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通常我们将收购兼并过程的五个核心阶段

Strategy Development & Transaction Support
Analysis of the target company to assess strategic and value 
implications from the deal in order to obtain board approval

Deal Announced
Potential deal made public and expected to be completed after 
receipt of required shareholder and regulatory approvals

Integration Planning
Development of integration blueprint and plans to ensure 
transition readiness to deliver strategic rationale

Deal Completed
Point of transfer of ownership from previous to new shareholders

Transition
Completion of operational transition from previous to new owners. Assuming full 
control over decision making and operations. Managing handover into business 
as usual operations. Defining longer-term integration and transformation projects 

Transition Completed
Point of operational transition into business as usual mode of operations

Implementation & Monitoring
Execution of longer term projects resulting from the deal, e.g. functional integration, technology 
transformation, creation of new operating model, delivery of medium and longer term synergy 
projects. On-going monitoring and control to ensure objectives of the deal have been achieved

Deal Completed Transition Completed

Implementation 
& Monitoring

Strategy
Development

Transaction
Support

Integration
Planning Transition

Deal Announced
Doing the right deal? Doing the deal right?
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每个阶段的关键内容和面临的挑战也各不相同

• Collection of key 
information to determine 
if a target should be 
acquired
• Deal Strategic Rationale
• Commence the start up 

activities for integration

• Integration strategy 
and blueprint
• Milestone Planning
• Day 1 readiness
• Governance structure 

and integration team 
formation

• Day 1 action execution 
• Migration
• Synergy target revision 

/ delivery of quick wins
• Implementation work 

task planning

• Creation of actionable 
strategic vision based 
on market trends and 
opportunities 
• Review of growth 

strategy (incl. M&A)
• Target identification 

and selection

• Implementation of 
integration and synergy 
programmes
• Stabilisation and 

continuing risk and 
performance monitoring
• Benefit realisation

Focus Focus FocusFocus Focus

• Incomplete due 
diligence
• Obsessive focus on 

organizational charts
• Stacking the Incentive 

Plan
• Anticipated synergies 

not based on  
economic reality
• Incomplete business 

model

• Lack of ownership for 
integration / synergies
• Organisation and 

integration plans not 
aligned with business
• Insufficient focus on 

speed of integration
• Obsessive list making 

and creating a 
planning circus
• “Cherry-picking”

systems

• Poorly defined vision, 
strategy,  and goals
• Poor or incomplete 

regulatory review

• Assumption that a merger  
of equals can exist; 
allowing separate systems 
to exist
• Belief that synergies will 

result on their own

Common Problems Common Problems Common Problems Common Problems Common Problems

• Unfocused and 
incomplete efforts to 
mitigate risks and 
track performance 
• Lack of 

standardization and 
prioritisation for 
cutover
• Merging cultures 

gradually

Deal Completed Transition Completed

Implementation 
& Monitoring

Strategy
Development

Transaction
Support

Integration
Planning Transition

Deal Announced
Doing the right deal? Doing the deal right?
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另一方面，从内容的角度，IT需要处理五大方面的内容，而收购和
被收购方在这五方面的能力差异，决定了IT整合的关键点和方法

Governance
Strategy         Architecture / Design Authority        Business Alignment

Investment/Portfolio Management                       Assurance

Organization and People
Organisation Structure            Roles and Responsibilities

Skills and Capabilities                    Sourcing

Architecture
Applications
Front Office
Back Office

Infrastructure
Data centers

Standards      Networks
Data/Information/Knowledge

Single Client View
Management Information

Processes
Service Support          Service Delivery

Solution Delivery Lifecycle                   Project Management

Services
Service Structure and Catalog

Service Level Agreements

Examples of integration activities:
§ Governance

-Alignment of processes for 
agreeing IT investment priorities

§ Organization and People
-Decentralized vs. Shared Services 

structures
-Rationalizing duplicated functions

§ Services
-Implementing consistent 

definitions of services and Service 
Levels

§ Processes
-Rationalizing service support 

processes and underpinning tools
§ Architecture

§ Identifying the applications that 
support the new business model,
§ Identifying synergy in applications
§Merge data centers, IT premises 

and infrastructure
§Create integrated financial, 

regulatory and statutory reporting



© 2010 IBM CorporationIBM Confidential

在策略制定阶段，最大的挑战在于如何制定清晰的IT愿景并聚焦业务价值

•Poorly defined vision, strategy,  and goals
•Poor or incomplete regulatory review

Common Problems

Deal Completed Transition Completed

Implementation 
& Monitoring

Strategy
Development

Transaction
Support

Integration
Planning Transition

Deal Announced
Doing the right deal? Doing the deal right?

Cost Reduction 
Focus 

Focus on 
Internal 

Efficiencies

Utility

Enabler

Differentiated

Transformational

New Capabilities
Focus

Provider of an adequate 
low-cost service to the 
enterprise

Value and Innovation

Global Lean Operations

Focus on Business Satisfaction

Value Focus 

Maintenance Focus 

Vision

Themes

Initiatives

Priority
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Sample: 主要目标国家和地区IT监管特点和监管环境成熟度

