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New Product Commercialization 

Improvement 

Topic : Product Lifecycle Management-

Implementing Successful Transformational Changes

David G. Sherburne

Director of R&D and Remote 

Service Application Development & 

Support

I am a PLM simple license 

model advocate
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Topic Outline- The PLM Journey

ÅQuick Snapshot of Carestream

ÅGlobalization ïThe forcing 

function

ÅInsights for setting up a 

successful transformation

ÅCarestream Case Study 

Take - A ïWays

ÅThis presentation (I will not cover everything in it!)

ÅWhen to consider a PLM system implementation

ÅThings to think about when you are starting a PLM journey

ÅSome benchmark data for estimation purposes

ÅAn opportunity to add a PLM friend to your network
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An independent company with a proven 
track record and $2.5 billion in revenue

A world leader in:

ÅMedical imaging é digital imaging solutions and 
traditional film

ÅHealthcare information solutions

ÅDental émedia, digital imaging solutions and 
practice management software

ÅNon-destructive testing.. media, imaging 
solutions

Carestream Health ïWho We Are



Page 4David G. Sherburne       Carestream Health Inc.

Manufacturing

R&D

Both Manufacturing and R&D

Oakdale, 

Minnesota

Shanghai, China

Windsor, 

Colorado

White City, 

Oregon

Rochester, 

New York

Yokneam, Israel 

Raôanana, Israel 

Baltimore, 

Maryland 

Atlanta, 

Georgia 

Toulouse, France 

Paris, France

Xiamen,

China

London, 

United Kingdom

Berlin, Germany

Guadalajara, 

Mexico

A global company with Manufacturing and R&D locations around 

the world

Global R&D and Manufacturing 
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Globalization was required to meet our business needs

ÅDesired access to talent 

ÅNeeded a balanced cost structure

ÅDesired a presence in emerging markets

ÅNeeded to leverage design talent globally 

Mid Sized Company with a broad product Portfolio 

ÅLarge up front investments in PLM were not practical

ÅBroad range of products made ñbig bangò PLM implementation impossible 

Result > decentralized teams, complex environment, more demands on 

knowledge workers

ÅCollaboration was more time consuming

ÅComplexity in the organization increased

ÅKnowledge-workersô time was drained impacting innovation cycles

ÅProductivity of new product development remained flat

The Business Challenges
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Evolution of Non- Standard Commercialization Process 

Product Service Information

Processes and Tools

Product Manufacturing Information

Processes and Tools

Product Design Information

Processes and Tools

Project Information 

Processes and Tools

Site A

Site B

Site C

DHF- Design History File

DMR- Device  Master Record

DHR- Device History Record

Service Baseline
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Gaps between 

blocks represent  

manual sharing 

of information

Innovative 

people innovate 

many local 

processes to 

assemble and 

baseline 

information

Local  

resources  

focus on local 

product families

Key Point-

Complexity 

increases  as 

work begins 

to  flow 

between sites.
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A PLM System is the foundation from which to build from... 

Build it based on the right principlesééé
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Take a Holistic Approach- Its not just a simple IT solution

People were co-
located and 
focused on 
technology

Leadership /Governance

Focuses the organization 

Develop, inspires a vision

Communicates strategy

Builds relationships

Lead multi-cultural change.

Technology, Partners that 

Enable your Business Model

Have a partner not sales  attitude

Globally scale

Provide open access to master 

data

Deliver a flexible development 

platform

Allow collaborative access 

throughout the chain  

Bright People that must

Lead change management

Lead Process Re-Engineering 

Communicate /train

Excel at project management

Process

Re- Engineering

Architect top down

Document vs Adhoc

Balanced-Structure vs  

flexibility

Standardized/Optimized

Integrated end to end 

Real time 

Provide metrics 

Continuously Improved

1990s PDM was 

technology driven 

from CAD, 

supporting local 

user needs

PLM  must scale 

to service a  

global and

distributed 

environment 

focused on 

customers

Today PLM must 

improve 

operational 

performance 

across an 

enterprise

Embrace a continuous 

improvement  mindset

Have architectural orientation
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CTO Office/

Business Leader

CIO Office

IT Leader

Senior Director 

Level Leadership

Alignment of IT
ÅEnsures solution scalability

ÅEnable architectural alignment

ÅImproves on-going services

ÅEnsures leverage strengths of both 

IT and business

Vertical Business 

Director Level 
ÅMajor stakeholders

ÅHome for subject matter 

experts

ÅKey middle managers

ÅFinance the work and reap 

the benefits

Alignment of 

Business Functions 

(R&D,MFG,etc)
ÅEnsures proper re-

engineering of process

ÅEnsures focus on the 

business

ÅDrives focused time to 

process development and 

SME involvement

ÅProvides a home for 

continuous improvement

Clear Leadership/ Governance = Decision Flow

What are the key 

decisions?

