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Product Euthanasia: Developing End of Life Strategies for your Products

Participants: Chuck, Bruce, Leonid

Facilitator: Stephen McHenry, Lee Weimer

Tushar Montano – Enthiosys

· A product strategy consultant firm for software comoanies

· Founder Luke Hohmann wrote a book called: Beyond Software Architecture

· EOL is a process of gradual reduction that should be set up at the same time as the product is conceived

· Microsoft perfect example of what not to do; backlash made them now an example of Best Practices

Q – (to group) - What are some drivers for EoL you have experienced?

A – Chuck: in gaming org: product performed poorly and behaved badly

Bruce – next generation product is out; must shift resources

Stephen – cost more and more to support

Leonid – market forces

Stephen – upgrade of component architecture 

Benefits of EoL

· There are risks to NOT having a plan

· Having a strategy in advance allows you to give a roadmap to your customers that will help to keep them with you; they know what’s coming

Dimension of EoL

· Ought to have a plan for all aspects and releases of your product
· Might also EoL services as well as products
Organizational Barriers to EoL

· Doesn’t impact current revenues so marketing won’t be interested (one less thing to sell= less revenue)

(Bruce – then don’t let Sales people change territories every few years! (When they don’t have to take heat from customers they sold obsolete product to!)

· Executive attachment

· Not being able to discern(because of lack of specific sales data) whether a piece of a product actually should be EoL’ed or is integral to sales of core product (killing it would hurt)

· No one wants to manage EoL process – not “sexy” or fun! Can take a long time

Bruce – Yes, this can be a cultural thing. Less competent people given the EoL job

Stephen – the “Grim Reaper”manager!

Tushar – making EoL the job of the incompetent can have grave consequences

Stephen – “Womb to Tomb” or Grim Reaper approach can be effective; must EoL before you can go back to creating or Grim Reaper removes fear that others will have to do and will demise with the killed product!

Bruce – EX of risk of no EoL: Japanese never kill a feature which has made products like VCRs far more complicated than they should be or were originally!

Q - Stephen – How would you deal with EoL if you had no access to marketing data?

A – Tushar –could tell customer you just don’t know; sales should be involved as little as possible in the EoL decision-making process

Bruce – our Sales people don NOT WANT to be part of that!

Tushar – at Peoplesoft quotas were adjusted for Sales based on an EoL schedule; sales may be happy if product was a dog!

Bruce – in hardware view, you EoL with announcement of new, better product (really introducing NEW product) In software, new product may not be that different?

· Product may not have enough demand to avoid EoL or revenue return

· Certain customers may have ability to demand you NOT EoL

· Certain customers may have ability to DEMAND you NOT EoL!

· If fear that EoL might create opportunity for competitor, marketing data should alleviate

Best Practices of EoL

· Establish cross- functional EoL team

· Many organizations have a stake in the product and should have input to design and management of process (may include customers; makes tem feel good!) EX: B2B software

· Develop and use a standard but flexible EoL process

· Define what EoL triggers are for each product component (“this product will die when X happens”) EX: Sales are declining, component being EoL’ed, market pressures to accelerate, etc.)

Q – Numerical aspects?

A – Yes. Look at adoption curve; EoL strategy should be the same

Q – Could trigger be temporary because found to be premature? Could have been bad decision

A – Some ways, that’s just business. Things don’t pan out as predicted or something unforeseen happens you could not have known before you killed. An EoL process is hard to reverse (No Lazarus effect!)

Bruce – did bring a product back because of customer demand; hard to get the organization around it

Stephen – did “last release” of a product. Gave heads up to people that this WOULD NOT be the last and shouldn’t do throwaways! Was out of step with the business but I knew better!

· Develop and use an EoL Template

Q – very detailed?

A – Can be expanded with experience. Shoud be integrated into product management process (Peoplesoft and Sun both have great internal processes for this – CMMI and Sig Sigma based)

· Update/Enhance Internal Sysytems/Processes to support (BI, CRM, fulfillment systems)

Bruce – have even obsoleted parts and they still get ordered and shipped!

· Ditto Support and License Agreements

· Roll out the plan to all internal organizations

· Establish communication plan!

· Test the process with a product portfolio analysis

·  what can we kill?

Q – do for real?

A – Yes. EX’s: Juniper, Cisco, Microsoft EoL processes on their websites

· Cisco includes: Overview, Justification and Rationale, Key Datesand Milestones, Migration and Strategy

Bruce –seems like almost too much information for public website

Tushar – perhaps

Enthiosys

· Bridging gap between technology architecture and marketing architecture

· Product, review, management plan

· Appropriate infrastructure?

· New products based in existing infrastructure?

Discussion:

· Group Response to request from FrancineGordon ie: request to consult members on Engineers and Perfectionism: invite her back for portion of meeting to group interview on same

· If you’re not Dell to Intel your expendable!

· Patent discussion: Chuck now has name on 5; Stephen urged to persue for resume if no one else from defunct company claiming; should consult SDF attorney, Bruce will also ask Trimble attorney

· Chuk’s VPE boss wants him to take over much of his work but will not receive VPE title; Group urged title be changed toVP Product Development or Sr Director of Engineering if wants job and ask for raise

· Stephen – has two offers considering a Wireless credit technology company or a Digital Media like “O Foto” Both start-ups; would head engineering at both. Group consensus: if need money take Wireless CC; too much competition, market questionable on other (Trimble Outdoors mimics)

