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Product/Service Discontinuance (or “End-of-Life”) Planning

What:  Approaches and document outlines for planning ahead for the time when you will discontinue offering a product or service.  Includes impacts internal to the company (e.g.  impact on support functions) and external impacts on your customers/users (e.g. decisions on supporting old products and services, migrating customers to a replacement product or service.  release, etc.)

Why:   Initial discontinuance planning often uncovers additional requirements for the product or service design, to enable a smooth transition of your customers at its end of life.  How an end-of-life is handled can have serious economic impacts for your company as well.  How do you ramp down materials purchases in manufacturing, to avoid excess inventory when end-of-life approaches? What do you promise customers in terms of migrating them to new offerings, and who will pay for that? 

Later, more detailed discontinuance planning occurs closer to the end-of-life of the product. This planning is more tactical, geared to setting in motion all the activities that must happen to remove the product/service from the field, close down any manufacturing, move service and support to the replacement entity, replace old product in the field, etc.  

How:   

· Use the diagram and table on the following pages to identify how discontinuance planning fits into the “program life-cycle, and the scope of needed discontinuance planning for your product/service.

· Do initial discontinuance planning during the project that first creates and deploys that product or service to its customers!    

· Once the new product/service has been deployed to customers, create a plan for your “end-of-life process” for this product/service.   The plan should include

· Ongoing evaluation of how the product/service is performing functionally and value-wise for the customer, and financially for your company.  

· Milestones for reviewing potential end-of-life timing based on those evaluation results. 

· Decision criteria and time points for triggering detailed end-of-life discontinuance activities.

Continued on next page

Product/Service Discontinuance (or “End-of-Life”) Planning

The remainder of this document contains:

Overview Diagram of the Program Life Cycle and End-of-Life Planning

Discontinuance planning and related activities to schedule during the program life cycle:

(1) Product/Service Business Case - Market and Revenue Projections:  Financial analysis from the program’s initial business plan that will be needed later for end-of-life decision-making.

(2) Life-cycle Cost Estimates:   Items to include in your program cost estimates, to ensure you’re taking into account costs throughout the life-cycle, not just development and product manufacture costs.

(3)   Deployment/ Transition Planning – New Product/Service Introduction:   look-ahead to initial deployment of this new product or service, including its impact on existing offerings – will it cause end-of-life for a product/service currently being delivered? If so, defines early plan for migration between current and new.  Will prompt detailed discontinuance planning of the existing offering.

(4)  Ongoing Sales and Marketing Evaluation for Product/service Life Analysis: activities for judging financial and other performance of the new product/service once it has been deployed, to feed info into end-of-life planning

(5)  Detailed Discontinuance Planning:  detailed end-of-life planning for the new product/service once it has been deployed to the customer, using feedback from item 4 to set timing for discontinuance. 

Appendix:  Example discontinuance notices:  website and letter-type notices for internal communication and external notification of customers

Overview – 

Program Life Cycle and Discontinuance (End-of-Life) Planning
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Example Areas of Impact to Consider During End-of-Life Planning

	Customers
	Marketing/Sales
	Service
	Manufacturing

	Contracts

Upgrade offers

Upgrade logistics

Warranties

Training

User documentation
	Upgrade strategies

Competitive positioning

Promotion plans

Pricing strategies

Marketing and Sales literature

Order systems


	Training

Spares

Maintenance documentation

Trouble-shooting documentation

Customer service procedures


	Training

Test fixtures

Documentation

Procurement plans

Inventory

Production plans


 (1) Product/Service Business Case - Market and Revenue Projections 

	Driver:
	Program Manager, Product Manager

	Contributors:
	Operations, Customer Service, Field Technical Services, Engineering

	Purpose/Audience:
	Early “business plan” financials for the new product/service, created as part of justifying the program to create the product/service.

The business case/ market projections will be important input for later end-of-life decisions.  The performance of the product/service relative to this initial business plan will be measured after deployment to feed end-of-life decisions based on its continued economic viability.

	Recommended Accomplishments:
	Use market segment and revenue breakdowns such as those on the next page to build the financial case for the product/service out through its expected life

	
	Along with the cost table, include sections for

· Forecast Methods.  Describe how the market segments, revenue categories etc were established and the techniques and/or models used to derive the estimates.

· Assumptions.  State any assumptions and their rationale made in deriving the detailed estimates.  

· Risks.  Identify and assess the risks and uncertainties that could impact the business case and market forecasts.   

	
	Marketing/Product management should update the projections during the program as more market information becomes available.   More detailed forecast timelines will be created as deployment nears, to aid detailed manufacturing, procurement, and support planning.  

