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Workshop Objectives

 Common product roadmap challenges

 How product roadmaps fit in with the overall 

product development lifecycle

 Multiple different versions of a product roadmap 

and when to use them

 Four additional tips for creation and maintenance 

of product roadmaps

 Self-assessment of Product Roadmaps
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Opening Question

What words might you use to 

describe Product Roadmaps?
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Some definitions / viewpoints of 

Product Roadmaps

 A strategic visual communication tool

 Offers a connection/context for individuals, product 

development teams, and stakeholders to strategy

 Assists with coordination, alignment, and focus on goals 

and priorities

 Inspirational and shared ownership of problem solving

 Living document showing product evolution over time
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What makes Product Roadmapping

hard?

 Multiple interpretations of product roadmaps –

purpose, audience, info to include, level of detail, … 

 Sometimes seen as overhead vs doing “real work”

 Lack of ownership / too many people “owning”

 Siloed; created by only Product Management

 May be interpreted as a contract versus a means to 

facilitate communication, alignment, and focus

 May be created by persons without domain knowledge

 Reactionary and/or tactical versus forward-looking
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BRIEF RECAP OF

PRODUCT DEVELOPMENT
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Typical Product Development Approach
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Typical Product Development Approach
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Typical Product Development Approach
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Typical Product Development Approach
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It’s just that easy. Really.
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5 TIPS FOR HIGHER IMPACT

PRODUCT ROADMAPS
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5 Tips for Higher Impact Product Roadmaps

1. Have more than one view of a Product Roadmap

2. Review and revise regularly

3. Have vision and goals as inputs

4. Ensure Product Roadmaps and Product Backlogs 

are aligned

5. Create collaboratively
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TIP #1: HAVE MORE THAN ONE

VIEW OF A PRODUCT ROADMAP

© 2022 Agility Guides, LLC.

There’s more than one view of a Product Roadmap
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Various Lenses of Product Roadmaps

Roles Product Roadmap Emphasis

Executives/ 

Leadership Team

How the product aligns and supports the company’s vision, 

goals, strategic plans, and high-level OKRs

Marketing, Sales,  & 

Customers

Emphasizing the benefits to be seen by the consumers of the 

product and how it relates to strategy, vision, and goals over 

time – view is customer-centric – why should product be 

important to the customer?

Product 

Development/ 

Engineering

Linking the strategic plans and desired timelines with a “how 

are we going to get this done”

Release 

Management & 

Customer Support

Also more tactical, showing key differences, enhancements, 

and/or fixes that are planned to be addressed and general 

timeframes

© 2022 Agility Guides, LLC

General Roadmap Template

Q1 Q2 Q3 Q4

Theme 1/ 

Product Goal 1

Theme 2/ 

Product Goal 2

Theme 3/ 

Product Goal 3

Theme 4/ 

Product Goal 4

Content/Context 1 Content/Context 2 Content/Context 3 Content/Context 4

Now: “Certain” Next: “Fuzzy” Later: “Squishy” Future: “Vision”
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Timescale Considerations

 Considerations for the timescale of Now-Next-Later

 Urgency of action

 History/evidence of making deliveries

 Importance of dates

© 2022 Agility Guides, LLC

Hypothetical Example

 Travel Website Revamp

 We’ll discuss corresponding Product Roadmaps from 

multiple perspectives through progressive levels of 

detail for this app
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Example Roadmap #1: Execs/Leadership

Q1 Q2 Q3 Q4

Solidify Early 

Adopters
Launch Beta (US) Launch v2 (US)

Grow Market 

Share (NA)

• 3 focus groups 

with NPS (likely to 

purchase) 8/10 

[Mktg]

• 5 partners commit 

to Beta launch 

[Sales]

• Replicate current 

core functions in 

Beta [IT]

• App Store 

availability, in top 

10 list [Rel Mgmt]

• Feedback 4.0/5.0 

via 50+ reviews 

[Cust Success]

• 2k bookings with 

NPS 8/10 from 

250+ valid 

surveys [Ops]

• Meet security & 

perf reqts (at 

volume) [IT]

• Address top Beta 

feedback issues 

[IT, Cust Support, 

Cust Success]

• App Store 

feedback 4.2/5.0 

via 200+ reviews 

[Cust Success]

• 8 partners 

launched; >30% 

gross sales [Sales]

• 100k bookings/ 

mo in NA mkts with 

NPS of 8/10 

[Ops, Cust Success]

• Uptime 99.99% 

[IT]

• 12 Partners 

launched, >40% 

gross sales [Sales]

• Close >95% of 

customer support 

with NPS 7/10

• Launch Social 

Media plan [Mktg]

© 2022 Agility Guides, LLC

Example Roadmap #2: Mktg & Sales

Q1 Q2 Q3 Q4

Solidify Early 

Adopters
Launch Beta (US) Launch v2 (US)