Who has the  

decision rights?

ñIs everyone on the train?ò

ÅEnsures leverage 

strengths of both IT and 

business
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Give Yourself Time -Partner Selection Model 

Business Objectives

ID Capabilities 
Missing

ROI of New 
Capabilities

Strategies to Obtain 
Capabilities

Develop Business 
Requirements

Write Key Use Cases

Final Selection of 
Partners

Request for Information Request for Quote

PLM Partner Dating Time, Effort  ~ 9 months, 1½ FTEs

Look for a strategic long term 

relationship (5 years minimum) 

ÇWillingness to share in risk

Ç Flexible license/implementation 

terms in line with business ROI

Ç Partnership mentality during 

entire implementation lifecycle

Ç Structured to keep on-going costs 

in line with benefits

ñYour selecting 

a partner as 

much as a 

toolò
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ñPartnerò Business Models can Limit PLM Value

Models Proposed to Carestream

ÅNamed User

ÅModule Based 

ÅCreator/Consumer

ÅGeographic Location Based

ÅEnterprise ïBased on Revenue

ÅSubscription ïBased on Total Users J

ÅOpen Source ïFree without support 

ÅNo Concurrent User Models Offered 

Many Business Models;

ÅDiscouraged access to data

ÅWere costly to pilot and test

ÅFront loaded cost and risk

ÅWere complex and difficult to predict 
total cost 

ÅLimited platform scalability

ÅPlaced crazy price tags on 
document management and simple 
workflow management

ÅTanked the ROIé.

ÅCause crazy behaviors and waste to 
work around license models 

ÅMay tear the space time continuum 
and stream cash out of the company

Right People

Right Information

Right System 

Right Time

Business  Models 
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PLMïProduct Life Cycle Management Platform

PDM ïData 

Management 

for Hardware 

Development 

WIP  

ALM ïData 

Management 

for Software 

Development 

WIP

Authoring 

Hardware 

Design  CAD-

ME,EE

Authoring 

Software 

Design ïIDE
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PortfolioïDashboards, Metrics, Web Channels
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BOLD = Industry Term

Integration of Applications and 

Master Data Strategy
Core

Describe your Foundation -High Level Process Architecture
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Business Process Layer ïOptimized Workflow and Roles and Responsibilities

(Engineering Change Control, Production Release Process, 

Supplier Quote Process, Defect Management Process)

Application Layer ï

Aras Innovator, Teamcenter, Doors, Rally, Subversion

IT Infrastructure Layer ïGlobal Networks, Servers, Databases,

Storage, Back-Up, Archive

Presentation/Data Analysis Layer ïWeb Channels/Portals for internal and external 

Consumption, Dashboards, Business Intelligence Analysis, Supplier Portals In
c
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Increasing Functional Groups Maturity + Architectural Awareness = Success

Data Layer ï

Master Data (System of Record clean-up) , Attributes, Field Mapping to Metrics, Meta Data

Appreciate Depth-Each block has ñArchitectural Layersò

Need to drive understanding deep & across the functional groups to mature the enterprise understanding
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Business Process Layer ïA Systematic Approach to Process Modeling
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HW and SW Platform Level 1 Process Diagram
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Change Request
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Confirmed
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Released

ECR 

without 

Defect

Updated
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Engineering 

Change 

Implementation 

(ECI)

Manufacture 

Product

Design and 

Verify Released 

Change without 

Defect

Updated Parts

Part/EBOM

Changes

Verified

Statused ECR

Closed Defect

Identified Product

 Defect

Non Defect Related

Requests

Minor Engineering

 Change Identified

Audit 

Management

CAPA

Part Deviation

Authorization

Process or 

Product Defect

Product or Product 

Process Defect

Supplier 

Collaboration

Not available

Manual Inputs to 

process
PLI Process

Other  

Tracking 

Systems 

Escalation

Document 

Change Notice

(DCN)

SW Project 

Management

ISDE Process

SW Quality 

Assurance
SW ReleaseVerified

Supporting

Document

Manual Attachment 

of Software binaries

New Product 

Release 

Development Defect (Bug)

Non Defect Related 

Software Requests

(GRID)

SW Configuration/

Build Management