资料来源：各个国家和地区相关法律法规，IBM总结分析

采取“四位一体”的组织形式，共同完成监管。联邦金融服务业监督会为主
体，德意志联邦银行和经济审计师协会为依托，银行同业协会为补充。

行政直接监管与法律监管相结合。南非对银行IT的监管除了出台法律外，执
行主要由南非储备银行的银行监管部门进行。

法律监管和金融监管局监管相结合，监管法律法规相对灵活和宽松，没有对
银行提出十分具体的IT监管要求，并且依据各银行不同情况进行监管。

美国对银行的IT管理建立了较为完善的监管体系。各监管机构分别出台相关
法规和指南对银行进行监管，既有强制性规则，也有建议性的指南。

先设立代表处并逐转为分行，则由阿联酋中央银行监管；在迪拜国际金融中
心注册设立机构，则由迪拜金融服务局监管。

越南银行业发展较晚，银行业的IT水平也处于起步阶段；对于银行业的IT监
管，目前没有颁布明确的法律和规范，国家银行行使主要职责。

金融监督委员会和金融监督院根据《电子商务基本法》、《数字签名法》、
《电子金融交易通用条款》等法律的一般性原则对银行进行监管。

金融厅主要依据《接受存款机构监察手册》进行监管，金融业信息系统中心
对银行IT系统也起到一定规范性作用。

以管制、监督和市场原则三大支柱为银行监管框架，以保持高监管标准、专
注风险性监管、提高管制透明度等为银行监管基本原则。

行政监管和银行自律相结合，主要依据《监管政策手册》确保银行执行最低
的监管标准，同时为银行实现最佳经营提供建议。

IT监管特点描述

德国

南非

英国

美国

阿联酋

越南

韩国

日本

新加坡

香港

IT监管环境成熟度

采取“四位一体”的组织形式，共同完成监管。联邦金融服务业监督会为主
体，德意志联邦银行和经济审计师协会为依托，银行同业协会为补充。

行政直接监管与法律监管相结合。南非对银行IT的监管除了出台法律外，执
行主要由南非储备银行的银行监管部门进行。

法律监管和金融监管局监管相结合，监管法律法规相对灵活和宽松，没有对
银行提出十分具体的IT监管要求，并且依据各银行不同情况进行监管。

美国对银行的IT管理建立了较为完善的监管体系。各监管机构分别出台相关
法规和指南对银行进行监管，既有强制性规则，也有建议性的指南。

先设立代表处并逐转为分行，则由阿联酋中央银行监管；在迪拜国际金融中
心注册设立机构，则由迪拜金融服务局监管。

越南银行业发展较晚，银行业的IT水平也处于起步阶段；对于银行业的IT监
管，目前没有颁布明确的法律和规范，国家银行行使主要职责。

金融监督委员会和金融监督院根据《电子商务基本法》、《数字签名法》、
《电子金融交易通用条款》等法律的一般性原则对银行进行监管。

金融厅主要依据《接受存款机构监察手册》进行监管，金融业信息系统中心
对银行IT系统也起到一定规范性作用。

以管制、监督和市场原则三大支柱为银行监管框架，以保持高监管标准、专
注风险性监管、提高管制透明度等为银行监管基本原则。

行政监管和银行自律相结合，主要依据《监管政策手册》确保银行执行最低
的监管标准，同时为银行实现最佳经营提供建议。

IT监管特点描述

德国

南非

英国

美国

阿联酋

越南

韩国

日本

新加坡

香港

IT监管环境成熟度

§对银行网络连接方式是否有特殊要求

§对银行数据传输的加密方式是否有特殊要求
数据传输和网络连接

§对银行防欺诈和反洗钱的要求风险监控和管理

§是否允许银行对IT进行外包？
§对银行外包IT服务有什么的要求？

IT外包服务

§监管机构对客户的获取、存储和使用的相关要求

§对客户信息和交易信息是否允许保存地点、保存期限和其他安全方面的要求
客户信息和数据安全

§监管机构对银行IT组织和IT管控模式的要求
§对有IT关键岗位设置及其人员任职资格的要求

IT组织和管控模式

§是否定期对银行进行IT审计？
§对银行IT审计有什么的要求

IT审计

§监管是否允许银行进行网络（电子）交易？

§对数字签名、网络（电子）银行登陆方式等方面的要求

§是否允许影像文件作为业务处理的合法依据？

电子银行和网络银行

研究内容监管方向

§对银行网络连接方式是否有特殊要求

§对银行数据传输的加密方式是否有特殊要求
数据传输和网络连接

§对银行防欺诈和反洗钱的要求风险监控和管理

§是否允许银行对IT进行外包？
§对银行外包IT服务有什么的要求？

IT外包服务

§监管机构对客户的获取、存储和使用的相关要求

§对客户信息和交易信息是否允许保存地点、保存期限和其他安全方面的要求
客户信息和数据安全

§监管机构对银行IT组织和IT管控模式的要求
§对有IT关键岗位设置及其人员任职资格的要求

IT组织和管控模式

§是否定期对银行进行IT审计？
§对银行IT审计有什么的要求

IT审计

§监管是否允许银行进行网络（电子）交易？

§对数字签名、网络（电子）银行登陆方式等方面的要求

§是否允许影像文件作为业务处理的合法依据？

电子银行和网络银行

研究内容监管方向
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IT整合既可能成为业务并购整合中实现更大价值创造的关键点，也可能成为整个并购
整合中的要害，因此，对于IT整合，通过一个完整、结构化的业务方法来对IT运营、
应用系统、基础设施、IT组织进行全面评估是增加效益和降低风险的关键

Deal Completed Transition Completed

Implementation 
& Monitoring

Strategy
Development

Transaction
Support

Integration
Planning Transition

Deal Announced
Doing the right deal? Doing the deal right?

•Lack of ownership for integration / synergies
•Organisation and integration plans not aligned 
with business

Common Problems

IT 整合的重要考虑因素IBM 对IT整合的主要观点
§ IT需要清晰了解管理层对于整合后企业的愿景和目标
§ IT整合项目，尤其是应用整合，需要以业务需求来进
行驱动

§ 对于各业务领域未来应用的选择，需要从成本、现金
流、业务价值、资源约束等方面进行一个全面的评估
和考量

§ 应用整合需要考虑以下核心要素—单次成本与重复成
本、人工成本与可获得性、应用与基础设施之间的相
互关系

§ 需要针对应用整合对IT架构的各方面（IT组织、基础
设施、信息等）都需要进行评估和分析

§ 为企业建立其符合战略发展的企业架构（
enterprise architecture (EA)）能够促进IT整合
流程

– 能够为整合团队提供能够将业务战略与IT
解决方案有效衔接的模板

§ 对IT资产管理进行全面的优化是关键
– 并购后的数据中心整合在IT相关支出方面
能够产生巨大的节省

– 外包选择需要被重新审视

§ 应用整合能为企业并购后带来更多的整合效益
机会

– 供应商整合、合同谈判、支持团队整合（
如帮助台、开发团队等）

• Insufficient focus on speed of integration
•Obsessive list making and creating a planning circus
• “Cherry-picking” systems
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Applications
Front Office
Back Office

Infrastructure
Data centres

Telecommunications
Staff

Data/Information.KnowledgeData/Information.Knowledge
Data ArchitectureData Architecture

Infrastructure Technical 
Architecture

§ Merge data centres and IT 
premises, save hardware costs, 
lease commitments, maintenance, 
software license and service 
contracts (e.g. DR), outsourcing

§ Rationalise telecommunication 
networks

§ Remove multiple hardware 
platforms

§ Rationalise call centres and 
service centres - create shared 
service centres

Applications

§ Remove proprietary application 
software

§ Portfolio review
§ Choose applications that: support 

the new business model, Look for 
synergy in applications, e.g. 

– Front office:- retail, 
corporate

– Back Office:-
HR,financials, Credit risk

– CRM, etc.

