Sales Enablement Roadmap:
Priorities, Milestones, and Communication

Demand permanently exceeds capacity:
the roadmap is a sequencing decision,
not a delivery plan

Priorities: what to do — and what to refuse

Milestones: what "done" means and when

Communication: how stakeholders
stay aligned
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You leave with: a 2-4 quarter roadmap
draft, a milestone and metric set, and a
first-90-days communication cadence




Why Enablement Roadmaps Fail Without One

Without written scope and intake,
enablement becomes a request queue.

ole 89% of teams have a defined process;
Bl only 36% see reps follow it.

That 53-point execution gap exceeds
- l territory, comp design, or methodology
choice.

o Maturity is uneven: operations and
content lead; coaching and data lag.

to revenue goals — roadmaps stall
at funding.

Co | Only about a third report full alignment



Where the Work Actually Breaks:

Diagnosing Current State

Audit five dimensions:
performance, pipeline, operations,
people, market dynamics

Field input: ,1 \}:,/
10-15 ride-alongs, last 20 win/loss o -

Five-Dimension Diagnostic
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notes, manager interviews Performance Pipeline  Operations People Market
Dynamics

Ask reps:

what did you wish you had, and

what can't you find \  Half of breakdowns happen early —

yet spend still targets closing.
Deal strategy is the #1
breakdown (22%) across
every cycle length

Half of breakdowns happen
early — yet spend still targets
closing
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Output: written baseline for ramp, win rate, cycle, content usage, coaching.
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The Enablement Charter: Scope, Anti-Scope,

and Decision Rights )
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The Enablement Charter Anti-Scope Is Load-Bearing

ONE TO TWO PAGES. CRO-SIGNED. CRM admin, territory design, comp plans,

SDR scripts, pricing approval
@ Mandate

Decision Rights and Intake

e Audience
3-5 outcomes Name Intake process
decision rights for ad-hoc requests

Measurement
Trade-off Clause

So—

“If we take this on, what comes off the list?”
Reporting line
Where Enablement Reports Changes Behaviour

Sales ties accountability to quota; RevOps
strengthens measurement

A CLEAR CHARTER TODAY. A STRONGER REVENUE TOMORROW.




Priority Lens 1: )

Scoring and Qualifying Enablement Requests

Score every ask on revenue Higher Impact
impact, rep coverage, effort, 4
and urgency

Ship Now Schedule
Impact-effort matrix: high

impact/low effort ships now;
low impact/high effort declined

Lower Higher
Effort * > Effort

Schedule Decline
Learning budget cap —

5 hours per rep per month — v
makes "no" data-backed Lower Impact

Adapt BANT: capacity to reinforce,
named champion, evidence
of systemic need

Learning budget cap —

makes "no" data-backed

Broken process upstream?
Fix it first — training won't stick

s @ OO




Priority Lens 2: Tiering, Capacity, and the 60/40 Roadmap

Initiative Tiers Sequence by Dependency

Tier 1 = full behaviour

change; cap at one to two
per quarter ,_I_‘ 09e ,
000 = acm»
Process Content Training Tooling
Tier 2 supplements how

teams work; Tier 3 is
information only

Sequence by dependency: process, then content, then training, then tooling

Capacity Plan Match the Lever to the Gap

° 40%
60% Hold flexible for o Match the lever to the gap:
launches and reorgs capability > training + coaching

Plan in advance

Plan 60% in advance, hold 40% flexible for launches and reorgs



Translating Priorities into Phased Milestones -
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>  Content and

E collateral . ‘ . A

«®4 Training and A o T |

(3%  onboarding A, v 4 e

Tools and

o technology . A . 0

.. Process and ’ . A

Lpl playbooks

® Four roadmap tracks: content ® Place initiatives in the quarter ® Name milestone types: capability
and collateral, training and sellers can use them, not when laun.c_h, cpntent regdlness, .
onboarding, tools and technology, development starts Certlflc_:atlon, adoption checkpoint,
process and playbooks behavior change

® Write SMART milestones with
baseline and target

Example: cut time-to-first-deal from 90 to 60 days in two quarters,
reaching 75%+ adoption.




