashion and configured 

and reconfigured to suit the constantly changing needs of a wide range of users. 

All this puts a premium to such a team working, where the principle is that 

innovation is primarily combining different perspectives in solving problems. 

(Tidd et. al. 2009, p. 123) 

 

 A team means a combination of individuals who came together or who have been 

brought together for a common purpose or a goal in their organization. It is not 

limited to any organization as of speaking. A team is a group that must collaborate 

in their professional work in some company or some assignment and share 

accountability or responsibility in obtaining results. A team may work globally in 

different locations but they share a common vision and targets. (Tidd et. al. 2009, 

p. 125) The team should include –besides the appropriate engineering like 

mechanical-, electrical-, material-, manufacturing- and production engineers– 

persons from the following areas: Industrial design, finance to estimate and 

calculate the costs, sales & marketing to represent the customer needs and desires 

and service to ensure the interchangeability and reparability of components and 

systems. Magrab, Gupta, McCluskey and Sanborn (2010, p. 19-21) 

 

The use of teams within organizations has existed for a long time. Teams of five 

to fifteen individuals within organizations have been used for many years, 

especially in large projects. A recent development has been having a team of 

individuals from different functions and different knowledge-base. New product 

projects are usually comprised of staff from several different functions that 

operate on a ‘part-time’ basis. Membership of a project may be only one of the 

tasks an individual has. In larger organizations there may be resources to involve 

individuals only to be concerned of one project at a time. Besides having the team 
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approach, the projects themselves have to be well planned, managed and 

controlled. The setting of achievable targets and realistic objectives helps ensure a 

successful project. In addition, ensuring that the resources are available at 

appropriate time is critical to project management. (Trott 2008, p. 534, 537) 

4.1 Building an effective project team 

One of the key challenges facing the organization of new product and process 

development is that most organizations have not evolved or designed to do the 

new product development, and are structured for a different purpose, usually to 

serve an operational need. In most organizations new product or service 

development is rather unusual or infrequent requirement: The first decision is to 

figure out the type of a team to put together to execute the project. Essentially the 

choice is between functional teams, cross-functional teams or some form of a 

matrix between these two. For example a team might be within a single function 

or department such as research, design or marketing. Alternatively the cross-

functional team would include members from many (but not all) functional 

groups. In a matrix organization a dedicated team is not formed, its members 

remain in their functional or departmental groups, but are designated to a project 

group. Four main types or team structures are suggested: 

 

1. Functional structure- A traditional hierarchical structure where 

communication is handled by functional managers according to standard 

and codified procedures 

 

2. Lightweight product manager structure- A traditional hierarchical 

structure, but a project manager provides coordinating structure to the 

inter-functional work 

 

3. Heavyweight product manager structure- Essentially a matrix structure 

led by the manager or a project manager with extensive influence over the 

functional personnel involved. Also involved in strategic directions of the 
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contributing areas critical to the project. This structure carries considerable 

organizational authority. 

 

4. Project execution teams- A full time project team where functional staff 

leave their daily areas of work to work under the project leader. 

 

(Tidd. et al. 2009 p.387-388) 

 

According to Cooper (2006a), an effective cross-functional team is the most 

effective way to reduce the development time and get the products promptly on 

the markets. He continues that effective cross-functional teams bring together 

critical teams from different parts of the organizations, each with an equal 

responsibility in committing the project. They remain in the project from start to 

finish. Team accountability is also critical for the team to be effective. A carefully 

selected champion who leads the team is one of the key elements. Later on Cooper 

(2007) adds that not only the cross-functional teams themselves are the key, but 

the quality of the teams makes all the difference to the new product performance 

and cycle time. 

4.2 Effective teams targets and tasks 

The newest studies are full on with the idea of an especially effective project 

team, like Magrab et al. (2010) suggest that an innovative product and process 

design and development team should be multidisciplinary, collaborative, flexible 

and responsive. The goals of the product development team are: 

 

• High customer satisfaction 

• Minimum product cost with high profitability 

• Low product development cost 

• Earlier supplier involvement 

• Equaled or surpassed benchmarks 

• Shorter time-to-market 
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• High factory throughput with minimum work-in-progress 

• Minimum space, handling and inventory of raw materials and finished 

goods 

• Increased utilization of automation 

• Fuller utilization of existing equipment 

• Elimination engineering changes and redesign of products 

• Broadened product portfolio 

 

The members of the development team should agree on common vocabulary, 

common purpose and agree on priorities for the team and its individuals. The 

members of the team should be able to communicate, exchange information and to 

create a shared understanding of all issues. Contribution, commitment and strong 

management and leadership are also key issues in enabling successful product 

development project. Each member of the team should be involved as individual 

decision makers. (Magrab et al. 2010, p. 21-22) 

 

Tidd et al. (2009) consider high performing teams as either project teams, cross-

functional or inter-organizational problem-solving groups and work groups where 

the focus is on incremental adaptive innovation. Good results in team working 

performance rarely happen by accident but from a combination of selection and 

investment in team building, allied to clear guidance on their roles and tasks and a 

concentration on managing group processes as well as task aspects. A variety of 

studies has been carried out with the conclusion that an effective team building is 

a critical determinant of project success. One of the reasons that teams are so 

essential within the organizations is the growing complexity of tasks. Increasingly 

complex tasks frequently surpass the cognitive capabilities of an individual and 

necessitate a team approach. Key elements of high-performance team working 

include: 

 

•  Clearly defined tasks and objects 

• Effective team leadership 

• Good balance of team roles that match to individual behavioral style 
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• Effective conflict resolution mechanisms within the group 

• Continuing liaison with external organization 

• Measuring the performance of a team as a team, not loose collection of 

individuals 

(Tidd et al. 2009, p.123-125, 128) 

4.3 Risks in project management and surveillance by tools 

Smith & al. (1991) contributes that the more people are involved in decision-

making of a development process, the more slowly decisions get made. For this 

reason, to fasten development, the development team must first be given what 

they need to function autonomously and then cut loose from all those in the 

organization who do not have a clear stake in the project's outcome. Such a clear 

planning removes many of the external reasons for not keeping to schedule, 

placing responsibility for meeting the deadline solely on the team's shoulders. The 

team can be responsible only to the degree that it is granted the freedom to 

progress without constant outside redirection. (Smith et al. 1991. p. 49) 

 

Teams should also have the ability to move quickly from co-location to another. 

Teams can also work virtually most of the time, by co-locating only for example 

in the beginning, middle and at the end of project. Distance can be used as an 

advantage instead of a challenge (Kahn 2005, p. 181-183) 

 

The project management is courage to speed up the product development, but 

Kahn (2005) agrees that the project manager must have authority to take action. In 

some cases the project manager is more of a clerk who knows exactly which 

activities are on the critical path but has no power to change them. This makes the 

project manager frustrated and provides the organization little with little time-to-

market benefit. Managing an accelerated project is about people skills and 

empowerment as much as it is about the tools of scheduling or work breakdown 

structure. 
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Project management provides effective tools for estimating and planning project 

schedules, but some marketing-driven organizations ignore these and dictate 

unrealistic schedules based on market pressures. This leads to disbelief, chaos, 

and weakened motivation at the working level. In order for project management to 

be useful, the tools must be trusted. What it comes to software, it should be 

employed, but one must not become subservient to it. Some things just cannot be 

planned too far into the future or sub dived too specifically. There is a risk to dive 

into the computing reports more than to actually work with the individuals. The 

last risk lies in scheduling the project. A timeline should be established and not 

altered afterwards. The temptation to build the timeline again is great if the project 

is re-planned, but then the risk might be that more slipping occurs as the past has 

been forgotten. (Kahn 2005, p.180-181) 
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5 COMPANY INTRODUCTION 

Konecranes is a world leading manufacturer of lifting equipment, having 

customers in manufacturing and process industries, shipyards and ports with 

productivity enhancing lifting solutions and services. Konecranes is a market 

leader in industrial cranes and crane services. In 2009 Konecranes had annual 

sales of EUR 1,671 million and about 9800 employees. Konecranes has 

production facilities in 12 countries including all main continents Europe, United 

States and China, sales and service locations in 43 countries and its headquarters 

is located in Hyvinkää, Finland. The organization consists of two main business 

areas: Equipment and Service (Konecranes annual report 2009, p. 2, 24) 

 

The corporation has a wide history in growing by acquisitions. In 2009 it acquired 

ten companies along the way entering a new business segment by purchasing two 

manipulator manufacturers in Europe. The whole Konecranes corporation product 

offering include the following products: Industrial cranes, process cranes, nuclear 

cranes, ship-to-shore cranes, goliath shipyard cranes, yard cranes, light lifting 

systems, stattle carriers, load manipulators, forklift trucks, reach stackers, machine 

tool service and global service and modernization. (Konecranes annual report 

2009, p. 4, 29) 

 

Due to the strong history of past acquisitions Konecranes is constantly 

harmonizing its ways to operate. Acquisitions carry an eco on the company’s 

brand strategy which is based on the corporate and master brand, Konecranes, 

complemented with freestanding power brands. Products of Konecranes brand are 

sold directly to end users, while power-branded products are sold to independent 

crane builders to maximize the efficiency of equipment supply chain and to 

support growth with a local alternative to our competitors. 