	
	A composite view of Life-Cycle costs vs. Financial Benefits (e.g. cost savings, productivity, revenue, whatever is appropriate for your program)  vs. can be built as shown in the example spreadsheet at the bottom of the following page


Example Market/ Revenue Breakdowns for the Program Business Plan
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Example High level Consolidated Cost vs. Benefit Summary 
(2)  Life-Cycle Cost Estimates

	Driver:
	Program Manager

	Contributors:
	Operations, Customer Service, Field Technical Services, Engineering

	Purpose/Audience:
	To include in the Program Plan detailed “bottom-up” cost estimates for the entire life-cycle of the program – i.e. not just for the development of the product/system/service, but also extending throughout its entire lifetime.     

Having accurate life-cycle costs past initial deployment will be important input for later end-of-life decisions.  The economics of supporting the product/ delivering the service feed the later cost-benefit justification for discontinuing current offerings and transitioning to new ones.

	Recommended Accomplishments:
	This life-cycle cost estimate should include all costs for planning, analysis, development, product acquisition and customization, testing, training, deployment, operations, and maintenance.    

	
	During initial program planning, create an extended life-cycle costing view of the entire program.   “Farther out” costs such as support costs may be fuzzy early on but an initial estimate should still be part of the overall business justification for developing this product/service.    

	
	As the program progresses and post-delivery support is planned for in more detail, these life-cycle costs should be updated.

	
	Use tabular format such as example below to summarize costs.  The left column contains the work breakdown structure elements identified in the Program Plan that runs from the initial development project, on through deployment and support until the product/service/system is “discontinued.”    

	
	Along with the cost table, include sections for

· Estimation Methods.  Describe how the cost categories used in the detailed cost estimate were established and  the techniques and/or models used to derive the estimates.

· Assumptions.  State any assumptions and their rationale made in deriving the detailed estimates.  Assumptions might include productivity parameters, size parameters, reusability factors, similarities with other systems used as a basis for the estimate, degree of testing required, or availability of certain personnel.

· Risks.  Identify and assess the risks and uncertainties that could impact the life-cycle cost estimate.   This assessment should include the performance of a sensitivity analysis on the primary cost drivers.

	
	Team should review life-cycle cost estimates at major checkpoints during the program.   E.g. major design reviews.


Continued on next page

Example High-Level Life-Cycle Cost Breakdown

This table shows one simple format for summarizing life-cycle costs on one page.

In the left column, use appropriate WBS elements for the life cycle of your product, service, or system. The items in the left column in this example were taken from a government information systems program involving hardware and software deployment.

The WBS cost items would be generated by using appropriate lower levels of detail to get the best bottom-up estimate.  For instance, to further break down the costs associated with Software Maintenance to show contributing components such as personnel labor and costs associated with shipping upgrades; further break down HW Refreshment to show labor costs associated with testing and maintaining spares depots and troubleshooting and replacement.   Your one-page summary can include just the highest level as shown below, or can include sub-levels if that helps your audience understand the components of the costs.  Those sub-levels will be important during later discontinuance planning, as costs for the current product/service/system are compared to those of coming replacements and used to making end-of-life cost-benefit and timing decisions.
	WBS Element
	C/O*
	2003
	2004
	2005
	2006
	2007
	2008
	2009
	2010

	PMO Support
	
	
	
	
	
	
	
	
	

	Requirements 
	
	
	
	
	
	
	
	
	

	Information Assurance
	
	
	
	
	
	
	
	
	

	Tech Development
	
	
	
	
	
	
	
	
	

	Training
	
	
	
	
	
	
	
	
	

	Infrastructure Ops
	
	
	
	
	
	
	
	
	

	Development Testing
	
	
	
	
	
	
	
	
	

	Configuration Audits
	
	
	
	
	
	
	
	
	

	Data Conversion
	
	
	
	
	
	
	
	
	

	Acceptance Testing
	
	
	
	
	
	
	
	
	

	Deployment
	
	
	
	
	
	
	
	
	

	SW Maintenance
	
	
	
	
	
	
	
	
	

	HW Refreshment
	
	
	
	
	
	
	
	
	

	Help desk
	
	
	
	
	
	
	
	
	

	User satisfaction/ Performance eval
	
	
	
	
	
	
	
	
	

	TOTAL
	
	
	
	
	
	
	
	
	


      * Show whether cost is Capital (C) or Operational (O)

(3) Early Deployment/Transition Planning – 

New Product/Service Introduction

	Driver:
	Product Manager

	Contributors:
	Operations, Customer Service, Field Services, Engineering

	Purpose/Audience:
	To detail how the new system or product will be rolled out to the customer base. 
Also provides a detailed picture of the impact of this coming product or service’s availability on existing offerings in the field,  specifically when this new product/service’s introduction will cause an existing offering to be discontinued (sales will stop) and possibly obsoleted (all service and support will stop).

