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Technical due diligence checklist

Seven areas, and the checks aninvestor's assessor works through under each.

Whatitis How touse it

Technical due diligenceis aninvestor's assessment Tick what you can evidence today. The restis your

of whetherthe engineering can carry the plan the preparation backlog, and most people find theirsin

money is buying. What comes outisnota grade. Itis the last two areas rather than the first. Start two to

alist of findings, and findings get priced. three months before you open around: the
artefacts take longerto assemble than the fixes take
to make.

01 Architecture and scalability

The question Whether the architecture was chosen oraccumulated Evidence Decisionrecords withrejected alternatives

(1) The system's shape can be drawn on one page by (1) Tenantorcustomerisolationis arule enforcedin code,
someone who did not build it not a convention people follow
Every major choice has a writtenreason, including the () Anew engineer can run the whole thing locally in under
ones you would make differently now aday

() Youcanname what breaks first at ten times current (3 Nothingin production depends on a machine, an
load, and roughly what it costs to fix account oraservice only one person canreach

02 Code quality and delivery

The question Whether the team can change the system safely and quickly Evidence Tests that fail for the right reasons,
and deploy history

() Tests exist that fail when you break the behaviour (1) Anew engineer's first change reached production
they name in their first week, and you can name when that
last happened
(O Thetime from merge to productionis anumber () Dependency versions are current enough that
you know upgradingis a task rather than a project
(O Thereisarollback, and somebody has usedit (O Thebuildis green onthe main branchright now, and if it
this quarter is not, everybody knows why

03 Teamandkey-personrisk

The question Whetherthe company's knowledge exists outside one head Evidence Written conventions, and a second
person who can deploy

More than one person can deploy, and the second one (1) Contractors have signed IP assignments, and you can
has doneitrecently produce them

Each major subsystem has anamed owner and at least (1) Someone otherthanthe CTO canansweran

one other personwho has changed it architecture questioninacall

Engineering conventions are written down somewhere (1) Holiday happens without a freeze

anew starter gets pointed at
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04 Security and compliance posture

The question Whether security is a habit ora document Evidence Access controls, anaudit trail, restore evidence

(3O Youcanlistwho canreach production data, and every (O Abackup hasbeenrestored, on purpose, and the
accessleavesarecord restore was timed

(3 Nocredential lives in the repository, and rotating one is (1) Every subprocessortouching customer data has a data
adocumented task processing agreement on file

() Someone owns dependency vulnerabilities, with a () Customer-facing security questions have a written
decisionrule forwhat gets patched when answer that is notinvented perdeal

05 IPandopen-source licensing

The question Whetheryou ownwhat you are selling Evidence Licence inventory, signed assignments, provenance

(O Alicenceinventory exists, generated from the lockfile () The company account owns the repositories, not
rather than from memory aperson
(3 Nothing copyleft reaches your shipped or hosted (1) Vendored and pasted-in code has arecorded origin

product without a decision behind it

(3 Every contributor, employee and contractorhas a (1) Everychange has anamed reviewer onrecord
signed assignment

06 Dataand Al exposure

The question What leaves your trust boundary, and what breaks if a vendor changes Evidence Datamap, subprocessorlist,
afallback that has been tested

(1) Youhave amap of what customer data leaves your (1) Swapping amodelis a configuration change with a test
systems, to which vendor, under which agreement behindit, not arewrite

(1) The privacy policy permits what the product does, in () Somebody has tried to break your user-facing Al
the wordsituses features on purpose

() Youcanname the features that stop working if amodel (O If output reaches the EU, the transparency duties that
provider changes pricing or terms landed in August 2026 are met

07 Roadmap credibility

The question Whether the plan the money funds is buildable by this team Evidence Aroadmap whose foundations are
visible in the code

() The nexttwo quarters of roadmap have visible (3 The hiring plan matches the engineering plan, in
foundationsinthe current codebase both directions

() Youcanshowwhatyou cut, and why, on the last three () Someone owns the roadmap whois not also the
things you shipped personsellingit

(1) Estimatesfrom sixmonths ago canbe compared (1) Technical debt has a written list, with the interest rate on
against what happened eachitem

The reasoning behind each area, twelve questions an assessor asks first with the shape of a good answer, and what
happens when a finding lands are in the full post: quantumcraft.uk/blog/technical-due-diligence-checklist. The same
checks as a spreadsheet, free, with no form: quantumcraft.uk/downloads/technical-due-diligence-checklist.csv.

To see where you stand by area first, take the free self-check: quantumcraft.uk/due-diligence-self-check.

If youwould rather have an outsiderrunit, Quantum Craft, a software and Al development agency in London, offers
technical due diligence for startups. It ends in a written report that ranks each finding by what it would cost to put right:
quantumcraft.uk/ai-consultancy#technical-due-diligence.
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