The power brands include R&M Materials Handling, SWF Krantechnik, Stahl 

CraneSystems, Verlinde and SANMA. (Konecranes annual report 2009, p.29, K 

onecranes website)  
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Konecranes is a global company with a wide product portfolio and a commitment 

to all product lifecycle activities from early research and development to 

maintenance and replacement. oneKONECRANES, 1KC, is a business process 

harmonization project, which targets are to identify the company’s internal best 

practices in managing business, benchmarking them against external innovations 

and developing leading edge business processes which can be supported with 

globally competitive IT-tools. 1KC:s three core development areas are improved 

operational efficiency, better customer relationship management and transparent 

data for management decision making. These support the future growth and 

competitiveness and enable better utilization of the knowledge and experience 

inside the community in full efficiency. (Konecranes website) 

 

1KC has developed new business process architecture to the company. Each 

process has a nominated business owner and a dedicated project leader, creating 

eight process streams: Product-, sales-, delivery-, finance-, manufacturing-, 

procurement- people- and engineering stream. The complete stream structure is 

illustrated in the figure 14. This thesis mainly concentrates into making 

suggestions on how to implement the product stream called the product process P2 

into operative management and daily operations. Product process P2 is one of the 

core processes which fights against gravity in the architecture with sustainable and 

competitive product portfolio provided by innovative research process and 

clarified development- and platform processes. (Konecranes website) 
 

  

Figure 14. 1KC main process streams. (1KC) 
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The 1KC project started in 2008 by distinguishing the AS IS-processes (The 

processes as they are) in multiple workshops around the globe. Numerous 

meetings, interviews and working groups were arranged with different stakeholder 

groups to collect and model the existing processes and turn them into TO BE-

process streams (How the processes should be). In the beginning the five active 

turned into more than 50 people working daily with the project. The massive 

global training of the 1KC processes started in March 2010. For example the 

product process P2 was trained to its stakeholders in August 2010 in a period of 

three days. The target of the trainings is to make a handover of the processes to 

each stakeholder to start implementing them into practice in their daily work. 

(Konecranes website, 1KC Training) 

5.1 Product architecture and product platforms 

The product architecture of the company is divided according to the company’s 

business areas: Equipment solutions and service solutions. Product architecture is 

classified into four different levels: Part, Module, Component and Product 

(PMCP). Part level includes commercial parts; Modules are manufactured and 

assembled from parts; Components are assembled out of modules and the highest 

level, Product, includes readymade solutions which are delivered straight to 

customer. (1KC) The product architecture is described in the figure 15. 
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Figure 15. Product architecture by business areas and levels (1KC) 

 

The different equipment platforms are the organizations that are responsible of 

different technical solutions and the PMCP structure of the company. The 

platforms are divided according to the same structure as the product architecture 

and are in the figure 16. For example the EP-H, Heavy duty cranes equipment 

platform, delivers complete solutions to the end customer, including all crane 

components and the steel structure for a crane. The Product platforms can also 

deliver only crane components to independent crane builders who then deliver the 

complete crane to the end customer. This is the technology differentiation 

between the Konecranes- brand (Complete cranes) and the powered brands (Only 

crane components). (1KC, interviews) 
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Figure 16. The different equipment platforms by PMCP structure (1KC) 

5.2 Definition of Equipment Platform as a team 

Equipment platforms can also be understood as a team, which works together and 

is responsible of the PMCP structure. The Equipment Platform as a team is not an 

organization and it is not limited to one site or a location in the world. Equipment 

Platform is responsible on technical and partly also business related product issues 

and its members can act in several process roles. 
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Figure 17. Equipment platform team with its shareholders (1KC) 

 

The responsibilities of the platform team include performing the handover phase 

with the development team in case of new product development. After the 

handover phase the equipment platform team, EPT, is responsible of supporting 

the product ramp-up before it goes into production. EPT‘s responsibilities consist 

out of change management, maintenance, variant management including generic 

documentation and Bill of Materials, BOM, and the product configuration in the 

product data management system, PDM. It is responsible of the product’s 

lifecycle analysis towards the portfolio management and preparing and executing 

ramp down decisions of the products.  See the platform team and its shareholders 

in the figure 17. (1KC) 

 

Besides the post-ramp down team, which is generally called service, and the 

development team, which is generally called as R&D, its shareholders include the 

sales, delivery, manufacturing and procurement. The interaction between the sales 

is the following: The sales provides the EPT market information such as market 

price level, positioning of the products in the markets, competitor analyses and a 

product launching plan. The EPT supports back the sales release by participating 

in planning of the product launch and organizing the process internally to finalize 
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the design and the process before the launching date. Manufacturing and 

procurement share a responsibility with EPT in optimizing the costs and the 

quality of the PMCP’s. Manufacturing, procurement and delivery, often called 

also the supply chain, are supported with technical issues by EPT in case needed. 

(1KC, interviews)  
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6 CURRENT SITUATION AND ANALYSIS OF PLATFORM 

SUPPORT IN NEW PRODUCT LAUNCHES 

The original trigger to make this study came out of the fact, that the time-to-

market of the new product development -And specifically the time in the 

platform- is not indicated at the moment and something might be done to study 

and reduce it. EP-H platform is an example out of the platforms that are included 

in the complete Equipment Platform Team which covers for all the platforms 

globally. See the figure 18. for the whole organization with the platforms. 

 

 

Figure 18. The organization with Equipment and Service business areas 

Equipment including detailed Platform structure (Konecranes website, 1KC) 
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The product launching supporting phase between the R&D and the launching is 

very critical and might build up as a bottleneck, if the process is unclear and the 

tasks and responsibilities and resources are not streamlined. The company’s brand 

strategy also gives another challenge to the launching period, as some of the 

single platforms have been purely platforms for one brand and some have been for 

all brands. Some of the platforms have been previously using solely one brand 

strategy but are now up for a challenge to change their operations to full support 

for all brands. The transformation from one branded platform to multibranded 

platform is done with the support of another multibranded platform by 

benchmarking its best practices. The major effort after the brand and process 

benchmarking between the different equipment platforms is to harmonize the 

processes with 1KC and to implement the planned process and strategy into 

action.  

6.1 Supporting product launch in the context of product lifecycle 

The larger concept can be represented in the frames of the product’s life-cycle. In 

the traditional product life-cycle figure there are four areas: Introduction, growth, 

maturity and decline. In this case when there’s a need to research the development 

before launching from the aspect of the platform, there is a need to add two more 

areas in the front of the product life-cycle: Business case and development. In the 

company, there are many inside shareholders that are involved in the product 

development activities during the life-cycle. Besides the platform, there are 

marketing & sales, R&D and the supply chain including production. The figure 19 

visualizes the positions of the different departments and the duration of time they 

spend on the specific tasks during the product lifecycle axis. There are challenges 

what it comes to the interfaces and the tasks of handing over the development 

over to the next shareholder. These are better described in the next chapter. 
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Figure 19. Product launch support operations happen right before the actual 

launch to markets.  

6.2 Product development process and the shareholders  

Already before the 1KC process development, there were certain ways of 

processing the support for new product launching. There have been several 

attempts to create one best practice document or a process model that employees 

would be committed to, but as far as now any of these detailed processes or tools 

are not widely or exclusively used. The existing models are analyzed as many of 

them can be used parallel with the new processes as detailed guidelines.  

