
How can we plan product roadmaps better?

When it comes to planning product roadmaps, organisations typically encounter several challenges.  
Conceptually, it’s easy to create a roadmap, but organisations need to make decision trade-offs. 

Overcommitting - too many projects  

in roadmap

Deliver maximum value add

Some team members unclear on the details of 

what needs to be done

Gets the team on the same page

The product roadmap isn’t focused on optimal 

commercial outcomes

Is realistic & action-oriented

Top Planning Challenges:

Typical executional pitfalls once a roadmap has been created

A successful roadmap starts with a strong approach to planning

Foundational clarity: starting with why

Organisations need a way of planning projects that:

A. GETTING OFF TRACK

• Getting bogged down with day to day demands 
and not executing the roadmap consistently

• Diverging from the roadmap by building stuff in  
response to ad-hoc customer complaints

B. BEING OVERLY RIGID

• Overly literalistic delivery: trying to deliver  
every aspect of the roadmap on time is laudable,  
but executing it blindly isn’t consistent with optimal  
commercial outcomes

The key to good planning decisions is a strong process. It doesn’t have to require a lot of time, but it does require getting the team 
together and getting everyone aligned on what needs to be done. A good product roadmap needs to incorporate both a sense of 
priorities and a degree of flexibility. 

To be sure, blindly executing against a set list of priorities without reference to changing circumstances obviously isn’t the right way to 
go. But neither is being completely swamped by day-to-day priorities, or getting distracted by ad-hoc clients demands (greasing the 
squeakiest wheels). Balance is required. If something needs to be added to the roadmap, what is going to be removed?

The key to success is not just documenting the roadmap itself, but bringing the team together in a way that they have really understood each 
other and communicated around commercial priorities. Each member of team understands what the team is committing to and why. That sets 
the team up for success, so they have the shared understanding to execute against priorities, but to also ahve the shared vocabulary make 
smart decisions in accordance with changing circumstances.



Innovator can help you complete this entire process in one day. 
(For very large teams and complex product roadmaps, we sometimes run a planning workshop across two days).

A full-day product roadmap planning workshop covers the following:

MORNING SESSIONS

CEO/team lead presents overall product vision 
Hopes and fears exercise where team explores the current goals 
and concerns in more detail
Prioritize goals & concerns by impact 
Prioritize goals & concerns by desirability 
Prioritize what actions are necessary 

AFTERNOON SESSIONS

Document high-level project plans
Prioritize items by time required to complete
Prioritize items by potential value add
Identify sequencing and dependencies
Finalize product development roadmap
Identify next actions and create timeline

Contact Innovator today: info@innovator.sg

What you will have at the end of this 1-day workshop:

• A clearly documented product roadmap that matches your commercial priorities

• Team clarity and consensus around what needs to be done and why 

• An improved level of focus and energy among your development team

• A clear view on which roadmap items will need to shift if new priorities arise

How can Innovator help us plan more effectively?

Team member explains a project Prioritizing by time required Prioritizing by value add


