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Creating a
Project Roadmap: \\

Aligning Teams with Goals,
Phases, and Milestones

A project roadmap is a high-level strategic visual
showing objectives, phases, and milestones—not a
detailed plan or Gantt chart.
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It secures stakeholder buy-in and aligns teams on
what will be delivered and when.

Roadmaps prevent daily tasks from losing
connection to strategic goals.

This training covers translating goals into objectives,
structuring and visualizing the roadmap, and
maintaining it as a living alignment tool.
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By the end, you will draft a clear, actionable
project roadmap tailored to your own context.




What a Roadmap Is—and What It Isn't

THIS IS A ROADMAP

Phase 1 Phase 2 Phase 3 Phase 4

Milesfone A Milestbne B Milest.one (6 Miles'tone D

High-level phases, milestones,
and direction

THIS ISN'T A ROADMAP
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ﬁ;"a‘q Complex, detailed, and
&%" execution-focused

» - A strategic communication tool, not a detailed execution plan

* - Answers "Where are we going and in what order?" for stakeholders

» - Shows high-level phases, milestones, and direction on one screen
» - Distinct from a project plan, charter, or Gantt chart

» - Failure mode: mistaking it for a plan breaks trust in delivery




Project Roadmaps vs. Product Roadmaps:
Different Tools for Different Jobs

PROJECT ROADMAP PRODUCT ROADMAP
A time-bounded initiative A continuous vision for product evolution
with a defined finish over quarters or years
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PHASES DELIVERABLES  MILESTONES FINISH

THEMES AND USER OUTCOMES

@ | - Project roadmap: scoped initiative with defined start/end, focusing on phases, deliverables, and milestones
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- Product roadmap: ongoing vision for product evolution over quarters or years,
focused on themes and user outcomes

roadmap for a specific migration

- Choose based on whether you manage a time-bounded deliverable or
continuous product improvement

@ | - Both coexist: a product roadmap for the Saa$S platform alongside a project
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Translating Strategic Goals
into Roadmap Objectives

« Connect company OKRs to

E— ¢ outcome-based project objectives,
Company OKR not output-based task lists
,gg;_.‘ . !  Cascade: Company OKRs -
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Departmental OKRs — Project
objectives traceable to key results
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% « Write concise, measurable
objective statements; distinguish

Departmental OKRs \

good from poorly formed ones

« Prioritize initiatives by strategic
| contribution and measurable
—_— impact, not urgency alone




Structuring the Roadmap:

Themes, Workstreams, and Time Horizons

Qo Group work by value

h streams, not departments
(e.g., Discovery, Build,
Deploy)

- Match time horizons to
risk: quarters for strategy,

months for delivery

- Keep it high-level;
avoid assigning tasks

or granular steps

- Use clear phase
labels to tell the

project’s story
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The Now-Next-Later Framework:
Planning with Confidence, Not Fixed Dates

@)

=
\ O— /

T

- Now: Active, high-confidence
work with clear commitment

- Next: Validated priorities
queued as Now wraps up

- Later: Strategic bets and
possibilities, not yet scoped

- Replaces date-driven rigidity
with honest certainty horizons

- Each initiative links to an
objective or key result
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/ Defining Milestones
That Drive Decisions

® Decision gates, capability releases, dependency dates, progress markers
® Each milestone justifies a choice or proves real progress
® Sequence to reveal risk early — test before heavy investment

® Tie every milestone to an objective; cut vanity markers
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" Visualizing the
Roadmap for
Executive and cHe ke simtneron . W e
Team Audiences
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/ ceX = Match the visual to the audience:
[ O0 j .

\f3 )  executive one-pager, swimlane

S view, or milestone timeline
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- Apply design principles: color
code by theme, minimal text,
clear hierarchy for quick scanning
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[ o— ‘? - Tailor detail levels: initiatives
j: "/ for leadership, dependencies
for partners, features for teams

- Review examples: effective
roadmap visuals versus
common design pitfalls

zf?;/ b Y
{ ( )




Roadmapping Tools and
Platforms in Practice

e Dedicated tools: ProductPlan,
Roadmunk - built for strategic
roadmap views

® PM-integrated: monday.com,
Jira syncs, connects execution
to strategy

e Lightweight options: Notion,
Google Sheets - free, flexible
for early stages

® Key criteria: two-way Jira sync,
audience-specific views,
Al-assisted prioritization

e Simple tools work until they don't;
dedicated tools add depth
but need budget




Maintaining Alignment

Without Micromanaging

Roadmap is a strategic
alignment tool, not a task
assignment sheet

Monthly roadmap updates;
weekly check-ins on
key results

Assess impact on strategic
objectives before
reshuffling scope

Healthy evolution:
evidence-based
reprioritization, not
reactionary scope creep




Integrating OKRs and

the Roadmap:
A Dynamic Feedback Loop

* Roadmap initiatives deliver
outcomes measured by OKRs;
OKRs aren't a static plan.
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* Map every major initiative to
at least one key result; cut
anything unlinked.

* Use a quarterly cycle: review
OKRs and roadmap together
with weekly confidence checks.

* Build a visual cascade: company
objective — department objective
— project key result — initiative.

* Distinguish healthy reprioritization
from scope creep via outcome
impact.
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Practical Workshop:
Building Your Roadmap
from Scratch

- Start with a realistic project
scenario or your own
current initiative.

- Write one measurable
objective tied to a
strategic priority.

- Define 2-3 themes and | ,
sort work into Now, [ T
Next, Later. [, '

- Place 4-6 critical milestones;
peer-review for clarity.

- Avoid overloading Now, o " _
vague milestones, or f - & > &
hidden dependencies. : AN i A‘
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Sustaining Roadmap Relevance Over the Project Lifecycle

Recognize triggers for @

a refresh: scope change, Q\ /Q?
strategy pivot, or =
milestone misses

Integrate updates into
existing cycles like

QBRs or Pl planning to ™ 0@
avoid fatigue \ ‘&

Capture learnings from
each milestone to shape
smarter future iterations

Transition the roadmap
from a one-time plan
into an ongoing
conversation instrument




Key Takeaways and Action Plan

e Core framework: Strategic alignment —
objectives — Now-Next-Later —
milestones & visuals — continuous review

Strategic alignment
Core framework

| © Next step: draft your first
roadmap in a 90-minute
session using the
provided template

Now-Next-Later |

o One-page checklist: one-screen e
roadmap, clear goals, defined Objectlves
milestones, audience-specific
views, review cadence

\  Milestones & e
visuals
B e g

Action plan
Final action items

Continuous
review

o A great roadmap evolves
with learning, builds trust,
and keeps everyone moving
toward the same destination




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A

personwise.ai/t/9f11e85a/public


https://personwise.ai/t/9f11e85a/public?entry_surface=public_courseware_pdf