 

The current product development process that is in use is based on the traditional 

stage-gate model and is described in the figure 20. First there is an idea screen and 

research stage, then the building of a business case. The Business owner should be 

the one who is strongly following the new product that he/she owns already in the 

very beginning of the idea screening. In practice the strong business owner is not 

always present or there is none. From these ingredients an assignment book 

including the presentation of the idea and a rough implementation plan and in 
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addition budget is handed over the company’s Technology Board. The assignment 

book which means the business case is conducted together with a technology 

advisory team that includes normally product development and technology 

platform people. The technology board either accepts or turns down the idea. If it 

gets accepted, the assignment book and all the files are generally stored in a web-

based storage called Team Room and the project can begin. During the project 

there are some gates, but the gate meetings are not clearly planned and executed. 

It means that the tasks move on despite the gate-meetings, even though something 

at that stage would have not been finished. (Interviews) 

 

 

Figure 20. The current process of product development before 1KC 

implementation (Interviews)  

 

At the moment the process and ways of working are unclear. The inside 

stakeholders, see figure 21, do not necessary know the process flow clearly and 

their tasks and roles are not clear. The customer requirements and the business 

owner’s roles are somewhere in the background or not existing. There might not 

be any previous cases or instructions which to rely on in a case of developing a 

new product. The overall implementation of developing new products has been 

towards the technology push and engineering oriented product development 

process. This was one of the starting points when 1KC project was created. The 

next challenge is to modify the organizations according the 1KC processes and 
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they should really be implemented in operative level in order to exploit them in 

full efficiency. 

 

 

Figure 21. The inner shareholders involved in the product development projects. 

6.3 Existing process models in supporting new product launch 

One of the platforms has been using a detailed process model to support new 

product launching. This model serves more as an action list, than as a generic 

model that could be used in all equipment platforms. It is emphasized towards that 

platform’s standardized products and the perspective of the model is quite 

subjective. This strength of this model is that it is very detailed and it consists out 

of many tasks that are needed in the platform specific research in this study.  The 

model is presented in the figure 22. 
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Figure 22. The tool on supporting product launching with its rough gates and 

tasks. (Interviews) 

 

The marketing management also have an own tool, an excel checklist, which 

covers most of the topics needed to be checked in the beginning and during the 

development until the release and launch of the product. This excel tool has been 

in test use for a few projects as of now. Its strengths include a view of markets, for 

example it helps to realize the country specific requirements, like different 

voltages needed in Europe and U.S.A. Its stress is heavily on the marketing and 

sales point of view.  

 

Other ideas that came up during the interviews were mainly focusing on adding 

strict gates and gate meetings to product development processes. This idea was 

justified by saying it would make the model actually work and the people to 

realize their involvement and tasks in the project. On the other hand the strict 

gates and gate meetings were seen as burden in the aspect of progressing parallel 

in other tasks in the project. When interviewing shareholders in the R&D, 

marketing and sales another strong idea suggested was to add a reference group to 
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be a part of the product process from idea to solution. The reference group would 

be working besides the steering group, the product manager and the project team 

and would consist out of different stakeholders like customers, marketing and 

sales representatives. This idea gathered also opposite opinions that were based on 

experience in near past. It had been tried in a product data mastering project, but it 

was not a success. The project manager had tried to engage the reference group, 

they preferred to leave the development job to the project team and did not 

comment or advise as was expected. (Interviews) The reason behind this behavior 

might have been the lack of knowledge and the lack of clear understanding of the 

reference group and its role in new product development.  

6.4 1KC’s view on product development and platform equipment- The 

product process P²  

The new product development process is called from idea to solution, the product 

process P². It is one of the eight main streams suggested by the project. The 

product process is shown figure 23. It has been created to read in a form of an 

axis. On the horizontal axis the general processes are described from left to right 

in following order: Manage Innovation, manage patents, manage approvals, 

manage portfolio, manage standardization, manage technical features and manage 

quality requirements. The horizontal axis also shows direction to the general 

overall workflows. On the vertical axis the blue process, the product lifecycle, is 

described from top to bottom as following: Research, development equipment, 

platform equipment and development/platform service. The product process in 

general includes both business areas: Equipment and Service functions. 

 

Figure 23. The Product process P² (1KC training) 
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The blue process refers to innovation related issues. The Blue-process functions 

are divided into different scenarios and the different equipment scenarios have 

their own gate marks. For example the equipment development projects gates are 

marked with numbers from zero to six including dsa-Design solution accepted and 

dsp- Design solution proven gates. 

 

The product process main map is created to better understand the detailed process 

lay-outs that include all the detailed events, functions and people involved in the 

process. The material in all includes these detailed event-driven process chains, 

EPCs for all main streams. The main structure and all processes inside the 

complete blue process are confidential. For example in equipment platform related 

trainings that realized in august 2010 approximately one hundred pages of EPC- 

diagrams and Value chain driven process diagrams were introduced.  
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7 CHALLENGES IN THE PRODUCT LAUNCH SUPPORT 

OPERATIONS 

The most often mentioned challenge and the background challenge for this study 

is to engage technology and marketing management more efficiently together. 

This challenge has been active in many firms in Finland this decade. What it 

means is that the products are developed carefully and detailed to perfect in the 

aspect of technology, but most of the times the marketing view is almost all 

forgotten after the business case has been prepared and the product developing 

and engineering work starts. The consequence is that the cost structure rises 

higher than the optimum one. The prices nowadays should set on market price 

level and not use the old dated cost plus –pricing. 

 

On the other words this can be called the product push. Konecranes is also one of 

the companies where the history derives from deep-rooted engineering centric 

thinking. In order to get competitive, the high-technology firms have started to 

play the marketing game. The profit center thinking must turn into the cost center 

thinking in all levels result making levels and units. What matters in the end is the 

whole corporate profit. This means that the winner in the markets is the one who 

can offer the thing customers want with the price they want to pay for it. This 

creates a natural market pull and the product is set with more chances to succeed.  

 

What can clearly be seen based on the analysis and interviews of this company is 

that it is slowly turning its organization to serve the market pull strategy. In that 

sense the machinery industry is not as volatile, because the lifecycle time of its 

products is more likely to be five to ten times more than compared to for example 

the mobile phone business, but the change is inevitable in order to survive.  

 

The suggestions on how to tackle this issue in between this thesis results, is the 

fact that the T- and M-management need to go parallel paths in all levels and 

along the whole process of product development. The equipment platform team 

needs to make sure that the customer and their needs are in the background of 
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every product that is productized and supported for a handover to the production. 

This creates the suggestion on adding a strong product manager for each product, 

who has the passion of taking the product he owns through and being part of the 

products development in each stage of the product lifecycle. This kind of a 

product manager in the sense of great business drive in most of the equipment 

platforms does not exist. The current structure of the platforms does not support 

the business related issues as much as it could.   

7.1 Innovation workshop: Challenges in product launches 

The practical pre-study of the thesis started with an innovation workshop 

Challenges in product launches. The workshop tried to gather all the necessary 

information in the overall corporate policies in new product development and 

supporting product launch in the equipment platform. The workshop was executed 

before the 1KC model trainings, so some of the challenges were solved via 1KC 

suggestions, but most of the still need more detailed solutions. The innovation 

workshops results were later on taken to a smaller working group for later 

problem solving. 

 

The main challenges out of the voting rounds were voted as following: 

Resourcing issues, business case incompleteness, responsibilities and roles 

unclear and finishing projects. Gaps in the project plan and communication 

between departments did not get any votes. The first voting round results- The 

main challenges- out of the double-team method are presented in the figure 24. 
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Figure 24. The voting results of the double-team brainstorming (Out of 100%). 

 

The second voting of the innovation workshop came up with concrete solutions to 

the challenges that were seen the most important. The following chapters 8.1- 8.4 

will introduce the solutions suggestions for the main four challenges. Some of 

these challenges were selected as a closer processing and the outcomes of these 

analysis will be explained in the chapter 9. 

7.1.1 Resourcing issues 

The resources and the lack of them were seen as the biggest challenge in 

supporting new product launches. When there are not any big projects concerning 

new product launches, the platform resources are often tied up in current product 

updates and facelift projects, change management and technical supporting related 

issues. This is due to the fact that the product launches in this type of industry 

might be big projects for example one product development project per year. 