§ Obtain single client view
§ Obtain consistent management information
§ Create integrated financial, regulatory and statutory reporting
§ Creation of common Customer Information system (CIS) so that you can get a consistent client view
§ Enabling the delivery of real time information for customer and on customers to all touch points in the 

organization
§ Mining client information to enable cross selling and targeting marketing to customers
§ Using corporate data to enable the creation of predictive models

Data/Information, Knowledge Data Architecture

Data/
Information/
Knowledge

Single Client View
Management Information

虽然IT整合能够带来非常多的机会与价值，但是其难度和复杂性也
远比通常想象的要高
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IBM的IT整合方法论不仅聚焦在促进各业务组合的战略一致性，同时提
供具备可实施的细化IT执行计划

理解业务
§ Strategic thrusts
§ Business Goals
§ Business Imperatives

识别业务需求

理解IT
§ Current IT Capabilities
§ Future State IT Vision
§ IT Opportunities

评估与识别核心需求

Best Practice 
M&A 

Integration 
Projects

设计IT
路线图

选择项目

Derive Business 
Driven IT Needs

Baseline IT & “Core”
IT Needs 识别支持的项目

识别需求与协同

Perform 
Analysis

Identify 
Potential 
Initiatives

Perform 
Analysis

Identify 
Potential 
Initiatives

Prioritise 
Initiatives

Create 
Business 

Cases

IT Focus
Business Focus
Fused Business & IT Focus

评估与规划 设计 执行
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基础架构
应用架构

业务战略方向

Review of 
organizational units

Development of 
HR requirements

Current 
strategy SBU Support Alliances

Products
Channels

Implement the strategy and vision 

Customers IT 整合计划

Review ‘AS IS’

Develop Target

Electronic channels Integrated delivery 
system

组织重组与人力资源管理

W  E  E K
1 2 3 4 5 6 7 8 9 1 0 1 1 1 2 1 3 1 4 1 5 1 6 1 7 1 8 1 9 2 0 2 1 2 2 23 2 4 2 5 2 6 2 7 2 8

K e y  S ta g e
Phase 1
1  -  O ve ra l l Re vi e w
2  -  D e t a ile d  R e vie w
3  -  D o c u m e n t G a p
4  -  B u il d  B u s in e s s  C a s e s
5  -  D e ve lo p  In t e g r a ti o n  P la n

Phase II
1  -  S t r at e g y
2  -  O p s c e n t ra l is a t io n
3  -  O rg a n is a t io n  s t ru c t u r e
4  -  H u m a n  R e s o u r c e
5  -  P e r fo r m a n c e  m a n a ge m e n t
6  -  C u s t o m e r  m i g ra t io n
7  -  R is k  m a n a g e m e n t
 
P r o g ra m m e  M a n a g e m en t

Channels

Tele-Marketing

Customer
Relationship
Management

C
U
S
T
O
M
E
R

I
N
F
O
R
M
A
T
I
O
N

Marketing

Marketing

ATM/POS
Net work

W AN / LAN

Operational D ata Stores

Loan/Origination

Cards

Insurance

Investments

Deposits

Asset s Liabilities

Product Processors

Loss Minimization

Service Processors

Support Processors

Financials

Statements

Human R esources

Campaign
Management

Data M art

Item ProcessingSecuritization

Risk Management

• Bur eau
• Magazi nes
• Tel ephony
• Registrati on
• Warranty

• Bur eau
• Magazi nes
• Tel ephony
• Registrati on
• Warranty

Ext ernal
Data

Decision
Engine

Internet

Call C ent er

Branch/Local Server
Desktop

• CTI
• IVR/VR

U
• Call 

Tracki n
g

• Custo
mer 
Ser vice 
Autom
ati on

Branches

Branch/Local Server
Desktop

• Branch 
Autom
ati on

• Origina
tions

Internet
• Interne

t 
Banki n
g

• Brows
er

Branch/Local Server
Desktop

• CTI
• Sales 

Force 
Autom
ati on

W
AN / L

AN

Knowledge
Management

ATM/POS

Mail

Supporting
Technologies
• Middl

eware
• Securi

ty
• Syste

ms Mana
geme
nt

• W orkfl
ow

• Docu
ment 
Mana
gement

OLAP
Reporting

GSM

GSM

Home terminals

Cyber-Notary

EFT terminalsPOS terminals

EFT-terminals
ATM's E.-Purse

terminals

Data Center

Server Server Server Server

AS4000. Mainframe

COV987654321CBA

COV987654321CBA

Home
Banking

Server 
Farm

IT整合计划需要支持未来的业务模型，同时将IT基础架构与IT组织纳入
进行统一考虑与设计
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对于应用系统，将从五个维度对现状进行了解，并于未来需求进行对比
分析，以识别差距