Grow Market 

Share (NA)

• Validate current 

core functions in 

Beta: Profile, 

Itinerary Booking 

and Management

• Prep for App 

Store availability

• Secure 5 Partners 

(for experiences)

• Secure Beta 

preview feedback 

(3 focus groups)

• Est. Social Media 

& Marketing Plans

• Support Beta 

launch: social 

media/mktg, 

gather feedback, 

monitor App Store

• Analyze bookings

• Analyze Cust 

Support tickets

• Est. Social Media/ 

Mktg plans for full 

v2 launch

• Secure partners 

for Beta & v2 

launches

• Support v2 launch 

in US: social 

media/ mktg, 

monitor App Store

• Triage feedback

• Continue analytics: 

bookings & 

customer support

• Secure additional 

partners for full 

NA launch

• Est. Social 

Meda/Mkt plans 

for full NA launch

• Support all-NA 

launch: social 

media/mktg, 

monitor App Store

• Triage feedback

• Continue analytics: 

bookings & 

customer support

• A/B Testing target 

markets
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Example Roadmap #3: Product Dev

Q1 Q2 Q3 Q4

Solidify Early 

Adopters
Launch Beta (US) Launch v2  (US)

Grow Market 

Share (NA)

Replicate current 

core functions for NA 

market in Beta:

• Login, Profile 

w/Payment

• Search w/filters

• Purchase itinerary

• Change itinerary

• Cancel itinerary

• Pass Security Audit

• Solidify 

Infrastructure

• Simulate Scaling 

Performance

Solidify Platform

• Support Beta 

launch

• Address critical 

bugs

• Tune for 

performance

• Resolve security 

audit findings

New functionality:

• Repeat itinerary

• Preferences

• Book partner 

experiences

Support Launch

• Support v2 launch

• Address feedback 

issues (bugs, 

functionality)

• Monitor for 

security and 

performance

New functionality:

• Modify/manage 

partner 

experiences

Prep v2 1.1+

• Address feedback 

issues (bugs, 

functionality)

• Monitor for 

security and 

performance

Core functionality:

• Prep for EU & 

APAC launches, 

focus on finance, 

security, added 

partners

TIP #2: REVIEW AND REVISE

PRODUCT ROADMAPS REGULARLY
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Products evolve…

…as should Product Roadmaps

© 2022 Agility Guides, LLC

Product Roadmaps Evolve

Product Roadmaps are not 

“one and done”
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“Inspect and Adapt”

 Multiple opportunities for product feedback

 Scrum – Sprint Reviews

 Monthly Customer Advisory Boards

 Sales – Current and Projected

 NPS Scores (Customer Satisfaction) & other OKR data

 Customer Support

 Market Research (Gartner, Forrester, In-House, etc.)

© 2022 Agility Guides, LLC

How often to adapt?

“Too Hot” “Too Cold” “Just Right”

The Goldilocks Syndrome…
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TIP #3: HAVE A VISION AND

GOALS AS INPUTS
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There is homework to do…

before you start roadmapping
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Typical Product Development Approach
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Example product visions
32

“For (customer), 

who (statement of need), 

the (product name) 

is a (product category) 

that (key benefit, compelling reason to buy).  

Unlike (primary competitor), 

our product (statement of primary 

differentiation).”

https://www.romanpichler.com/tools/product-vision-board/

Once you have the Product Vision, 

then break down into Product Goals 
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TIP #4: ENSURE PRODUCT

ROADMAPS AND PRODUCT

BACKLOGS ARE ALIGNED

Comparing Product Roadmaps & 

Product Backlogs

 Strategic Focused over a 

longer time period (~year)

 High-level themes

 Variety of audiences, 

internal and external

 Tactical Focused over the 

near term (~2ish sprints 

worth “Ready”)

 Tactical focus

 Typically used only 

internally

Product Roadmaps Product Backlogs

Must Be Aligned
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TIP #5: CREATE

COLLABORATIVELY
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Common pitfalls 

 Product Roadmaps often “owned” by Product 

Management

 Prod Mgmt “telling” others what’s on the roadmap

 Don’t validate the Product Roadmap. Collaborate.

 Minimum of “Three Amigos” – three views

 Conversely, there can be too many cooks in the kitchen

“Product Management is not about being an expert in UX, 

Business or Technology; [it] is about letting experts in those fields 

do their best and facilitate their communication” (Muller, 2018)
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PARTING THOUGHTS
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Some final thoughts

 Product Roadmaps are an essential tool to 

connect strategy with tactical execution

 There’s more than one Product Roadmap 

design

 Describes same product, different lens

 5 Tips from the field
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Product Roadmap Self-Assessment

Download: www.agilityguides.com/resources

Q & A

 Dr. Steve Martin

 www.linkedin.com/in/agilesteve

 www.agilityguides.com
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