When it comes a time for a new supporting project for a new product, it means 

also a big engagement of platform resources at the point when R&D hands the 

responsibility over to equipment platform. If the placing of the resources is not 

planned carefully it normally ends up the key people having an exceeded 

workload. This leads up to the usage of contemporary resources and then the 
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introduction to the projects might be from thin to nothing. Also in these situation 

the clear organization structure is often missing. 

 

The suggested actions to develop product launch supporting resources were voted 

among the following options: Define the correct place for additional resources; 

Outsource more areas of competence and manage & budget resources better. The 

voting results are seen in the figure 25. 

 

Figure 25. The voting results of 2nd round. The most important suggestions to 

resourcing challenges. 

 

To solve the challenges in resourcing, the support organization for product 

launching projects in platform needs to be clarified and the basic resources need to 

be clear. Then there is the possibility to know if additional resources are needed 

and where to direct them. In addition some resources could be outsourced from 

own design centers abroad or an outside supplier, like application design or other 

related support functions.  

7.1.2 Incomplete business case 

A business case and an assignment book based on real market needs should exist 

prior to the development of a new product. The business case is generally done in 
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the fuzzy front end before the development. This might lead up to the situation 

where the actual business case is not well known amongst the platform and the 

supply chain. The action ideas to improve the transparency of the business case 

were: Defining the content of the pre-study, minimizing the schedule pressure 

over the business case and using the customers as a reference group when 

developing new products. The voting results that are shown in the figure 26.  

 

 

Figure 26. The voting results of 2nd round for business case incompleteness 

related solutions. 

 

The results show that the most important thing would have been the defining the 

content of the pre-study. The challenge concerning the content and the pre-study 

definition changed remarkably after the August trainings of 1KC for equipment 

platform. The content of the business case, newly named the Assignment Book, 

was described in a very detailed level the EPC-diagrams of 1KC. Because of that, 

this challenge has been limited out of the further analysis of this thesis. Based on 

the other voting results, the schedule related things were not equally as important 

and neither was the usage of the customers used as a reference group.  

 

The reference group issue seems relevant, but the reason for the voting result 

might be that the customer’s voice is expected to come along from the brand 
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product managers. However they are not expected to be involved in the 

developing process itself. Based on other interviews there is always some kind of 

a reference group, meaning the distribution channel representatives, but their role, 

tasks and responsibilities vary depending on the product. 

7.1.3 Unclear responsibilities, roles and tasks 

The suggestions for how to solve the challenges in unclear responsibilities and 

roles during the products lifecycle are presented in the figure 27. They are the 

following: Defining a strong business owner, clarifying tasks and roles and 

defining suitable hats for one role. The cost and profit center thinking challenge 

also comes up in this context, because it is tightly related to the roles and the 

teams that each role is working for.  

 

 

 

Figure 27. The voting results of 2nd round for solving responsibility and role 

related challenges. 

 

The platform has certain tasks what it comes to developing and supporting 

launching of new products. The tasks have never been clearly listed and they are 
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other shareholders like marketing, R&D and production have somewhat been 

unclear. For example the handover policies are not always understood similarly. 

In the worst case there might be no one actually up to date of the whole complete 

situation. 

 

1KC made a suggestion about tasks and responsibilities by detailed EPC-process 

diagrams explaining on how the handovers between interfaces should work and 

which documents are under responsibility of which shareholder.  The process 

diagrams are the starting point and implementation of them is still missing. As the 

organization is not clear the in the worst cases people are selected to lead or 

participate a project in a responsible role, but in reality the project is only the 

second or third priority for them besides their main work. Members of the project 

team might have many other tasks that they simply do not have time to participate 

into the supporting the launch project with the same amount of time as the other 

team members. This leads up the lack of core know-how and unbalanced 

workload.  

 

Defining a strong business owner for all products is one of the main roles. At the 

moment the 1KC suggestion of the role of a business owner is basically the same 

than the suggested role of a product manager in the equipment platform. 1KC 

suggestion for product managers responsibilities are the following: Product 

manager is responsible to gather, monitor and analyze the product related Key 

Performance Indicator’s, KPI’s, continuously and suggest activities based on 

analysis. The product manager is also responsible of gathering business 

requirements and turning them into technical requirements. The current 

organization structure in the platform does not support this. In the example 

platform, EP-H, there is actually no product manager besides the manager of the 

team.  The product owner is physically working for a different organization, the 

marketing organization.  

 

One related challenge is that often the schedules for these projects are quite 

summit and planned in quarter yearly. The follow up of the projects is not 
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scheduled at all; they are done simultaneously with all other tasks. The tasks are 

hard to prioritize as the master plan of the supporting product launching is 

missing. The poor scheduling, organizing and exploiting already busy employees 

leads to increased time-to-market for the product. Project members are not aware 

of their roles and tasks and which deadlines are expected from them.  

7.1.4 Finishing projects  

Projects need to be finished efficiently. If the projects tend to exceed the time 

frame, it has serious effect for the whole process after. In the worst case this leads 

up to the extended delivery time for customer and a huge struggle to the 

organization to finish the project. In the current process the equipment platform 

often gets the product as only half finished in the handover from R&D. This 

means the time that is needed to ramp-up supporting activities like ERP, offering 

process, sales tools, branding issues and documenting. The time that should be 

spent to participating in the production ramp-up goes more likely in to finishing 

the design of the product in a very tight schedule. In another words, the 

productisation of the product is not done on time. 

  

The innovation workshop came up with four different solutions to the challenge: 

Using intensive sessions as a method to decrease the time-to-market, building a 

task force group that would be dedicated to the work only for the project 

supporting product launching, clarifying tasks and targets and defining a checklist 

for handover. See the results of the voting in the figure 28.  
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Figure 28. The voting results of 2nd round for the last phase of the product launch 

supporting projects  

 

The intensive sessions have proofed to be a good method of working fast in the 

past. That might be the reason that it won the voting clearly. This method needs to 

be planned more detailed and the tasks on which it can be used need to be 

clarified. For example the company uses a sales configurator for all products. The 

frontline sales units and brand sales use this configurator to generate offers for the 

standard products. The program can be installed in a laptop and so the offer with 

detailed measure drawings and technical information can be configured at the 

customer’s site. In case of a new product, an engineer in the equipment platform 

team transforms the product technical limitations and requirements into the 

program. For this task, an intensive working session is the best option. If using an 

intensive session, there could be remarkable savings time.  

7.2 Categorizing all challenges  

How to improve the challenges that the study has discussed so far? In the worst 

cases all these challenges together lead up to the project failing to meets its targets 

within its schedule, markets do not really exist for the product that is finally 

offered or the customers turn to competitors, if for example the pricing or the 

technological solution of the product are not competitive.  
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When executing the pre-study, it became clear that not all the challenges can be 

taken under more detailed research.  The ten most important challenges are 

selected for further suggestions. All the ten challenges are Product Launch 

Support, PLS- related. To make it even more clear, the ten challenges are divided 

into four sub categories: General challenges, Process challenges, Project 

Resources challenges and Project Management related challenges. The large 

amount of the challenges can be justified by the fact that as the study is a first 

study done for this subject; it needs to handle quite wide scope of issues before 

the more detailed study and development is possible. The table 2 presents these 

most important challenges and sub categories related to product launch support 

operations.  

  



 

 
Table 2. The catego

Challenge 
Size 

Challenge 
Level 

 

 
 

Strategic

   

   

 

Operative

   

   

 

Operative

   

 

Operative

   

 

The table will act as a guideline in the following

opportunities and 

introduced.  The strategic level challenges act as a frame and background, when 

almost all of the operative level challenges will get suggestions on improving 

implementing them on a more tangible

continue developing the suggestions further than what this 

extend. This naturally demands a wide engagement of the whole platform team 

and related shareholders.

 

 

ategorized challenges for launch support in a product

Challenge 
Level  

Challenge 
Category 

Challenges based on pre

Strategic General 
Product 
Launch 
Support 

Technology & Marketing-
go hand in hand 

Different brands are not considered as equal 
distribution channels in the process 

  The platform organizations creating the global 
team are not formed similarly

Operative Process  
Product 
Launch 
Support 

The current ways of working are not 
harmonized with the new process model

The handovers between shareholders inside 
the product process are not defined 

Tasks of the process are not 
enough 

Operative Project 
resources 
Product 
Launch 
Support 

Resources for projects supporting product 
launch are not defined 

Roles and role responsibilities are not defined

Operative Project 
management 
Product 
Launch 
Support 

Project management tools are not used in 
product launch support projects

Old case studies or lessons learned are not 
available 

will act as a guideline in the following chapter 9, where the developing 

opportunities and suggestions for these ten most important challenges are 

The strategic level challenges act as a frame and background, when 

almost all of the operative level challenges will get suggestions on improving 

ementing them on a more tangible level. The recommenda

continue developing the suggestions further than what this action research

extend. This naturally demands a wide engagement of the whole platform team 

and related shareholders.  
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support in a product platform. 

