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Product Roadmap

In our previous lectures, we explored two foundational aspects of SaaS product
development: feature prioritization and the product backlog. The next step is the product
roadmap. It transforms these elements into a high-level, strategic plan that outlines the
vision, direction, and progress of a product over a specified period.

For smaller SaaS businesses or teams, the roadmap is often centered on one core product.
Larger organizations may use roadmaps to manage multiple products, showing how various
product lines contribute to overarching business objectives. While similar in structure, the
scale and complexity increase.

Let’s see what the product roadmap might look like.

It typically organizes timeframes into broader, flexible horizons. These horizons are
adaptable and can vary depending on the organization’s needs or the product’s
complexity. A common approach, especially when release cycles are predictable, is to
divide the roadmap into quarters. Each quarter represents a distinct stage of focus.
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● Q1 (Immediate Priorities):

The first quarter focuses on executing high-priority tasks that are well-defined and ready
to develop. It’s a time to deliver impactful features or improvements that address
immediate needs, such as fixing critical issues or launching updates that align with current
business goals.

● Q2 (Expanding capabilities):

This second quarter often builds on the groundwork laid in Q1. It’s about expanding
existing capabilities or implementing new features. Teams may also start exploring
mid-year opportunities or responding to early customer feedback.

● Q3 (Strategic Advancements):

By the third quarter, attention often shifts toward more strategic initiatives, like refinements
or scaling the product. These projects may require deeper research, prototyping, or market
testing, setting the stage for long-term goals.

● Q4 (Final Push and Planning):

The last quarter wraps up the year by finalizing major initiatives. The team focuses on
ensuring the product is stable, optimized, and ready for global deployment. Additionally,
they begin planning for the next cycle, ensuring that lessons learned feed into future
initiatives.

The exact structure of a product roadmap can vary. However, certain components are
commonly included across most roadmaps.



a) Themes or Initiatives

They organize work around high-level themes rather than listing individual tasks. These
themes or initiatives group related features and objectives under a single umbrella. They
provide a clear sense of direction without diving into technical details. For example, a theme
like "Improved User Onboarding" might focus on simplifying the setup process to ensure a
smooth and user-friendly experience for new customers.

b) Features

Next, features listed under each theme are specific enough to provide direction but not so
detailed that they mimic a backlog. They represent the specific deliverables that the team
will work on. For instance, under the theme "Improved User Onboarding", features might
include developing in-app tutorials or creating quick-start templates to help users get
started faster.



c) Milestones

Then, we have milestones, which are the checkpoints or achievements that mark
significant progress within the roadmap. These are often used to track major events, such
as beta launches or critical feature rollouts. For example, a milestone could be the beta
release of role-based access in Q2. Similarly, in Q4, a milestone like the global launch of
enterprise-grade features marks the culmination of months of work.

To tie features to measurable business outcomes, teams set strategic goals. These goals
ensure that every initiative contributes to broader company objectives, such as increasing
customer retention or expanding into new markets. For example, a strategic goal like
"Reduce onboarding time by 50%" would directly guide initiatives such as "Improved User
Onboarding" and its associated deliverables.

Now, let’s examine how a roadmap like this is created. Product roadmaps are typically
produced by product managers, but the process involves collaboration with various
stakeholders.

1. Define a Clear Vision

The product manager begins by establishing a clear vision for the product. This vision
outlines what success looks like and ensures alignment with the company’s business
goals. It serves as the foundation for the entire roadmap.

2. Set Strategic Goals

Next, they translate the vision into specific, measurable goals that provide a clear
framework for prioritization and progress tracking, ensuring alignment with the overarching
vision.



3. Group Related Features into Themes

Once objectives are set, the product manager organizes related features into broader
themes or initiatives. These themes streamline focus areas and ensure that every
deliverable connects to strategic goals.

4. Organize Themes into a Realistic Timeframe

The product manager then distributes themes and features across timeframes, for example,
quarters. This step ensures that the work is balanced and achievable, while allowing
flexibility for iteration.

5. Identify Key Milestones

Finally, the product manager identifies significant progress points, or milestones, that
measure success and keep the team aligned. Milestones ensure stakeholders can track
major achievements throughout the roadmap.


