Design Center  Business Plan

Executive Summary

Opportunity – What is the unique service or function are we going to provide LBNL with the

Design Center?

Note: It is extremely important to define the objectives and consequently the business model (ie. what does the DC want to become in one year). I’m not sure we’re there yet as a group! - AR

Mission Statement

Value proposition

Strengths, Weaknesses, Opportunities, Threats

A. The Market 

B. The Benefits

C. Overcome Past Inhibitions

D. Users, Experts, Stakeholders

First year vision

Long term vision

Strategy – How are we going to go about addressing the needs and opportunities of the Laboratory?

Competition – Competition comes from:

· ‘zero sum’ budgets of many PIs (a DC project = funding for one more grad student)

· staffing, big projects and resource allocation

The DC’s competitive advantage is unique know-how and implementation; must be accomplished with “faster cheaper better” mentality, and can be sustainable.

A. Product Overview – Develop an organization and resources matched to the needs and opportunities.  It should be immediately obvious to potential customers that the Design Center exits to enhance their goals.  Create win-win customer relationships.

· Work Areas (from another section, where these areas are specified in details)

i. Electrical

ii. Mechanical

iii. Software

iv. System Engineering

v. Cost Estimating

vi. QA

· What to offer and what NOT to offer

B. Organization

· Design Center Group Leader – has the authority to select and move forward with a project. Will eventually report directly to the Engineering Division Director, and be above the group leaders.

i. Engineer 

ii. Project manager – coordinate customer requests

iii. Salesperson

1. Primary contact person

2. Seek out new opportunities

iv. Resource manager – coordinate internal resources

v. Admin support

· Design Center Core Staff (2 FTE’s equivalent)

i. CAD design

ii. Mechanical technician

iii. Electronics technician

iv. Software support

· Design Center Floating staff

i. Engineers and technicians from Lowell’s “classified” list (mostly)

1. Limited but defined availability

2. Used in case-by-case basis

3. Dynamic allocation

ii. Available through new channels within the division

· Specialized support (life sciences, environmental, etc.Tony Vranicar)

· Consolidation and definition of partnerships with existing resources as 

i. Liaison group

ii. Shops

· Oversight committee - The “board” sets and monitors performance metrics:

i. sets guidelines for future direction of the DC, including

1. nature of work

2. personnel issues – internal recruitment, DC staffing…..

3. longer term project spin-offs

ii. Advises on capital equipment expenditures and other budgeting issues

iii. Supports customer relations and seeks new initiatives

iv. Also: Board member selection criteria and term duration

C. Product/Release Schedule – take a go slow approach to develop internal skills and build credibility with customers.

· Identify & hire staff

· Occupy space

· Set up communications to lab and clients

i. Web site

ii. Administrative structure

iii. Project management structure

· Initial Trial Period (3-6 months)

i. Begin with “showcase” projects

ii. Select 2-3 projects – don’t open doors completely.

iii. Project selection criteria from last meeting’s notes

iv. distribute these among the 2-3 most critical customers (EETD, LSD, ESD?) => develop ‘word of mouth’ buzz

v. Review internally and advertise project success/failures

· Open and Advertise for general business

· General criteria for broadcast

i. faster, better cheaper

ii. collaborations ‘not to exceed’ cost, with intermediate metrics

iii. provide feedback channels

1. internal (division)

2. external (customers)

· Record and analyze all requests to identify new areas

· Economies of Scale

i. critical mass of same-type projects could greatly increase efficiency (higher returns, faster delivery) 

D. Target Markets

· Underserved projects (1 day - 6 month time frame)

i. Outside the Engineering Division

1. Small projects (i.e. LDRD) with no Engineering staff or limited Engineering staff skills (i.e. mechanical but not electrical)

2. Rapid prototyping

3. Projects requiring project management skills and coordination

4. Projects requiring engineering consulting

a. pair client with other resources at the lab

b. pair client with resources outside the lab

c. engineering input at the proposal stage of a smaller project

d. engineering safety consulting

ii. Inside the Engineering Division

1. Unique rapid prototyping projects

E. Service and Support

· Quick response to initial requests (no charge)

· Triage requests to projects appropriate to the 1 day – 6 month time frame

· Frequent customer contact and feedback

F. Strategic Partners

· Resource Pool

i. Engineering Staff

ii. LBNL shop personnel/infrastructure

iii. Technical expertise in other divisions

iv. External engineering/technical shops

· Divisional Support

i. Support from the Engineering Division Director

ii. Support from other Division Directors

· Interactions with existing long term partners

i. ALS

ii. Large projects

· Flagship Clients

· Life Science Division – exploit current relationships

i. Joint Genome Institute

ii. Structural Genomics Initiative

iii. Other current program relationships?

· Environmental Energy Technologies Division

· Earth Sciences

· Others?

i. physics?

ii. chemical sciences?

iii. material sciences?

iv. nuclear physics?

v. AFRD?

Implementation Strategy – How do we get it done?  Nuts & Bolts of how we make it really happen.

A. Style of operation: responsive, customer-focused

· Finding the "sweet spot" in pushing information as early as possible

· Aim for 60-70% capacity in order to be responsive

· De-couple technology development from projects

· Early and frequent feedback as needed

B. Organization

· Matrix organization

· Clear and specific decision areas between boundaries

· Strategies for different communication channels

· Meetings, phone, emails, paper documents, web site, videoconference, colocation

· Strategies for securing captive and non-captive human resources

C. The design process

· DC projects vs. DC consulting on other projects

· Using modules to design optimum process for each specific DC effort (not all efforts have all components)

· Work arrival (how we handle customers who walk in the door)

· Work specification (how we determine what the customer wants)

· Planning (laying a course of action)

· Concept development (how we come up with possible solutions)

· Design and engineering (how we make a concept into a finished product)

· Validation (how we make sure it will work)

· Delivery

· Lessons learned

· Tools and equipment

· Speeding up information flow

· Increasing productivity

· Reducing delays

· Equipment by function:

· Prototyping

· Testing (real or virtual)

· Analysis

· Design

· Communications

· Information storage

D. Control and measurements

· Project-level control and measurement

· Expenses

· Costs

· Performance

· Speed

· DC-level control and measurement

· Expenses

· Costs

· Performance

· Speed

· Steer DC towards goal through regular nudging

E. Marketing: communicating to the externals

F. Managing risk within the DC

Risk Analysis – What are the pitfalls?

A. Development Risk

B. Market Risk

C. Competitive Risk

Financial Projections

Cost model

Fixed costs (mostly paid by the division in the first year?): 

· DC’s management

· DC’s capital equipment

· training

Variable costs:

· labor (define rates and recharges)

Revenue Model

Definition of billable hours and rates

Use ‘cost not-to-exceed’ agreements (possibility of division support for overruns in the beginnig?)

Quarterly P&L

use these to measure success