Challenges based on pre-study 

- management do not 

Different brands are not considered as equal 
distribution channels in the process  

The platform organizations creating the global 
formed similarly 

The current ways of working are not 
harmonized with the new process model 

The handovers between shareholders inside 
the product process are not defined  

Tasks of the process are not clarified detailed 

Resources for projects supporting product 

Roles and role responsibilities are not defined 

Project management tools are not used in 
product launch support projects 

Old case studies or lessons learned are not 

, where the developing 

most important challenges are 

The strategic level challenges act as a frame and background, when 

almost all of the operative level challenges will get suggestions on improving and 

The recommendable step is to 

action research can 

extend. This naturally demands a wide engagement of the whole platform team 
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8 OPPORTUNITIES TO STREAMLINE NEW PRODUCT 

LAUNCH SUPPORT OPERATIONS 

With carefully managed technology- and market-management strategy, 

transparent process, clear project resources and clear roles and tasks, the situation 

in the product launch supporting operations could be improved. Efficient IT tools 

and instructions and proper documentation will also help to achieve understanding 

in the process. In the following chapters the categorized challenges and their 

opportunities are analyzed. Some suggestions are made to a more tangible level 

than others, just due to the time frame of the activity analysis. Furthermore they 

all are equal challenges that should be kept in discussions when making future 

decisions and development actions. 

8.1 General challenges category: Opportunities for improving the wide 

frame behind platform operations 

The challenges in the General category are kept in the study as a combining 

umbrella category for the other categories. The level of the general challenges is 

more strategic than operative. In this category there are three individual 

challenges to be improved (See also the table 2):  

 

• Technology and Marketing management do not go parallel hand in hand 

•  Different brands are not considered as equal distribution channels in the 

process 

• The platform organizations which create the global platform team, are not 

formed similarly 

 

These three challenges are the key challenges, which should be considered when 

developing operations further. Due to their nature of being named general, the 

suggestions for them are also the most generic and unspecific. The first suggestion 

is presented for the battle between technology and marketing and their paths 

connected. This is a very simple idea but all in all it takes some efforts to 

implement it into action. The challenge is to manage the spectrum of individual 
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awareness in every single step, which creates the product launching process in the 

end. People have many different backgrounds varying from commercial and 

technical and in between. For managers the awareness of thinking wide in the 

sense of deciding on the business issues related to technical issues comes more 

natural. The target is to create the competitive advantage what is needed for the 

competition in global markets.  

 

Training and transparency are the key solutions to create more awareness on T- 

and M-management. The separate paths of technical- and marketing launch needs 

to be clear to people already in the beginning of very early stages of product 

development. The emphasis needs to be on the fact that each product has to have 

the strong product owner who is engaged to the technical development throughout 

the whole early life cycle of the product. A good beginning is already achieved by 

realizing that this is- In the first hand- even a challenge in the company. This way 

more attention is paid to it meanwhile the 1KC processes are taken into use for the 

next generation of new products to be developed and launched. 

 

What it comes to the second general challenge and its solution of different brands 

not being treated similarly, the solution to this is still seeking for its final form. In 

this kind of a large company, there are old organization structures that are rooted 

in deep. Sometimes a long time period is needed to be able to adapt and change 

the ways and structures internally. When thinking about the solution for the 

challenge the first natural solution that comes into mind is the top-down 

management where the managers advise the organization to start implementing 

for example additional brands into the organization. This basically creates a 

tension inside the organization, which has been used to its old habits. In a longer 

period of time the change will gradually happen, but it will not happen over night. 

This of course requires management full support and the engagement of the 

employees.  

 

This leads to the suggestion, which leans to the theory of internal knowledge 

transfer: The continual flow of tacit and explicit knowledge will grow and spread 
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through individuals towards group and towards the whole organization. By the 

developed skills of individuals it catches the groups and turns the ways of 

working into routines, which are easily adaptable in the organizations. Through 

this learning process the routines will eventually be grounded into the 

organization. However, the managing of change is always challenging and needs 

many efforts for example of the heavy and lightweight project managers, top 

management and the teams that work towards the harmonization. At this 

particular organization studied, the learning process is at the moment in the stage 

where the individuals start to realize it and turning it into skills, but it is still a 

long way into the fully accomplished organization with routine ways of working. 

 

The suggestion for the last challenge in the general category is to change the 

structure of the platforms to adjust the model of platform structure suggested by 

the 1KC program and the PMCP structure. The structure in figure 29 is presenting 

the modified part/module/component/product –structure. This model was done 

based on studies of different global platforms inside the company.  
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Figure 29. The suggestion as the new structure of the global platforms. 

 

As harmonizing all the units inside the same structure, the suggestion is to create 

some new platforms on the levels of Product and Module. All together there are 

17 new platforms that are suggested towards top management and the 1KC 

program leaders at the last quartile of 2010. Furthermore, this structure of the 

platforms is constantly under development thanks to the large amount of changes 

to it every year. Changes might mean for example uniting some organizations or 

acquisitions made by the company yearly. This means the figure needs to be 
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updated at least once a year. The platform management owns the structure and 

they should continue keeping the figure up to date.  

8.2 Process challenges category: Opportunities for distinguishing product 

launch support process as part of platform processes 

In the Process category there are also three individual challenges to improve:  

 

• The current ways of working are not harmonized with the new product 

development process model by 1KC 

• The handovers between shareholders inside the product process are not 

defined 

• Tasks of the process are not clarified detailed enough 

 

The opportunity to make the product platform employees more aware on the new 

1KC process model is the first step that needs to be taken when trying to raise 

knowledge about the fact that the process has been designed and now needs to be 

implemented into action. A good opportunity and a way to start piloting the 1KC 

process models in the product platform are these operations related to new product 

launching. The previous Product Launch Support- projects have been carried out 

in the past quite rarely, which might have affected the fact that the projects have 

often been started from a scratch in more or less unclear circumstances. The 

amount of incremental product development and launching projects are 

approximately a few per year when a wide scale product launches are normally at 

the end of the life-cycle of the company’s products, meaning closer to ten years. 

The product launch supporting projects in the platform and a complete new 

product development processes have never really been distinguished from each 

other. The first attempt to clarify these two parallel processes was made three 

years ago, but only in one of the several platforms that company has. 

 

The 1KC product process model gathers all the stages that are included in a full 

product development process. It needs to be more detailed, to get a better 
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understanding on how it can be applied to a product platform usage. An 

opportunity, that the 1KC model allows, is that the product launch support 

projects can be divided into two sub projects that follow up the same process: The 

first one is new product-projects and the second one is product update-

projects, see figure 30. New product projects typically include the type of 

projects that involve more shareholders starting from R&D-organization to the 

end customer. The product update or facelifts are projects that can usually be 

made with less people involved. For example, a complete smaller product 

development project can be executed only solely inside the product platform. By 

defining the two project types, the complete process picture is cleared up when it 

comes to the PLS-operations. Also the maximum-minimum thinking should be 

kept in mind: The process does not always need all the steps in the process, but 

the approach needs to be defined case by case by the project manager in a new 

project.    
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Figure 30. Types of the product launch support projects: New Product-project and 

Product Update-project (Modified from 1KC) 

 

The new process models by 1KC also cover the challenge of the unclear 

handovers between the shareholders (As previously in the study shortly 

mentioned). The EPC diagrams include extremely detailed descriptions of the 

handover documents and functions happening in the process. There are many to 

show, how the handover for example between R&D-Platform-Production should 

be handled. The real challenge seems to be how to get the knowledge to the 

operative level and how to make people to adapt the process. This challenge is yet 

more of a background information to support the actual challenges in the product 

platform. Also the EPC-diagrams are extremely confidential. The opportunity to 

make it more tangible is to get the 1KC process through at the management level, 
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so that they will include it in their presentations and it will slowly be adapted as 

the new process of working.  

