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Mironov Consulting provides assistance with product strategy, customer requirements, technology roadmaps, pricing, and other aspects of technical Product Management.  To receive our “Product Bytes” newsletter, send mail to subscribe@mironov.com.  This Whole Product checklist template is part of a broader Product Management toolset available for download.
Whole Product Checklist
“Whole Product” planning targets the broad customer experience.  Typically, we miss parts of our products (services) that are outside the core software.  Some parts of this checklist will apply to your situation and others will not.  A good team effort would be to pick three or four items and discuss detailed plan for handling them.  (More tends toward overkill.)

In each case, try to walk through a user’s steps to install software or get help, then list all of the resources that you will need to have in place.
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Classic Bill Of Materials

These items are often included in a software product:

· Core software (CD or download)

· Installer, uninstaller, application shortcuts

· License agreement

· License key

· Installation and user guides (paper, PDF, local HTML, web link)

· List of supported platforms, co-requisites and compatibilities

· Registration card or website

· Customer satisfaction survey or feedback form

· Support contact information 

· Upgrade information and policies

· Discount on accessories, add-ons or maintenance agreements

· User group locations

Often neglected, however are these kinds of processes, decisions and items:

Trial Software Downloads

· Consider how an anonymous user will locate your site, register (if required), download software, install it, and get minimal help with introductory product problems.

· Links and pointers to our demoware will be on our site at {URL} and on partner sites at {URL}…

· Backup FTP sites include…

· Registration pages will be required (or not), and data stored in our CRM lead generation system.  If we will use this contact information later for marketing, we have posted a privacy policy and a check-box for users to opt out of e-marketing, especially if:

· Prospects will need to give us valid email addresses, since activation keys or download addresses will be sent back by email

· Trial software is a full version, or includes a time limit of N days, or excludes key features and functions

· License agreement required for download or during installation?

· Target OS platforms are {LINUX, Solaris, Win2000…} for servers and {WinXP, Win2000, Mac, LINUX, PalmOS…} for clients or end user applications

· Demo users must have pre-installed {Acrobat, WinZip, DUN 1.1, MS Office} for this to work

Online Help, Troubleshooting, Live Technical Support

· We do (or don’t) want prospects to call/email us with problems.  Support contact info is posted at {URL} and in the demo help files.  We clearly state our expected turn-around for pre-sales help as {1 hour, 24 hours, 5 business days, never}.

· Toll-free numbers (North America) are supplemented by direct dial for international users

· Our tech support site has a search engine and Top 25 FAQs

· A full set of documents is included in demoware

· Error messages suggest solutions to the user

· We have a chat site that provides volunteer support (or we don’t).  The URL is posted…

· The most frequent install issue is…

· The most frequent demo question is…

· Help files link to our support site

· For major prospects, we follow up by phone to assure smooth demo installs

Conversion to Paid Customer

· Easy to find “buy me” button or menu item included in demoware

· Prospects can buy via phone, web, email, PayPal or paper mail…

· License key allows demo installation to be turned into paid license –or– customer is sent fresh software to install –or– software retrieves update key via web, so requires network access to buy…

· Settings and configuration options are maintained after upgrade, so user does not have to redo preferences 

· Thank-you or customer acknowledgement is generated whenever customer pays us money

· Follow-up survey is sent to evaluate demo process

Software Patches, Updates, Upgrades and License Keys

· Our policy is to give customers patches and updates but not upgrades (for instance).  We know when something is an upgrade rather than an update because…

· We have some customers on maintenance contracts (who are entitled to upgrades) and others who are not.  We can tell these customers apart by…

· Patches can be downloaded from our website and applied to working products without buying a new license

· License keys support incremental patch versions, so customer does not need new license key

· We post information about patches and updates on our support site

· We notify customers of security patches (or not)

· We archive license keys internally {where? how?} and can retrieve them when customers lose them (or not).

· We issue unique keys to each customer, or use the same key for each sale.

Performance Metrics

· The key variables in our product performance are {number of appointments, system memory, CPU speed, concurrent user connections, lost IP packets, disk access time, modem connect speed, remote server download rate, driver version…}.  