数据收集 数据分析 愿景

当前应用程序组合
~231种应用

Technician Service 
Activities

Returns Shipping & 
DisposalDistribution Mgmt

Service DispatchCORE TrackingIT Systems & 
Operations

Service Workshop 
ManagementParts, Accessories & 

Recon Sales

Indirect 
Purchasing

PG InstallationsCost Management

Direct PurchasingBuilding/Facilities & 
Equipment

Service Job Entry & 
Administration

Engine & New 
Equipment Sales

Transportation 
Mgmt

RentalCustomer Account 
ServicingInventory Mgmt

Upfit, 
Assembly, 
Value Add

Accounting & 
General Ledger

Training

Execute

Dealer ManagementLogistics MgmtTax ManagementIntellectual Property

Services 
Performance & 

Quality Monitoring

Sales Promotion 
ManagementSupplier MgmtTreasuryBusiness 

Performance

Capacity Planning & 
MonitoringMajor Account MgmtLegal & Regulatory

Warranty 
Management

Dealer / Customer 
Relationship 
Monitoring

Distribution 
Oversight /  

Branch MgmtProduct 
Engineering

Risk Management 
& Internal Audit

Human Resources

Control

Pricing & Goodwill 
PoliciesBrand ManagementDemand ForecastAlliance Strategies

Service ContractsSales & Promotion 
Planning

Supplier 
Relationship 

Planning
Capital 

Appropriation 
Planning

Organization & 
Process Policies

Inventory Planning

Services Planning & 
Forecasting

Customer 
Relationship 

Strategy

Supply Chain 
Strategy & 
Planning

Financial Planning 
& Forecasting

Corporate/LOB 
Strategy & Planning

Direct

ServiceMarketing & SalesInventory & 
DistributionManufacturingFinancial 

Management
Business 

Administration

Technician Service 
Activities

Returns Shipping & 
DisposalDistribution Mgmt

Service DispatchCORE TrackingIT Systems & 
Operations

Service Workshop 
ManagementParts, Accessories & 

Recon Sales

Indirect 
Purchasing

PG InstallationsCost Management

Direct PurchasingBuilding/Facilities & 
Equipment

Service Job Entry & 
Administration

Engine & New 
Equipment Sales

Transportation 
Mgmt

RentalCustomer Account 
ServicingInventory Mgmt

Upfit, 
Assembly, 
Value Add

Accounting & 
General Ledger

Training

Execute

Dealer ManagementLogistics MgmtTax ManagementIntellectual Property

Services 
Performance & 

Quality Monitoring

Sales Promotion 
ManagementSupplier MgmtTreasuryBusiness 

Performance

Capacity Planning & 
MonitoringMajor Account MgmtLegal & Regulatory

Warranty 
Management

Dealer / Customer 
Relationship 
Monitoring

Distribution 
Oversight /  

Branch MgmtProduct 
Engineering

Risk Management 
& Internal Audit

Human Resources

Control

Pricing & Goodwill 
PoliciesBrand ManagementDemand ForecastAlliance Strategies

Service ContractsSales & Promotion 
Planning

Supplier 
Relationship 

Planning
Capital 

Appropriation 
Planning

Organization & 
Process Policies

Inventory Planning

Services Planning & 
Forecasting

Customer 
Relationship 

Strategy

Supply Chain 
Strategy & 
Planning

Financial Planning 
& Forecasting

Corporate/LOB 
Strategy & Planning

Direct

ServiceMarketing & SalesInventory & 
DistributionManufacturingFinancial 

Management
Business 

Administration

业务战略适应度 (CBM)
功能
§易用性
§可用性
§功能的广泛性和效用
成本:
§运营和支持成本
§维护和开发成本
§认证成本
§培训成本
§会计处理

技术:
§开发基础
§集成介绍
§可测量性
§架构
§可维护性
§可重复利用
§安全性
数据:
§准确、高质量
§可获得性
§弹性
§可维护性 Unique local requirements

Global standardized requirements

ERP backbone
Operational finance

and E2E order to cash process

Enterprise Integration Framework 

Portal

Personaliz
ation

P resen tati
on

User Interaction 
Services

Personaliz
ation

P resen tati
on

User Interaction 
Services

Business
P roto col

Business
P art ner

Business
P roto col

B2B

Partner Services

Business Partner 
Application

Exchange
Hubs

Browser

WAP

SFC Local BI

Global 
standard 

SCS

Global, 
standard 

BCaM

Routing Pub/Sub Transformation

Global 
standard 

BI

Mediation

Global, 
standard 

SMS

HR Payroll … … … …

调查

主要数据

应用评价库
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积分卡

业务-IT战略/运用模式

数据收集

托管调查

数据分析

评估

U1 1 GDO/ Su pp ort 4 .9
A10 MLC  - M L Se ttle men t 4 .9

U1 0 GDO/ OE - O rd er En try 4 .9
A1 CMS - Com mis sion 4 .8

U1 5 GDO/ NI - New Is sues  4 .8
A8 FO E - Fund s OE 4 .7

A20 CAT  - Table  Ma inte na nce 4 .5
U2 ETA - Ele ctr onic Tick et Age nt 4 .5

U8 BA - Billing  Agre em en t 4 .5
U1 4 GDO/ DT - (I CAR IUS) 4 .5

A13 PL N - Plans & RSP 4 .4
U1 3 GDO/ MF 4 .4

U5 PCI S - Po rtfo lio O nline 4 .4

U1 2 GDO/ Ba sket 4 .3
A14 REC ON - Reco ncilia tion 4 .0

U3 NBFX - F/ X Mon itor 4 .0
U7 KRO NOS 4 .0

U2 0 WP - Pan ag on 3 .9
A7 FEE - Fe es 3 .8

A21 AS/t rad e - Qu er y 3 .8
U1 9 Div-TAX - Feu illets F isca ux 3 .6

A3 CUS - Cu sto dy 3 .4
A12 OPT - Op tion  Expir y 3 .4

U9 GDI - Electr on ic In stru ction 3 .4
U2 4 St anle y - An alys is do ssier 3 .4

A11 MUT - Fu nd Pr oce ssing 3 .3
A15 RFC - Re fer red  Clie nt 3 .3

U2 2 IRIS - Clien t file m gm t 3 .3
A16 SEG  - O mnib us Se ttle men t 3 .2

A23 DTC - US Se ttlem ent 3 .2
U1 6 CanD eal 3 .1

U4 P&L  On line 2 .8

A22 CPL  - Com plia nce 2 .7
U1 7 DivQI - Co nciliat ion US 2 .7

A2 CRD - Cre dit / Ma rgin  re po rtin g 2 .6
A19 TFR - Tr ans fer s 2 .4

U2 3 GPPO - Opti ons P&L 2 .3
A5 DRIP - Divide nd Re- Inve stme nt 2 .2

U1 8 Div-CPN - Co upo ns d eta che s 2 .2

VALUE

U1 1 GDO/ Su pp ort 4 .9
A10 MLC  - M L Se ttle men t 4 .9

U1 0 GDO/ OE - O rd er En try 4 .9
A1 CMS - Com mis sion 4 .8

U1 5 GDO/ NI - New Is sues  4 .8
A8 FO E - Fund s OE 4 .7

A20 CAT  - Table  Ma inte na nce 4 .5
U2 ETA - Ele ctr onic Tick et Age nt 4 .5

U8 BA - Billing  Agre em en t 4 .5
U1 4 GDO/ DT - (I CAR IUS) 4 .5

A13 PL N - Plans & RSP 4 .4
U1 3 GDO/ MF 4 .4

U5 PCI S - Po rtfo lio O nline 4 .4

U1 2 GDO/ Ba sket 4 .3
A14 REC ON - Reco ncilia tion 4 .0

U3 NBFX - F/ X Mon itor 4 .0
U7 KRO NOS 4 .0

U2 0 WP - Pan ag on 3 .9
A7 FEE - Fe es 3 .8

A21 AS/t rad e - Qu er y 3 .8
U1 9 Div-TAX - Feu illets F isca ux 3 .6

A3 CUS - Cu sto dy 3 .4
A12 OPT - Op tion  Expir y 3 .4

U9 GDI - Electr on ic In stru ction 3 .4
U2 4 St anle y - An alys is do ssier 3 .4