 

The tasks can be clarified by creating an example template an all the possible 

tasks for one PLS-project. On one platform an example task list was created, and 

it acts as the first Lessons Learned-document. The next step is to create a similar 

list of tasks into a new IT tool.  As time is an important factor in every project, 

what it comes to finishing the tasks. By categorizing the tasks and studying how 

long each task takes, there is a possibility to reduce the time-to-market.  

For some tasks a sprint working method could be a possible solution. The sprint 

method is more common in the IT-industry. The sprint-method means that a 

certain task is performed from the start in the end as an intensive working session, 

where the responsible of each specific task leaves all other tasks going on at that 

moment and concentrate fully to the task to get in finished on time. This kind of a 

method is suggested to take into use once the tasks have been clarified, and it is 

easily recognizable, on which tasks the sprint method can be used. Normally the 

sprint method can be used when execution and instructions are clear, like for 

example ramping-up sales systems for new products. See the figure 31. for an idea 

of a sprint method.  

 

 

Figure 31. The sprint method can be used to speed up the time-to-market. 

Task 1 Task 2 Task 3 Task 4 Task 5 Task 6

Sprint Sprint

1 month1,5 weeks2 months1 week1 month1 month
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8.3 Project Resources challenge category: Suggestion to clarify the product 

launch support organization structure  

The designing the new organization structure for the product launch support 

project is the key element to streamline the launch support operations. This will 

enable to distinguish the specific need for the product launch support-projects. 

The team must be totally product launch support oriented which gives the long-

term solution to speed up these types of projects. The new organization ensures 

the smooth interfaces in the handovers from different platforms also enabling 

further design for the specific responsibilities of each role. The purpose of the new 

organization is to combine the key issue, which is to harmonize the T- & M-

management by adding up knowledge of the business issues to the PLS-team by 

creating a strong communication channel between two newly combined roles: A 

business owner and a technical product line manager (Later on in 2011 called 

the product owner/product manager and the product administrator).  

 

The fact that the organization model suggested by 1KC and the company’s current 

organization structure are not aligned is a good starting point. In the 1KC 

suggestion the marketing responsible in all product development issues is a role 

called product manager, who is also the owner of the product. In 1KC the product 

manager responsibilities include widely the marketing and the product 

management related issues, when as comparison in the real company structure 

there is a role called a business owner, whose responsibilities include most of the 

same as 1KC’s but without the passion to process the project through at technical 

and operative level. It is mainly for more top level marketing management and 

planning, and this business owner is now located in a separate organization. To 

this challenge the answer is to divide the role into two as suggested above. With a 

strong business owner and a technical product line manager, the marketing and 

technical related issues and their parallel following up can be guaranteed.  

 

The business owner and the technical product line manager roles are not enough 

to complete the development- and update-projects. There is also need to build a 
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project team, led by a selected project manager. The project team is a cross-

functional team to removing certain obstacles between the borders of different 

functions. Some optional team suggestions were made, like a fixed-team (With 

permanent employees with permanent role) and a non-fixed team (Resources that 

can be shared with some other roles from various functions for example platforms 

like mechanical-, electrical-, quality-, sales configurator- or similar). The third 

option was a resource pool, with either permanent or non-permanent resources to 

share. All the suggested organization models can be found from appendixes 1-6. 

These solutions were discussed in a strategy working group and the selected 

solution is the solution where non-fixed teams use resources from either own 

single design platforms or supply resources from other units or outside. The 

model is called non-fixed + supply and is presented in the figure 32.  

 

 

 

Figure 32. The new organization model for PLS-projects. Main idea is to have 

fixed teams and a separate resource pool. 
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The new selected organization model consists out of six roles on a four different 

levels. The first level is the Business Unit level, which is the place for the product 

owner. Second level is the Sales and Brand level, which means the brands that 

are the distribution channels for the products. The third level is the Product 

Platform level, and besides the already mentioned technical product line manager 

and the project manager and –team, there is also a role called platform 

responsible. This role is not straight in a command chain when executing the 

PLS-projects from top to bottom, but the responsible is on a business area 

functions level. The role is responsible of all of the equipment platform functions 

globally. Basically the idea of the suggested organization is that there is such a 

construction in all EP:s with the technical product line manager (TPLM) project 

manager (PM) and the project team (PT). There can be multiple TPLM (Later on 

called Project Support Managers) depending on how many products the platform 

is responsible of. The project managers and the project team resources as well as 

the Resource Pool-level resources are common for all platforms; see the idea in 

the figure 33. 

 

 

Figure 33. Each product platform can have multiple technical product line 

managers, TPLMs, but use common project resources. 

EP-Q:

EP-P:

EP-H:

EP-N:

EP-L:

EP-LLE:

EP-CH:

EP-WL:

EC-G:

EC-C:

EC-Ex:

EC-M:
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With a proper organization and common names for the roles in this new PLS-

organization, the detailed tasks for the roles were also created by brainstorming. 

The detailed responsibilities are now listed for the following roles: Product owner, 

Sales product line manager, Technical product line manager, Project Manager and 

the Project Team. The detailed lists are not presented in this thesis because they 

are confidential.  

8.4 Project Management challenges category: More effectiveness to 

product launch support by common tools and collecting Lessons 

Learned  

The project organization needs common and effective tools to better exploit the 

core skills of the key people. The management needs to plan the PLS-projects in 

order t to successfully carry through the process with the most efficient time-to-

market. It is also useful to have old Lessons Learned to read in order to avoid 

previously made mistakes. The best solution for the new project management tool 

is explored. Old product launch support-project materials are gathered to make a 

research on already available existing project materials. Also possibilities to use 

and store these in new ways are analyzed. 

 

By comparing the two biggest product platforms and their ways of working, some 

interesting benchmarking can be done. In the other platform there is no project 

management tool used besides MS-project and that is also used in very few cases. 

Basically the only proper follow-up tool in use is a power point slideshow, which 

gathers all the project data, but no detailed schedules, targets or deadlines. In the 

other product platform there is a software called PRO-D in use for platform 

development projects. The 1KC suggestion for software is called JIRA.  

 

When comparing these three options, PRO-D is the most suitable one. PRO-D is a 

tool, where the project can be named, responsible persons can be added, tasks can 

be formed as a ready template that can be modified in each project and the 

scheduling and budgeted resources can be followed up. The task-template is the 
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core reason, why this tool is suggested to launch into use in all platforms. This 

suggestion is also approved by the management of the platform. The proceeding 

with this tool will forward into creating a PLS-project task list template, training 

users and then taking it into use. In the first step a task template for PLS-projects 

will be created and the template and the tool will be trained and taken into use 

before the next project starts. The figure 34. shows the summary of the tools used 

in each levels. 

 

After brainstorming about the operative project management tools, the other levels 

of operations in this study meaning the Business Unit, BU, - and Equipment 

Platform-levels tools are also explored. The Sales/Brand level is restricted out of 

the study as it represents the powered brands. At the moment roadmapping is used 

as a tool in both Business Unite- and Platform level. At the BU-level it is used as 

a technology roadmap and at the EP-level it is used more as a product roadmap. 

The platform roadmaps are used also to sketch and model the product life cycle 

better. This figure 34. Is the starting point for better transparency, to be able to 

develop the harmonized tools forward. The next step of the tool harmonization is 

discussed in the future research area chapter. 
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Figure 34. Different levels of PLS-organization use different tools for work 

follow-up. 

 

The efficient use of the project resources and project management tools need to be 

enabled by some kind of best practice documents. The new opportunity is to start 

to collect the old case studies as a Lessons Learned-library. The idea behind the 

Lessons Learned is basically to write one or two pages out of each task performed 

in a PLS-project and store it in a common place to enable the sharing of it with 

many users. The documents do not need to be similar to each other and they do 

not have to be updated later on. This way it can be only done once and there is no 

pressure on regular updates. This is the difference between a process scheme and 

simple a case study. The idea is just to have them for the next project manager and 

project team to read through before starting the next project. For example in the 

project with the product UMW, all the slides and documents done during the 

project are gathered in one place, in a storage called TeamRoom. TeamRoom is in 

the inner network and the user rights for it are distributed by the owner of each 

folder. The storing of the documents into one place for this first case makes it a lot 

more easier now for the next project to start.   
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9 CONCLUSIONS OF THE STUDY 

The original target of reducing the time-to-market in product launch support 

operations leads into the total wide research in the field of these operations. The 

time-to-market in the platform and in the product launch support operations does 

not have any certain indicator for the moment being. This is the reason that the 

whole chain of operations needed a wider study in order to be able to for example 

create a reliable indicator in the future. The operations that were studied in order 

to reduce the development time in the chain are the following: Process, resources, 

roles, responsibilities, tasks and the project management tools. As a collective 

frame a few, most important general issues at the product platform level are 

carried alongside throughout the research. 