· We’ve set minimum system requirements for key performance dimensions: 128 MB RAM, 650 Mhz CPU, Windows 2000 or Red Hat LINUX 7.2, DS-3 network connection…

· For the top {four} items, we’ve charted performance against each.  We know that each 64MB of RAM improves performance 15% up to 512MB, beyond which it doesn’t matter much…

· The slowest functions/operations within the product are {rebuilding the database, getting software updates, generating encryption keys}.  Customers do (not) complain about each of these, and when they complain, we tell them to…  Some of these can be improved, and are slated for improvement in release 6.5…

Platform End-Of-Life

· We know how many customers use our software on {NextOS, ULTRIX, Windows 3.1} because…

· Our customer database includes versions and platforms, possibly contact information, so we can alert customers of pending EOLs…

· The last unit we sold for this platform was on {date}.  Total revenue last year was {amount}.

· Our standard policy is {six, twelve, thirty-six} months notification before end-of-life and an additional {twelve} months of support (bug fixes only). 

· Known customers on old platforms are sent a (paper) letter notifying them of EOL. This letter will be signed by…

· We will give a 75% discount on the same product for supported platforms to encourage migration if traded in before {date}.

· EOL is also posted on our support site, in our field newsletters, and in user group mailings.

Trademarks and Naming

· Check for conflicts with existing product names and service marks

· Scan visible parts of user interface for labels that may infringe on existing trademarks (e.g. “explorer window” could get your company in trouble)

· Do copyrights need to be updated, such as in “Help | About” menu and start-up splash screens?   Documents?  Web help pages?

· If product names or company names have changed, do you need to update names of disk files?  Shortcuts?  Support email addresses?

Matching Client And Server Software

· The typical platform for clients is {WinXP, Mac, cash register}.  Frequent server platforms are {DOS, Solaris x86, mainframe TPF, custom retina scan hardware}.   We need to support the following combinations of clients and servers…

· Our server acts as a database client.  We will support Oracle, MySQL and DB2/UNIX.

· Since customers get their clients from {Microsoft, Sprint, C|Net}, we need to test and support a range of versions…  We offer free upgrades and incentives to encourage them to use our improved client software…

· We assume drivers or plug-ins from {Microsoft, Cisco, Apple, Adobe}.  We also provide these directly or through links to third parties on our support pages…  Required drivers have been in circulation long enough to be on most target machines already…

· We are testing each later version of these specific third party drivers/plug-ins, since customers will be getting updates that include these later versions…

Service Level Agreements (SLAs) and Guarantees

· The two metrics that our customers care about most are…

· We are (not) willing to refund money if our uptime falls short.  This is bounded by…

· We will (not) automatically report SLA numbers to customers at month-end.

· We have measured these SLA targets for several months, and know that we can easily exceed them.

· Our internal reports show more detail than available to customers (or don’t).  We run these every {minute, hour, day, month} even though customers get less frequent reports every {day, month, year}.

· Customers buying more than $N get SLAs, and others can buy SLA coverage for an additional $M.

· Complaints and escalations for SLA refunds go to… and will be resolved in {days}.

· Finance understands the potential impact on revenue.  Operations understands the impact of downtime.  Sales/Marketing understand the risk in overstating or changing our SLA terms, since we may not be able to achieve 102% uptime…

Local Language And Currency

· Software supports double-byte characters and major currency symbols including the Euro (€).

· All error messages are in external files for easy substitution, and have index/error numbers

· Currencies can be configured locally.  We display enough decimal places for high-inflation currencies that may be thousands/millions to the dollar.

· Administrators are assumed to have limited English, but end users are not…  therefore admin guides and docs are only in (American) English but installation and FAQs are translated into {Japanese, traditional Chinese, French, German, UK English}.

· Web materials such as tech support and FAQs are translated into a limited set of languages (or not)…

· Web registration forms ask for a customer’s preferred language

Encryption and Export License

· We know if our product includes encryption technology.  We know if our version is export-restricted or controlled…

· If web downloads are possible, an export license may be required

· If software includes encryption, create a weak crypto version for download and shipment worldwide plus a strong crypto version for CD/snail mail delivery within North America

· Will OEMs or resellers need special permissions to sell or ship?  
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