A11 MUT - Fu nd Pr oce ssing 3 .3
A15 RFC - Re fer red  Clie nt 3 .3

U2 2 IRIS - Clien t file m gm t 3 .3
A16 SEG  - O mnib us Se ttle men t 3 .2

A23 DTC - US Se ttlem ent 3 .2
U1 6 CanD eal 3 .1

U4 P&L  On line 2 .8

A22 CPL  - Com plia nce 2 .7
U1 7 DivQI - Co nciliat ion US 2 .7

A2 CRD - Cre dit / Ma rgin  re po rtin g 2 .6
A19 TFR - Tr ans fer s 2 .4

U2 3 GPPO - Opti ons P&L 2 .3
A5 DRIP - Divide nd Re- Inve stme nt 2 .2

U1 8 Div-CPN - Co upo ns d eta che s 2 .2

VALUE

U 15 GDO /NI - New I ssue s 5.0
U 2 ETA - Electr on ic T icket Ag ent 5.0

U 14 GDO /DT - ( ICARIUS) 5.0
U 24 Stan ley - Ana lysis d ossie r 5.0

U 12 GDO /Baske t 4.8
U 7 KRONOS 4.8

A2 1 AS/ tra de - Q uer y 4.8
U 11 GDO /Supp or t 4.5

A1 0 ML C - ML  Settle me nt 4.5

A1 CMS - Co mm ission 4.5
A1 4 RECON - Rec onc iliatio n 4.5

U 20 WP - Pa na gon 4.5
A1 2 OPT  - O ptio n Expir y 4.5

A1 6 SEG  - Omn ibus  Settle me nt 4.5
A2 3 DTC - U S Se ttlem en t 4.5

U 10 GDO /OE - Ord er  Entr y 4.3
U 8 BA - Billin g Agr eem en t 4.3

U 13 GDO /MF 4.3
U 5 PCIS - Po rtf olio O nlin e 4.3

U 3 NBFX - F /X Mo nito r 4.3
U 9 GDI - Elec tro nic In str uctio n 4.3

A1 5 RFC - R efe rre d Clie nt 4.3
U 16 Can Dea l 4.3

A8 FO E - Fun ds O E 4.0
A2 0 CAT - Tab le M aint ena nce 4.0

U 19 Div- TAX - Fe uillets Fisc aux 4.0
U 17 DivQI - Co ncilia tion  US 4.0

A3 CUS - Custo dy 3.8

A1 1 MUT - Fu nd  Pro cessin g 3.8
U 4 P&L  On line 3.8

A1 9 TFR - Tr an sfer s 3.8
A5 DRIP - Divide nd  Re- Inve stm ent  3.8

A7 FEE - Fees 3.5
U 22 IRIS - Clien t file  mg mt 3.5

A1 3 PLN - Plan s & RSP 3.0
A2 2 CPL - Co mplia nce 3.0

A2 CRD - Cre dit / Ma rg in r epo rtin g 3.0
U 23 GPPO - Op tion s P&L 3.0

U 18 Div- CPN - Co up ons det ach es 2.8

FUNCTIONAL

U 15 GDO /NI - New I ssue s 5.0
U 2 ETA - Electr on ic T icket Ag ent 5.0

U 14 GDO /DT - ( ICARIUS) 5.0
U 24 Stan ley - Ana lysis d ossie r 5.0

U 12 GDO /Baske t 4.8
U 7 KRONOS 4.8

A2 1 AS/ tra de - Q uer y 4.8
U 11 GDO /Supp or t 4.5

A1 0 ML C - ML  Settle me nt 4.5

A1 CMS - Co mm ission 4.5
A1 4 RECON - Rec onc iliatio n 4.5

U 20 WP - Pa na gon 4.5
A1 2 OPT  - O ptio n Expir y 4.5

A1 6 SEG  - Omn ibus  Settle me nt 4.5
A2 3 DTC - U S Se ttlem en t 4.5

U 10 GDO /OE - Ord er  Entr y 4.3
U 8 BA - Billin g Agr eem en t 4.3

U 13 GDO /MF 4.3
U 5 PCIS - Po rtf olio O nlin e 4.3

U 3 NBFX - F /X Mo nito r 4.3
U 9 GDI - Elec tro nic In str uctio n 4.3

A1 5 RFC - R efe rre d Clie nt 4.3
U 16 Can Dea l 4.3

A8 FO E - Fun ds O E 4.0
A2 0 CAT - Tab le M aint ena nce 4.0

U 19 Div- TAX - Fe uillets Fisc aux 4.0
U 17 DivQI - Co ncilia tion  US 4.0

A3 CUS - Custo dy 3.8

A1 1 MUT - Fu nd  Pro cessin g 3.8
U 4 P&L  On line 3.8

A1 9 TFR - Tr an sfer s 3.8
A5 DRIP - Divide nd  Re- Inve stm ent  3.8

A7 FEE - Fees 3.5
U 22 IRIS - Clien t file  mg mt 3.5

A1 3 PLN - Plan s & RSP 3.0
A2 2 CPL - Co mplia nce 3.0

A2 CRD - Cre dit / Ma rg in r epo rtin g 3.0
U 23 GPPO - Op tion s P&L 3.0

U 18 Div- CPN - Co up ons det ach es 2.8

FUNCTIONAL

U24 Sta nle y - An alysis doss ier 5 .0
A21 AS/tr ad e - Que ry 5 .0
U11 G DO/Sup po rt 5 .0
A14 RECO N - Reco ncilia tion 5 .0
U20 W P - Pan ago n 5 .0
A16 SEG - Om nib us Se ttlem en t 5 .0
A23 DTC - US Sett leme nt 5 .0
U8 BA - Billing Ag re eme nt 5 .0
U3 NBFX - F /X M on itor 5 .0
U9 G DI - Ele ctr onic  Inst ruct ion 5 .0
A15 RFC - Ref err ed  Clien t 5 .0
U16 Ca nDe al 5 .0
A8 FOE - Fu nd s OE 5 .0
U19 Div -TAX - Feuille ts F iscau x 5 .0
U4 P&L Onlin e 5 .0
A19 TFR - T ra nsfe rs 5 .0
A7 FEE - Fee s 5 .0

U18 Div -CPN - Cou pon s d eta ches 5 .0
U14 G DO/DT  - (ICARIU S) 4 .8

U12 G DO/Bas ket 4 .8
A10 M LC - M L Set tlem ent 4 .7
U5 PCIS - Por tfolio  On line 4 .7
A20 CAT  - Ta ble Main ten an ce 4 .7
U22 I RIS - C li ent file m gm t 4 .7
U15 G DO/NI  - Ne w Issu es 4 .5
U10 G DO/O E - Or de r Ent ry 4 .5
U13 G DO/M F 4 .3
A13 PL N - Pla ns & R SP 4 .3
U2 ETA - Ele ctro nic T icke t Age nt 4 .0
U7 KRO NOS 4 .0
A11 M UT - Fun d Pr oces sing 3 .7
U17 Div QI - Con ciliatio n US 3 .5
A12 O PT  - Opt ion Exp iry 3 .3
A3 CUS - Cu stod y 3 .3

A22 CPL  - C omp lian ce 3 .0
A5 DRI P - Div iden d Re -In vest men t 2 .5

A2 CRD  - Cr ed it / M ar gin  re por ting 1 .8
U23 G PPO  - O ptio ns P&L 1 .5
A1 CM S - Com missio n 1 .3