 

For improving the knowledge of T & M-marketing, a twin process of technical 

launch and marketing launch is introduced. A strong business owner and technical 

product line manager will strengthen the co-operations between these two streams. 

The brands will get equal distribution channels through a learning process, which 

starts from individuals and their skills towards groups and organizational routines. 

The platform structure stays globally uniform by a new updated model. What 

needs to be kept in mind is that it is constantly changing and an update is needed 

at least once a year. See table 3. for the conclusions 1.-3. 
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Table 3. The suggestions and results for challenge category General. 

 

 

The ways to make the current process harmonized with the existing 1KC process 

models needs to be compared to existing process models and implement the most 

concrete ones into operative level. Management needs to realize and take the 

models into use as well as be committed to share the knowledge. The comparison 

of the processes is done in the restrictions of this study: A gate model comparison 

was executed and a new basis for the process was sketched. A good opportunity to 

start making the process more tangible is training via the new, already functioning 

product launch support-organization and projects that they work with. The 

handovers between shareholders in the process can be clarified from 1KC EPC-

diagrams. EPC-diagram training and knowledge sharing can also be done via the 

new PLS-organization. The tasks of a product launch support process are prelisted 

Challenge 
Category

Challenges based on pre-
study

Suggestion and results

Technology and Marketing- 

management do not go hand 

in hand

             Need to realize the 

roles and the twin process of 

technical launch and 

marketing launch. Need to 

have a strong product owner 

and strong technical 

development co-operation.

Different brands are not 

considered as equal 

distribution channels in the 

process 

             An inside out 

technology transfer process 

thinking can be applied: 

Learning happens by 

transferring explicit and tacit 

knowledge in cycles from 

individual skills towards 

groups and routines of an 

orgnaization.

The platform organizations 

creating the global team are 

not formed similarly

             Need to add in and 

harmonize the existing 

platform structure in a global 

view. This constanlty 

changing peaces of puzzle 

needs to find a way of 

adapting new ways 

continuosly.

General 
Product  
Launch  
Support

1st

2nd

3rd
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to be used for development in the future. The task listing will be carried through 

with the PRO-D project management tool. See table 4. for the conclusions 4.-6. 

 

Table 4. The suggestions and results for challenge category Process. 

 

 

The new product launching support organization is introduced and taken into use 

starting 1.11.2010. Later on the names inside the suggested organization have 

been changed to more describing (The technical product line manager became 

product administrator) but the idea remains the same. Besides the structure of the 

new organization, the roles and responsibilities are also now clearly listed and 

Challenge 
Category

Challenges based on pre-
study

Suggestion and results

The current ways of working 

are not harmonized with the 

new product development 

process model

           The current process 

model and the new one needs 

to be compared. The adapted 

process model needs to be 

implemented at operative 

level making it more tangible 

and transparent. Management 

commitment on presenting the 

models in their presentations 

to employees is critical. An 

opportunity is to start 

implementing the new 

adapted model is via the new 

PLS-projects.

The handovers between 

shareholders inside the 

product process are not 

defined 

          The 1KC process's 

Event driven Process Chains 

explain the the actions and 

responsibilities between the 

shareholders. The EPC's of 

each stream needs to be 

trained to others via new PLS-

project managers.

Tasks of the process are not 

clarified detailed enough

           A preliminary task list 

of Product Launching Support-

main tasks was made and can 

be used as the first Lesson 

Learned. 

Process          
Product  
Launch  
Support 

5th

4th

6th
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documented. A project management tool PRO-D-, which was previously used 

only in one single unit- is taken into use in the global product launch support 

activities. The Lessons Learned during this study and the pilot product launch 

support project UMW are collected to software Team Room-tool for further 

development. See table 5. for the conclusions 7.-10. 

 

Table 5. The suggestions and results for challenge categories Project Resources 

and -Management. 

 

 

The conclusions can be perceived better in the wide frame by looking at the figure 

35. It shows the three levels of the research. The four challenge categories are 

found in the level one: General, Process, Project Resources and Project 

Management. During this study they were developed to the level two which 

consists out of the ten suggestions made in the research 

Challenge 
Category

Challenges based on pre-
study

Suggestion and results

Resources for projects 

supporting product launch are 

not defined

           The new Product 

Launching Support-

organization model is 

introduced and taken under 

implementation.

Roles and role responsibilities 

are not defined

           The new organization 

model  and detailed 

descriptions for supporting 

product lanching clarifies all 

roles and their responsibilities.  

Project management tools are 

not used in product launch 

support projects

            A new tool for 

project management, PRO-D, 

is introduced. The detailed 

project tasks can be inserted 

and managed with PRO-D.

Old case studies or lessons 

learned are not available

            First Lessons 

Learned are collected. 

Suggestion is to create a 

permanent library of Lessons 

Learned for the PLS-projects.

Project 
resources 
Product  
Launch  
Support

Project 
management 
Product  
Launch  
Support

7th

8th

9th

10th
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Figure 35. Final conclusions and the future proceedings to reach the target of 

reducing the time-to-market in PLS. 

 

The situation of the product launch support development is on the level two after 

this study has completed. The level three is considered the ultimate long range 

target. Some of the suggestions in the level two are already under implementation 

(Suggestions 4. and 6.-10.). The suggestion number should also be involved in the 

implementation amongst the others quite soon. The suggestions from 1.-3. are the 

general level ones, which are slowly growing in the background. This is why they 

are not marked as ‘Being implemented’ as they are the strategic level targets.   

 

All in all the study reaches its targets: The new concept of product launch support 

operations got recognized as one process amongst others in the platform 

operations. The process-, resourcing- and project management are named as key 

issues in the research. To support them a general frame of the T&M- product 

development, branding and platform harmonizing strategies are in the 
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background. With these frames the target of streamlining operations is cleared out. 

The current challenges are analyzed and the ways to streamline the time are 

introduced. The results of the research enable the possibility to start building 

indicators in order to be able to reach the long range target, reducing the time-to-

market in the lproduct launch support operations in a product platform. The 

targets and research questions are answered in the figure 36. 

 

Figure 36. The questions and the answers of the research. 

  

Supporting questions
and answers

What are the challenges with 
operations in the current process?

Answer: The challenges are 
divided into 4 categories: 
General, Process, Project 

resources and Project 
Management

How to reach the long range target  
to reduce the time-to-market by 

streamlining the operations?

Answer: By further developing 
the PLS operations, building 

indicators to measure the 
reduced time.

Main question and 
an answer

Answer: Product launch 
support is an own process in 
the product platform.  It can 
be streamlined by clarifying 

it’s functions and solving the 
challenges in them.

What does product launch 
support in the product platform 
mean and how to streamline it?

Topic of 
the thesis

Streamlining 
Launch 
Support 

Operations in a 
Product 
Platform
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10 RESULTS AND THEIR EVALUATION 

The nature of the study is an activity analysis, meaning the research is done 

parallel with a real launch project of UM Winch hoist. Regarding to the context 

where the study is made, it is obvious, that all the operations studied became very 

well known also to the author. The author acted as a project manager in the UMW 

launch support project during the active eight months period this thesis was 

written. 

 

The challenge was to distinguish the actual everyday work and the scope of the 

thesis. In the beginning setting limits for the wide scope seemed a great challenge. 

After a while it became obvious that the study was going to be a certain kind of a 

pre-study for the area of product launch support, which had not existed in the past. 

So the product launch support operations and calling them with this name is a new 

term inside the company. This is the reason, why the form of the research is 

broader. To some of the operations more detailed solutions are introduced.  

10.1 Discussion on critics and the validity of the study 

The starting point of the thesis was confusing due to the fact that the target was to 

reduce the time-to-market, but there were actually no metric indicators or key 

performance indicators available. In some point an alluring goal of reducing time-

to-market by ¼ was given. In order to achieve this target there was a need to 

create even a ground on where to start measuring this time realistically. Only after 

this it could be even possible to measure if actually the time has been reduced as a 

consequence of restructuring the operations. 

