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产品和研发遍布全世界
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O

贴近市场

优化研发成本

降低研发的区域风险

支持不同时段的客户

沟通成本增加

跨国PMO的优势和挑战
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Culture is what people do 
when no one is looking.
- Gerard Seijts



8
Masculine vs Feminine

Uncertainty 
Avoidance

Power
Distance

Individualism vs 
Collectivism

Long term  vs  Short term  
orientation

文化多元性- Geert Hofstede 文化维度理论
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The behavior difference from often networking countries
不同国家个人主义差别
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The behavior difference from often networking countries
不同国家权利距离差别
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The behavior difference from often networking countries
不同国家不确定性规避差别

93 92

46

59
65

30

0

10

20

30

40

50

60

70

80

90

100

Polish Japanese United States Finnish German Chinese

Uncertainty Avoidance



12

The behavior difference from often networking countries
不同国家男性/女性化差别
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The behavior difference from often networking countries
不同国家长期取向/短期取向
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区域文化案列分析

Poland       China

vs.
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多功能多角色，综合管理

根据项目的
地域特色培
养与任免项
目管理人员

根据职能的
特点，安排
不同地域的
人员支持同

一职位

合理分配资
源，高效运
作多个项目

集

进行项目组
合管理，项
目之间协作

推进
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CONTINUOUS DEVELOPMENT

Development overview 研发框架 - 持续交付和维护

RELEASE MAINTENANCE

RELEASE PROGRAM

PRODUCT MANAGEMENT

CONTINUOUS RELEASE PLANNING

WCDMA BACKLOG

BTS PRODUCT 

BACKLOG

AREA BACKLOGS

Feature

CONTINUOUS SW DEVELOPMENT

RELEASE 
FINALIZATION

RELEASE 
FINALIZATION

CONTINUOUS SPECIFICATION

FEATURE VERIFICATION

CONTINUOUS FEATURE PLANNING

CONTINUOUS MAINTENANCE
CONTINUOUS MAINTENANCE

CONTINUOUS INTEGRATION

CN
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流程及创新

99.9

公司流程 部门创新

Feature 项目经理流程

端到端的release 交付流程

-标准，模板，流程
-Agile 流程
-DevOps
-监管项目管理，保证交付



20

跨国项目研发创新案列分析
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Feature delivery overview 功能交付

Main trunk

Mile stone1 Milestone2 Milestone4Milestone3

Feature 1

Feature 2

Feature 3

Feature 4

Feature 5

Feature 6

Feature 7

Feature 8

Feature 9

Feature 10

Feature 11

Feature 12

Feature 13

Feature 14

Feature 15

Feature 16

6Month 6Month 6Month

Feature will be splitted into 
user stories, the user stories 
will be delivered piece by 
piece in each release, and 
customer will get the full set 
of feature in the last release

User story 1

Delivered in Ruxx MP1

User story 2-3

Delivered in Ruxx MP2

User story 4-6

Delivered in Ruyy MP1

User story 7-10

Delivered in Ruyy MP2
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Global program quality strategy 全球质量策略

Fault Left Shift1

2 Fault Reported Early

3 Accelerate Fault 

Correction

Key Milestone

Internal fault arrival before key milestone

Release 1

Release 2

Release 3
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提升项目经理的能力

新人员
-PM经验
-计划及风险管理
-管理实践

能力发展
-PMP

-培训
-知识分享

职业道路

-项目集经理
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CoDe and knowledge sharing 能力培养及知识分享

Mandatory trainings 必须课程

PM competence courses PM能力

Local PM workshops 当地PM研讨

PMI events PMI活动

Tool

Usage

工具使用

New 
Technology

新技术

Personal

Experience
个人经验

Industry

Hot Trend
行业趋势

SW Domain 
Knowledge
专业领域知

识

WoW &

Process

工作流程