DATA

U24 Sta nle y - An alysis doss ier 5 .0
A21 AS/tr ad e - Que ry 5 .0
U11 G DO/Sup po rt 5 .0
A14 RECO N - Reco ncilia tion 5 .0
U20 W P - Pan ago n 5 .0
A16 SEG - Om nib us Se ttlem en t 5 .0
A23 DTC - US Sett leme nt 5 .0
U8 BA - Billing Ag re eme nt 5 .0
U3 NBFX - F /X M on itor 5 .0
U9 G DI - Ele ctr onic  Inst ruct ion 5 .0
A15 RFC - Ref err ed  Clien t 5 .0
U16 Ca nDe al 5 .0
A8 FOE - Fu nd s OE 5 .0
U19 Div -TAX - Feuille ts F iscau x 5 .0
U4 P&L Onlin e 5 .0
A19 TFR - T ra nsfe rs 5 .0
A7 FEE - Fee s 5 .0

U18 Div -CPN - Cou pon s d eta ches 5 .0
U14 G DO/DT  - (ICARIU S) 4 .8

U12 G DO/Bas ket 4 .8
A10 M LC - M L Set tlem ent 4 .7
U5 PCIS - Por tfolio  On line 4 .7
A20 CAT  - Ta ble Main ten an ce 4 .7
U22 I RIS - C li ent file m gm t 4 .7
U15 G DO/NI  - Ne w Issu es 4 .5
U10 G DO/O E - Or de r Ent ry 4 .5
U13 G DO/M F 4 .3
A13 PL N - Pla ns & R SP 4 .3
U2 ETA - Ele ctro nic T icke t Age nt 4 .0
U7 KRO NOS 4 .0
A11 M UT - Fun d Pr oces sing 3 .7
U17 Div QI - Con ciliatio n US 3 .5
A12 O PT  - Opt ion Exp iry 3 .3
A3 CUS - Cu stod y 3 .3

A22 CPL  - C omp lian ce 3 .0
A5 DRI P - Div iden d Re -In vest men t 2 .5

A2 CRD  - Cr ed it / M ar gin  re por ting 1 .8
U23 G PPO  - O ptio ns P&L 1 .5
A1 CM S - Com missio n 1 .3

DATA

A14 RECO N - Reco ncilia tion 5. 0
U3 NBFX - F /X M on itor 5. 0

U14 G DO/DT  - (ICARIU S) 5. 0
A10 M LC - M L Set tlem ent 5. 0

U15 G DO/NI  - Ne w Issu es 5. 0
U2 ETA - Ele ctro nic T icke t Age nt 5. 0

U4 P&L Onlin e 4. 8
U12 G DO/Bas ket 4. 8

U22 I RIS - C li ent file m gm t 4. 8
U7 KRO NOS 4. 8

U11 G DO/Sup po rt 4. 5
U19 Div -TAX - Feuille ts F iscau x 4. 5

U8 BA - Billing Ag re eme nt 4. 3

U9 G DI - Electr onic  Inst ruct ion 4. 3
A15 RFC - Ref err ed  Clien t 4. 3

A8 FOE - Fu nd s OE 4. 3
A19 TFR - T ra nsf ers 4. 3

U10 G DO/O E - Or de r Ent ry 4. 3
A11 M UT - Fun d Pr oce ssing 4. 3

U17 Div QI - Con ciliatio n US 4. 3
A5 DRI P - Div iden d Re -In ves tme nt 4. 3

A1 CM S - Com missio n 4. 3
U20 W P - Pan ago n 4. 0

U13 G DO/M F 4. 0
A12 O PT  - Opt ion Exp iry 4. 0

U24 Sta nle y - An alysis dos sier 3. 8
U16 Ca nDe al 3. 8

U5 PCIS - Por tfolio  On line 3. 8

A20 CAT  - Ta ble Mai nten an ce 3. 8
A13 PL N - Pla ns & R SP 3. 8

U18 Div -CPN - Cou pon s d eta ches 3. 5
A22 CPL  - C omp lian ce 3. 3

A21 AS/tr ad e - Que ry 3. 0
A23 DTC - US Sett leme nt 3. 0

A7 FEE - Fee s 3. 0
A3 CUS - Cu stod y 3. 0

A2 CRD  - Cr ed it / M ar gin  re por ting 3. 0
U23 G PPO  - O ptio ns P&L 2. 5

A16 SEG - Om nib us Se ttlem en t 2. 3

TECHNICAL

A14 RECO N - Reco ncilia tion 5. 0
U3 NBFX - F /X M on itor 5. 0

U14 G DO/DT  - (ICARIU S) 5. 0
A10 M LC - M L Set tlem ent 5. 0

U15 G DO/NI  - Ne w Issu es 5. 0
U2 ETA - Ele ctro nic T icke t Age nt 5. 0

U4 P&L Onlin e 4. 8
U12 G DO/Bas ket 4. 8

U22 I RIS - C li ent file m gm t 4. 8
U7 KRO NOS 4. 8

U11 G DO/Sup po rt 4. 5
U19 Div -TAX - Feuille ts F iscau x 4. 5

U8 BA - Billing Ag re eme nt 4. 3

U9 G DI - Electr onic  Inst ruct ion 4. 3
A15 RFC - Ref err ed  Clien t 4. 3

A8 FOE - Fu nd s OE 4. 3
A19 TFR - T ra nsf ers 4. 3

U10 G DO/O E - Or de r Ent ry 4. 3
A11 M UT - Fun d Pr oce ssing 4. 3

U17 Div QI - Con ciliatio n US 4. 3
A5 DRI P - Div iden d Re -In ves tme nt 4. 3

A1 CM S - Com missio n 4. 3
U20 W P - Pan ago n 4. 0

U13 G DO/M F 4. 0
A12 O PT  - Opt ion Exp iry 4. 0

U24 Sta nle y - An alysis dos sier 3. 8
U16 Ca nDe al 3. 8

U5 PCIS - Por tfolio  On line 3. 8

A20 CAT  - Ta ble Mai nten an ce 3. 8
A13 PL N - Pla ns & R SP 3. 8

U18 Div -CPN - Cou pon s d eta ches 3. 5
A22 CPL  - C omp lian ce 3. 3

A21 AS/tr ad e - Que ry 3. 0
A23 DTC - US Sett leme nt 3. 0

A7 FEE - Fee s 3. 0
A3 CUS - Cu stod y 3. 0

A2 CRD  - Cr ed it / M ar gin  re por ting 3. 0
U23 G PPO  - O ptio ns P&L 2. 5

A16 SEG - Om nib us Se ttlem en t 2. 3

TECHNICAL

访谈数据

现有
托管维度
数据

愿景

并识别运行托管、网络服务需求…

未来状况的展望
领域：

服务和服
务水平协
议

监控

灾难恢复

目前的成
本模型

资产租赁
与维修

供应商简
介及合同

Data Center Footprint
Corporate (ERP) Data Center Location A Data Center

Design Engineering DCMST Data CenterPrep Data Center

Voice
IT Ops
Global Config and Service Mgmt
Desktop
Exchange
File and Print
Collaboration Services
Audio/Video/Web
Active Directory
Software and Asset Management
Data Center Management
Internet access and DM7
Name Services
LAN/WAN/Wireless
Database Administration
Security
Storage
Server Management
Virtualization Web Services
Help Desk ERP
Risk & Controls IT Governance