This plan is written during the Development Phase in order to get an early look at potential impacts of introducing a new product or service, and to stimulate Marketing, Operations, and Service end-of-life planning of activities required to phase out the existing product.  

NOTE: essentially, this step involves planning for the Deployment of the new product/service, including possibly Discontinuing an old product/service and making an orderly migration or Transition to the new one.  

	Recommended Accomplishments:
	Specify relationship of the program’s deliverables on any existing product/service(s):  is this a maintenance release to simply update the existing item? Is anything to be discontinued (no more new sales)? Totally obsoleted (no more support past a certain date, replacement required?) 

	
	Manufacturing ramp-down strategy and timeline

	
	For Deployment of new product/service, specify:

· Expected installed base and current configurations at time of deployment 

· Overall approach to deployment and transition (upgrade process)

· Personnel involved,   equipment needed, new tools or procedures

· Pre-upgrade process

· Estimated failure rates (for spares planning)

· Rough marketing timeline, key efforts 

	
	If discontinuance of existing product/service is required, identify:

· Promotions needed for using existing inventory

· Media/press/PR efforts (if needed)

· Support impact — support documentation repositories (updating Web site), training, help lines

· Estimate of when to stop taking orders for existing product

· Specific customer relationship efforts – migrate key customers

· Training impacts 
· Plan/ milestone targets  for completing Inventory analysis; Cost analysis: inventory write-off, support costs, maintenance costs; Personal impact analysis


(3) Deployment/Transition Planning  (continued)

For a very detailed example of an IT Transition Plan, see http://irmc.state.nc.us/documents/approvals/reporting/TRANSITIONPLAN.pdf
Its table of contents is pictured here as reference.  This TOC is a good outline for other types (non-IT)  of transitions as well.    
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(4)  Sales and Marketing Review for Product/Service Life Analysis

	Driver:
	Product Manager

	Contributors:
	Finance, Operations, Sales, Customers, Customer Project Managers

	Purpose/Audience:
	To determine whether the product is meeting revenue and margin goals as well as customer satisfaction goals  throughout its lifetime

To have up-to-date understanding of the needs of the customer and perceived performance of the current product, and identify changes to incorporate in future releases. 

Allows Product Management to determine when changes are needed in the company’s product family or service suite.

Allows Product Management, Field Services, Engineering and Operations to suggest changes to sales or production to correct the situation, or propose new development efforts to create enhancement releases or a “next generation” product or service.

These reviews should happen periodically starting sometime after  initial deployment of the product/ service

	Recommended Accomplishments:
	Financial:

· Compare actual revenue to business case forecasts

· Compare volume and costs to original business case estimates

· Analyze margins (as appropriate for the product)

· Create financial summary 

	
	Customer feedback:

· Maintain ongoing relationships with key customers across various customer segments.

· Provide means for customers to communicate issues with product features, serviceability, ease of use, documentation, training needs, etc

· Create prioritized list of issues and requested feature additions, new products, changes etc.

· Summarize competitiveness of current product and customer satisfaction, and any impact of those conclusions on perceived product life.

	
	Decision-making:

Analyze above info to understand current strength of product/service and relative maturity of it within the planned life-cycle.

Compare customer requests to current product, and current development efforts for enhancements and new offerings; analyze whether a change to the current product/service’s end-of-life timing might be needed. 

Feed new development requests into company’s project pipeline (project idea generation, evaluation, prioritization and new program launch)


(5)  Detailed End-of-Life Planning

	Driver:
	Product Manager

	Contributors:
	Operations, Customer Service, Field Service,  Engineering, Finance

	Purpose/Audience:
	Outlines the plan for discontinuing (stopping sales and manufacturing) and obsoleting (stopping support of) a product/service or the current version of it.     

Ensures that ramifications of phasing out this product/service are well thought out and understood. 

Initial high-level version(s) are used by Marketing, Operations, and Services to understand the scope of the eventual phase-out.    Finance and Marketing use the information to understand economic ramifications.

Subsequent iterations of the plan, or detailed sub-plan documents, flesh out the detail of tasks associated with each 

	Recommended Accomplishments:
	Product/Service Assessment:  Use results of customer feedback/ sales and marketing reviews to evaluate status of the product/service life cycle.  

	
	Product/Service evolution: Review defects recorded to date, and make decisions on what product improvements should be considered in the next revision of this product or in a new product.