 

In analyzing the current situation and collecting challenges, the Innovation 

Workshop was the main experimental research method. The three hour session 

resulted in voting about the most critical and essential challenges to solve in the 

product development and pre-launching stage from the technology platform’s 

point of view. The results were stressed towards resourcing issues and the 

business case incompleteness.  This may have resulted from the fact that the 
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participants of the double-team were mainly middle level managers. The stress of 

the results might have been different, if the voting group had been different. 

 

Otherwise the Innovation Workshop was very successful as the discussion during 

the brainstorming led up to communications between people from different 

departments which then led up to real time problem solving. The feedback from 

the session was extremely positive; complements were received especially for the 

method and the good facilitation work by the author during the session.  

 

The strategy working group meetings and the validity of their results need a 

critical view. The target of the meetings was to develop the workshop results even 

further. In some cases the working methods of the two platforms, that were 

supposed to be united, were very different.  This made the cooperation sometimes 

challenging. All in all the meetings were useful, although in some cases they went 

a little long and handled certain specific matters off topic a lot. But the main 

issues were always discussed, even though it was impossible to involve everyone 

in the suggestion making.  

 

What it comes to the harmonization of the 1KC processes and the existing ones, it 

has to be remembered that the implementation of the 1KC project is still not 

finished and in very early bases. The massive training sessions that have been 

rolling during this year are still only gradually paying off and the models are 

starting to clear themselves slowly in the minds of the managers and teams. The 

business development and the platform management have gotten a task to make 

the processes more detailed and specific in their own organizations and to adapt it 

to their own needs and customs.  

 

When interviewing the people, mainly managers,  related to the implementation 

work of the 1KC the feedback was split in two: The other half consider the 

implementation of the processes easy and used efforts to understand it deep while 

the other half was a bit more preserved thinking the ‘given’ process models might 

not be suitable for their organization. Of course there are a lot of factors that affect 
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a single opinion of a person including for example conditions like the lack of 

time, the change flexibilities in the organization, the hierarchy and the availability 

of the resources. It will be interesting to actually see what happens in the end with 

the implementation of the processes. 

 

The above mentioned situation was the one of the triggers for this study, which 

tries to simplify the massive process from the aspect of the equipment platform. 

The challenge is a real one, because as described earlier the structure of the 

equipment platforms are very complex due to the structure of the product 

architecture originated from the various acquisitions in the company’s history. 

There is a need to manage the equipment platforms in a same way. The platforms 

are also physically located in many different countries around US, Europe and 

Asia. Also their organization structure and ways of working deviate from each 

other, some less, some a lot. All platforms produce different types of lifting 

products for different industries and segments. In the different units there can be 

different size, length and budgeted projects that should now ‘fit’ themselves into 

the planned process strategy. So the unchanging fact is that the platforms are 

constantly under construction and they will always face changes in the structure.  

10.2 Most added value 

All in all the new structure to the global platforms, the new PLS-organization 

model and introduction of the new PRO-D project management tool are key issues 

which bring the most added values out of the results of the study. The latter two 

out of three are being implemented at the end of the year 2010. Additional value is 

also created by raising awareness of the discussions of the T- & M-management, 

the equality of the brands and the implementing the 1KC programs process and 

EPC diagrams known in many forums. For example a bunch of the key people 

and opinion leaders took part in the innovation workshop held in June. Also the 

regular participants of the strategy working group consisted out of important 

innovators in the company. This research and its results offer the first step along 

the process of making the ways of working globally more easy, efficient, cost 
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effective and fast despite the nature of the changing environment in the field of 

technology.  

10.3 Future proceedings and research areas 

The future proceedings are to the make the new PLS-organization as an 

established team amongst the others and raise the awareness of this type of a new 

ways of working for the globally independent teams. This needs a strong focus on 

training the processes, tools and the culture of the project teams. It needs also a lot 

further study and presentation preparations of the team leaders and other people 

involved within the organization. Also the suitable key performance indicators 

need to be selected and grounded for these processes. 

 

The EP-H is a piloting place to start to take this processes and Lessons Learned 

into use and it is vital that there is a person in this organization taking care of the 

results being implemented further on. This concerns especially the raising 

awareness of the changes into one platform’s working environment. Globally this 

is the task of the manager in the project teams. The documentation and collecting 

the Lessons Learned also in the future is a key success factor for the continuous 

improvement. The Team Room is a good way to start, but this process needs a lot 

more developing in the future for people to be able to exploit it better.  

 

There are yet no results on how the project management tool will work in the 

future and will it bring more effectiveness and transparency to the ways of 

working. Also the usage of roadmapping should be clarified concerning the future 

of the PLS-projects. The key to finally achieving the long range target is 

continuous improvement of the operations. 
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11 SUMMARY 

The product development and its management has become a critical success factor 

in competing in the global markets. The time of developing new products and 

launching them is the single most expensive investments the company has. The 

trend is towards reducing the time used in product development by new 

innovative methods. The study is made as an action research where the researcher 

works on a real product launch support project on the same time. The study 

includes the following qualitative analyzing methods: Interviews, group 

brainstorming executed with double-team method and meeting of a strategy 

working group.  

 

The last phase of the product development process, the product ramp-up, is done 

in the product platform. The platform is a link between the R&D and the 

production the activities in the platform include different supporting tasks before 

the product launch, like finalizing the drawings, product design and setting up the 

sales systems configurations and ERP and supporting in pricing the product. In 

this thesis these operations are called Product Launch Support, PLS- operations. 

The main question is to define, what the product launch support operations mean 

in a product platform and how they can be streamlined. During the research the 

operations are clarified by identifying the challenges related to the activities and 

making suggestions on how to improve them. By organizing these functions, the 

study enables to elaborate the research more deeply on the possibility to reduce 

the long range target, time-to-market. 

 

The theoretical frame consists out of three main topics: Technology and 

Innovation Management in the context of New Product Development, Towards 

Faster Product Development and Teams and Project Management. The 

Technology and Innovation management discusses on managing new products, 

making a deviation between technical and marketing product launch; managing a 

multibrand strategy in a company and discussing on how to manage the 

knowledge transfer via a frame of technology transfer. Towards Faster Product 
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Development explores the possibilities on how to speed up the time-to-market. It 

studies the dilemma of the tradeoffs that a faster development brings. The product 

platform and a better product definition are seen as parts of the value chain to 

speed up the development time. The theory of Teams and Project Management 

presents intelligent ways on managing projects and building a more effective 

project teams.  

 

The current situation analysis analyzes the product launch support activities as 

they are now. The idea of product-life cycle, shareholders and existing process 

models are explored. This analysis builds a base for distinguishing the challenges 

in the process. The ten most important challenges include issues like technology 

and marketing management, branding strategy, organizing the global platform 

structure, harmonizing processes and clarifying handovers between shareholders 

in the process. For further clarification they are been categorized into four 

categories: General-, Process related-, Project Resource related- and Project 

Management challenges.  

 

The opportunities and suggestions are made for the categories and then the 

conclusions tie all the suggestions together. The most value adding conclusions 

are found for the operative level challenges: The study makes a suggestion of a 

new Product Launch Support organization and clarification of its roles, 

responsibilities and tasks. The new organization has certain roles and it uses the 

technical and marketing knowledge parallel. For each product there is a strong 

product owner and a technical product line manager who takes care of the 

finalizing the product definition and ramping up the product. To support the 

product owner and technical product line manager there is a cross-functional 

project team with a leader and suitable resources. The new product launching 

support organization is introduced and taken into use starting in the beginning of 

November 2010. Another most value adding results are for the usage of the tools: 

The project management tool PRO-D and the Lessons Learned are taken into use 

at the end of year 2010. 
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This study can be seen as the pre-study in the aspect of combining technological 

and marketing know-how in the product ramp-up process before production. The 

nature of the study makes the scope broad, as it basically starts to create the 

process called Product Launch Support in a platform. Besides the specific 

solutions to operative challenges the results also include raising the awareness that 

such activities as product launch supportive activities exist in the product 

platform. The future proceedings need to include more detailed specifications and 

implementation in order to reach the long range target, reducing the time-to-

market.  
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APPENDIX 4 The organization model Non-Fixed Teams 
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APPENDIX 5 The organization model Non-Fixed Teams + Supply 
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APPENDIX 6 The organization model Supply 
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