IT Governance
IT Ops
File & Print
Collaboration Services
Audio/Video/Web
Active Directory
Data Center Management
Internet access and DM7
Name Services
LAN/WAN/Wireless
Internet/Web Services
Database Administration
Security
Storage
Server Management
Virtualization
Global Config and Service Mgt
Help Desk
Risk & Controls
Software Asset Mfmt
Voice ERP
Desktop Exchange

Active Directory
Data Center Management
Internet access & DMZ
Name Services
Server Management
Web Services
Collaboration services
File & Print
Audio/Video/Web
Global Config & Service Mgmt
Risk & Controls
Software & Asset Mgmt
SOA Services
Security Storage
Voice Exchange
Virtualization LAN/WAN

Active Directory
Data Center Management
Internet access & DMZ
Name Services
Server Management
Web Services
Collaboration services
File & Print
Audio/Video/Web
Global Config & Service Mgmt
Risk & Controls
Software & Asset Mgmt
SOA Services
Security Storage
Voice Exchange
Virtualization LAN/WAN

Active Directory
Data Center Management
Internet access & DMZ
Name Services
Server Management
Web Services
Collaboration services
File & Print
Audio/Video/Web
Global Config & Service Mgmt
Risk & Controls
Software & Asset Mgmt
SOA Services
Security Storage
Voice Exchange
Virtualization LAN/WAN

供应商分析差距
差距分析与机会

评估标准

RFQs

服务要求
Service Hosting

Active 
Directory

Audio Video 
Web

Collaboration 
Services

Data Center 
Mgt

Database 
Admin

Desktop ERP Exchange File and 
Print

Global Config 
and Service 

Mgt

Help Desk
Internet 

Access and 
DMZ

IT Ops LAN, WAN, 
Wireless

Name 
Services

Risk and 
Controls Security

Server 
Managemen

t

Software 
and Asset 

Mgmt

Storage

Virtualizatio
n Services Voice Web 

Services
IT 

Governance
SOA 

Services

Service Management
Active 

Directory
Audio Video 

Web
Collaboratio
n Services

Data Center 
Mgt

Database 
Admin

Desktop ERP Exchange File and Print
Global Config 
and Service 

Mgt

Help Desk
Internet 

Access and 
DMZ

IT Ops LAN, WAN, 
Wireless

Name 
Services

Risk and 
Controls

Security Storage

Virtualization 
Services Voice Web 

Services
IT 

Governance
SOA 

Services

Software and 
Asset Mgmt

Server 
Management

运行托管和网络服务评价过程概览
适用于收购方业务/IT战略/运营模式和新应用要求
评估所有运行托管和网络维度。开发运行托管和网络维度未来需求。
进行供应商选择，开始运行托管和网络相关RFQ流程.
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并针对终端客户支持、运行托管服务、应用和网络服务各领域分别进
行相应的情景分析，以确定最优方案

IT战略情景 #1 –长期成本最低化（以系统结果和标准为依据）
原则和策略：
Ø 应用 –全球应用vs.本地或产品线应用
Ø 托管 –标准化vs.工作负荷混合优化
Ø 网络 –本地化或区域化运营vs.全球运营
Ø 最终用户支持 –分流程独立支持中心vs.标准支持流程

Option #1
Global Applications,  
Std. Infrastructure 
ITIL Based Operations 

#1

原则和策略：
Ø 应用 –短期的策略性解决方案，例如对重绑应用的复用加速退出vs.建立与IT
路线图一致的解决方案

Ø 托管 –更快的克隆原有的托管架构和运作支撑迁移工作的复杂性将增加运用
成本，以及实施IT路线图的时间。

Ø 网络 –短期的解决方案可能包含全球运营的能力或提出可靠性保证的风险
Ø 最终用户 –运用原有支撑流程vx.投资长期的新标准流程以及全球支持中心和

Option # 2
Tactical Fast Exit 
Solutions 

#2

原则和策略：
Ø 应用 –高度聚焦在以协同效应为基础的项目优先权排序上vs.平衡长期战略计划以
最小化重复工作和顺序中断

Ø 托管 - 建立协同能力可能会产生额外投资，这些投资无法使标准化的好处最大化
Ø 网络 –建立独特的网路能力以支撑协同工程，并产生重复工程和对实施全球标准
网络能力和运营的延迟

Ø 最终用户支持 –独立的用户支持应用和业务流程可能成为必需vs.实施标准应用和
流程以加强效力

Option #3
IT Roadmap Projects 
prioritized by synergy 
benefits realization 

#3

IT战略情景#2 –快速退出过渡服务协议

IT战略情景#3 –优先考虑协同效应实现
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通过与收购方的战略方向一致的选择标准和权重设定，来对相应的
情景方案进行评估

业务驱动因素

技术驱动因素

资源驱动因素

变革驱动因素

加快与战略性业务的受益和结合，保持业务的最大连续性

关于技术解决方案、案例数量、保留系统的能力的稳定性、地域性难题、IT支
撑等的复杂性…..  

业务使用者和技术资源的可获得性，以引导和支持取得的成果

在相对较短时期内，对大规模业务有消极影响的事件，例如对某一地区进行的培训，这
个地区包含多个国家，使用多种语言。

权重

40 %

25 %

20 %

15 %
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根据规划设计，最后制定出一个可执行的IT战略路径图，需要考虑
项目优先级和依赖关系

优先组合

优先举措

协同目标

战略技术路线图
包括过渡服务协议退出的方案

Low

High

HighUrgency

Integration of 
procurement 
and logistics

Integration of 
procurement 
and logistics

Optimization of 
production 
deployment

Optimization of 
production 
deployment

Integration of 
R&D innovation
Integration of 
R&D innovation

Shared tech-
support and 
after-sales 
service centers

Shared tech-
support and 
after-sales 
service centers

Streamline 
supporting 
functions

Streamline 
supporting 
functions

Cross sellingCross sellingBusiness 
development
Business 
development

Optimize 
product portfolio

Other 
integration 
initiatives

Other 
integration 
initiatives

Synergy 
Value
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Source : Definitions adapted from Val IT Framework 2.0 ITGI 2008

IBM’s Value Management Framework addresses that disconnect

Operational ManagementOperational Management
(Service Management, Sourcing and Vendor Management, etc)(Service Management, Sourcing and Vendor Management, etc)

Project ManagementProject Management

Investment ManagementInvestment Management
Benefits Realisation, Value CasesBenefits Realisation, Value Cases