	
	Life-cycle cost update and review – update life cycle costs with actuals from previous period for maintenance and operations.   Will be used for financial analysis and timing decisions for discontinuance 

	
	Operations Discontinuance:  Strategy and detailed timeline for ramp down of manufacturing.

	
	Support Discontinuance:  Strategy and detailed timeline for phase out of field support, including updating of documentation repositories, training, help lines, etc.

	
	Marketing/Sales Phase out:  Programs needed (upgrades, conversions), inventory reductions, media notices, order-taking changes, dispensation of old marketing or support literature.

	
	Discontinuance dependencies – e.g. are there related tools that should be discontinued also?

	
	Infrastructure impact:    Impact of discontinuance on IT systems such as order-taking, databases, manufacturing tracking, etc.

	
	Economic impact:   Ramifications for company financials – initial estimates (and plan for completing) cost analysis for inventory write off, support costs, maintenance costs, timing decisions.

	
	Personnel impact:  redeployment of personnel after discontinuance; retraining needed, etc.


Continued on next page

(5) Detailed End-of-Life Planning (continued)
See also the link below for a paper titled “An Application of an Iterative Approach to DoD Software Migration.”    It documents the iterative migration planning approach used by an effort where a number of legacy systems are to be consolidated over time with a common user interface.    Despite the DoD-centric title, the content includes detailed planning information appropriate to any similar information systems migration effort.  It includes sections giving high-level descriptions as task lists for Migration planning and management, Deployment and transition assistance, Database conversion, customer relationship management, management of legacy system interfaces, and customer training.

http://www.sei.cmu.edu/pub/documents/02.reports/pdf/02tn027.pdf
Appendix: Example  End-Of-Life  Announcements

 

(a)  Internal End-of-Life Announcement – [Product Name]  [Release Revision]

Overview

This document contains the End-of-Life plan for Release 1.0 of [product / revision]. Hardware (HW) and related Firmware (FW) and Software (SW) components as well as Technical Publication manuals of this Product release are included in the End-of-Life plan.

 

End-of-Life Justification and Rationale
Text such as

 “Discontinuing Release X is justified because we are releasing Release Y, which has better features.   And customers can upgrade to Y without new hardware purchases or additional license purchases required.

Release Y also provides higher performance in a smaller footprint, which means customers wanting to add capacity should be eager to go to Release Y.  

Discontinuing Release  X allows company to have only one version in field to support.  Past experience has demonstrated that having several releases alive in several customer environments directly translates in increasing level of customer management required.”

 

Key End-of-Life Dates / Major Milestones

	Item No.
	Major Milestone
	Owner
	Planned Date

	1
	End-of-life Plan development
	Product Manager
	

	2
	Internal Announcement to Sales Force (Product Marketing Managers)
	Product Manager
	

	3
	End-of-Sales Announcement – Issue Product Bulletin
	Product Manager
	

	4
	End-of-Support Announcement – Notice to Distributors
	Product Marketing Managers
	

	5
	End-of-Development
	Product Manager
	

	6
	End-of-Sales – Turn Off Order acceptance and Pricing
	Product Manager Pricing Team
	

	7
	End-of-Production
	Master Scheduler
	

	8
	Product ID Obsolete in database
	Master Scheduler
	

	11
	End-of-Support
	
	


 

Continued next page

 

Products IDs at End-of-Llife

The list of Product IDs included in this End-Of-Life plan are reported in the Table below.

 

	Product ID
	Product Description

	 
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


 

Migration Strategy

Text such as 

“All customers having deployed Release X should be migrated to Release Y.  

This migration requires no HW swap or upgrade. SW and FW download operation are required for all the installed units.

Upgrade procedures are detailed in the “System Compatibility and Upgrade Manual” for Release Y that is available on the product Web Site at the following location:  [url here]

The list of FW and SW Packages that have been released with Release Y can be found in the “Release Notes” document that is available on the product Web Site at the following location: [url here]

Customers who have already purchased the product have the right to access the product support Web Site location where FW Package for the new release can be accessed.”

End of example.

 
(b)  Example  External Discontinuance Notices to Customers

See http://www.nortelnetworks.com/products/announcements/eol.html  for an example online approach to posting notices of discontinued products

See http://a1648.g.akamai.net/7/1648/5107/20030925230432/www.nortelnetworks.com/products/announcements/eol2003b/collateral/passport_mvp_md.pdf    for a specific bulletin posted on line for customers

See http://www.captaris.com/staticresources/downloads/070902/customer%20EOL%20Letter%204.pdf   for a nicely-written customer letter detailing discontinuance and customer options.