Program ManagementProgram Management

Portfolio Management Portfolio Management 

Source : Adapted from The Information Paradox by John Thorp. McGraw Hill 2003

Strategy Management Strategy Management 

Asset Asset 
Management Management 

Enterprise A
rchitecture 

Enterprise A
rchitecture 
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Portfolio ManagementPortfolio Management
Groupings of ‘objects of interest’

(investment programmes, IT services, IT 
projects, other IT assets or resources) 
managed and monitored to optimise 

business value. The investment portfolio 
is of primary interest to Value 

Management

Value Governance
Establishes the overall 
governance framework, 
including defining the 
processes, structures, 

information, sponsorship 
needed for decisions to be 

made and monitored

Benefits RealisationBenefits Realisation
The set of tasks required to actively 

manage the realisation of 
programme benefits 

(understanding how benefits will be 
derived, establishing accountability 

and measurement)

Value CaseValue Case
The value case is a new age 

business case, focusing not just 
on delivery, but equally on 

value.  It is a  document that 
reflects the current and 

complete understanding of the 
scope, change, schedule and 

business value of the 
investment

Program ManagementProgram Management
Governs all processes that support 

execution of the programmes. 

Effective programme management 
requires maintaining a constant focus 

on the desired business outcomes, 
the full scope of initiatives required to 

achieve the outcomes, the 
relationship between the initiatives 

and how they individually and 
collectively contribute to the 

outcomes.
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同时需要对核心的项目进行业务案例（Business Case）分析

Initiative Description  Cost 
(millions)* 

 Benefit 
due to 
Cost 

Reduction
(millions) 

 Benefit 
(Revenue 

contribution 
to profit) 

 Total 
Estimated 

Benefit 
(Annualized 

Profit in 
millions)** 

 Payback 
period 

(months)*** 

Channel Management
01A Develop a Dealer Relationship Management (DRM) strategy and tools (Strategy/Processes) 2.50             0.200           -                     0.200                    225                 
02A Ensure Dealer process are capable as they grow (Consultative Role) 1.00             0.350           -                     0.350                    52                   
03A Standard Interface to DMS Systems 1.75             0.250           -                     0.250                    126                 
03C Central Management of Multiple Dealer Locations (Dlr N&A) 1.00             0.175           -                     0.175                    103                 

Total Channel 6.25             0.975           -                     0.975                    116                 
Integrated Truck & Engine Engineering

01_R Integrated Requirements and Product Data Management 3.75             5.000           5.00                   10.000                  7                     
02_R Unified Change Management Process 1.00             7.500           -                     7.500                    3                     
03_R Engineering Resource Management 1.00             -               5.000                 5.000                    4                     
05_R Supplier and Customer Collaboration 1.00             5.000           5.000                    4                     
06_R Design and Simulation Enablers 3.75             5.000           5.000                    14                   
09_R Marketing, Portfolio, Pipeline Planning, Product Planning 1.00             5.000           5.000                    4                     

Total T&EE 11.50           27.50           10.00                 37.50                    6                     
Manufacturing, Purchasing and Inbound Supply Chain

01 Provide sourcing capabilities for an extended Global Supply Chain 3.75             10.000         10.000                  7                     
02A Central Repository of Supplier Information (PDSS to Peoplesoft) 1.75             0.100           0.100                    315                 
02B Central Repository of Supplier Information (Supplier Scorecard) 1.00             5.000           5.000                    4                     
04 Process and Systems Scalability 3.75             10.000         10.000                  7                     
05 Integrated Tools for Long Range Planning 1.75             10.000         10.000                  4                     
08 Streamline Global Logistics Management 3.75             10.000         10.000                  7                     

Total MPISC 15.75           45.10           -                     45.10                    7                     
Outbound Supply Chain

02 Implement Integrated Tools to Improve Long Range Demand Planning 2.00             10.000               10.000                  4                     
03 Develop Approach for Adding New Products, Partners, and Acquisitions 1.25             7.500                 7.500                    3                     

Total OBSCM 3.25             -               17.50                 17.50                    4                     
* When actual cost numbers were not provided, costs were determined in the following manner:  Low=$1MM, Medium=$1.75MM, High=$3.75MM
**When actual benefit numbers were not provided, benefits were determined in the following manner:  Low=$2.5MM, Medium=$7.5MM, High=$10MM
***Payback is equal to costs divided by benefit x 150% (for contingency).  Answer is converted to months and rounded up to nearest whole month.

综合业务案例 (应用于所有项目)
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在收购兼并中IT整合的经验教训与启示

Implementation 
& Monitoring

Strategy
Development

Transaction
Support

Integration
Planning

Transition

§ IT能够带来协同效应的项目通常会非常
庞大复杂同时周期漫长

§ IT资源永远是整合过程中的瓶颈

§ 之前的投资成本给取消重复的流程和技
术带来压力

§ 在各业务单元之间、现有项目和整合项
目之间会存在优先级的矛盾

§ 将两个系统简单叠加后支持的新流程远
不止带来成倍的复杂性

§ 外包问题并不能解决真正的问题

§ 保证IT在整合计划的早期就参与到相关的流程
和决议中

§ 尽可能快速地整合IT职能，同时对现有的项目
和可用资源进行评估

§ 尽快就IT架构达成一致，承认因为减少不必要
的复杂性所带来的沉没成本

§ 实施透明的优先级排序流程，并在流程中引入
高层管理者的参与，同时把重点放在速赢和价
值驱动较高的项目上

§ 在主要流程改变前同时考虑对IT系统进行整合

§ 在对流程进行外包之前先对流程进行优化

问题 建议
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Contribution of global 
competitor’s IT to their 
growth, strategy and 
business performance

Required Change to 
IT strategic 
contribution and 
improvement rate

在大多数情况下，选择一个具有全面能力的战略合作伙伴，是在既定时间内
实现IT整合目标的重要手段

IT’s maturity 
and 

Contribution to 
Growth, 

Strategy and 
Business 

Performance

Years

IT contribution to 
growth, strategy and 
business performance

IT improvement 
gap

(With Executive 
Driven IT )

2011                            2012                            2013                            2014                            2015                             2016
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Thank you

Japanese

Hebrew

Thank You
English

Merci
French

Danke
German

Grazie
Italian

Gracias
Spanish

Obrigado
Brazilian 

Portuguese

Arabic

Simplified 
Chinese

Traditional 
Chinese

Korean

Thai

Hindi

Tamil

go raibh maith agat
Gaelic Tak

Danish

Trugarez
Breton

Dutch
Dank u

Czech

Dekujeme Vam

Dankon
Esperanto

Tack så mycket
Swedish
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文化差异

§ Tzu Tchun flavor beef
§ Europe

§ 您的菜齐了
§ 中国长春