Roadmap Visual Design:
Swimlanes, Owners, and Readiness Scores

A ____

Go-to-Market : :
Content 39 — 4 5 ) (5
Owner: PMM

Sales Enablement * | -
Owner: Enablement 2 ' 4 4 ) &
Sales Operations ) 2 - 4 [ 4 5

Owner: Sales Ops

= 3 s D - 5
Owner: Product
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Swimlane roadmap: Output-oriented One named owner Mark cross-lane One source of truth;
four tracks x quarterly timing: place work per initiative: PMM, dependencies: 30-minute monthly
columns, each with in the quarter sellers Sales Ops, Enablement, certification needs review with sales
readiness score 1-5 can use it or Product content, adoption leadership

needs managers



The Measurement Layer:
Leading and Lagging Indicators

Leading Indicators Written Hypothesis Lagging Indicators

content usage _ _ ramp time
Pair each leading

demo completion indicator with a written * quota attainment by cohort

certification pass rate hypothesis tied to win rate
coaching sessions logged CHE R cycle length
Enabled versus non-enabled | Coaching frequency per rep
; . 0o . )
.ll win rate is the cleanest @RS per month is the highest-leverage
causal test leading variable; above four

beats below two

MEASURE — CONNECT — DRIVE GROWTH




Survives Budget Review o

Five to seven metrics on

one page — dashboard Metric C\;l;lr::t Target Trend Owner
fatigue kills action
Each row: current value, 282  Readiness
target, trend, named owner,
review cadence
i o Engagement
Include readiness and

engagement metrics plus _
win rate, cycle length, .|| WinRate
guota attainment &

Match cadence to velocity: Cycle Length
leading weekly, lagging

monthly to quarterly
/0] @ Quota Attainment
Compare enabled cohort

against a control; report
leading and lagging together

Leading to Lagging Indicators

09, ® d
il ‘...l b
Enabled VS.

Cohort Control : | : ;

From capability and behavior to business results




Stakeholder Map and Tailored Messaging

Key Stakeholders and What Resonates

Map stakeholders by
influence and interest, Higher Influence
not name alone ‘f
Decision makers want ROI Decision Makers Managers
and risk; managers want Ask: ﬁ:-.k: .
s “What'’s the ROl and risk?” “How does this improve
productivity and KPIs productivity and KPIs?”
Message:
. Focus on ROI and risk. Message:
Frontline reps want Show role impact on
day-in-the-life workflow PIOSCINIt/ e e
change .
Lower : | _ Higher
Interest - ol > Interest
Lead every message with
role impact, then the rationale Adjacent Functions Frontline Reps
Ask: Ask:
“How does this affect “What does this change

Sender credibility matters:
reps trust their direct manager

over unknown leads

Lock one voice, a shared

glossary, and a central
asset library

ALIGN PEOPLE. UNLOCK PROGRESS.

our work?”

Message:
Connect to their role impact.

Lower Influence

v

in my day-in-the-life?”

Message:
Show the day-in-the-life
workflow change.



Communication Cadence, Channels, and Feedback Loops
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Awareness Readiness Reinforcement
Before At go-live After

Owner Owner Owner

Date Date Date
Audience Audience Audience
Message Message Message

Channel Channel Channel

Feedback Loop

Three-phase cadence: awareness before,
readiness at go-live, reinforcement after

A communication that belongs
to everyone belongs to no one

Prevents both information gaps and
message fatigue

Channels: town halls for vision,
email for trails, chat for wins, 1:1s for support

Wiki as single source of truth;
low-friction feedback with response-time
commitment

One named owner per communication:
date, audience, message, channel
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Cross-Functional Operating Rhythm and RACI
SRR P

RACI by Key Area Operating Rhythm

Function Readiness  Adoption Coaching Systems Data

Sales o A o G |
Marketing C o C | |

Enablement A C o | |

Weekly

Weekly manager-led
coaching and deal inspection

Monthly

Monthly cross-functional

Revenue C C C A :

Operslions o performance review

T | | ! (R c
Quarterly

Finance C A Quarterly strategic alignment
and roadmap reset

o Responsible A Accountable C Consulted | Informed
Governance Structure Key Principles
Three governance layers: board, council, advocates Clarify who owns readiness, adoption,
coaching, systems, and data

Every decision needs one accountable owner

Council A Shared accountability at interfaces causes
escalation and delay



Common Pitfalls and Risk Mitigation

Anticipate risks. Take practical steps. Keep your roadmap on track.

Common Pitfall Key Details Risk Mitigation

Overloading
the roadmap

Building content
without distribution

Missing manager
buy-in

Silently
re-prioritising

FOCUS / ALIGN / EXECUTE

Overloading the roadmap:
cap per-quarter capacity,
apply the 60/40 rule,

keep a not-doing column

Building content without
distribution: plan 30% baseline
adoption; 65% of content

goes unused

Missing manager buy-in:
29% of reps skip process
because managers don’t
enforce it

Silently re-prioritising:
document rationale, keep
a risk register, define
pause/merge/drop signals

Overloading the roadmap:
cap per-quarter capacity,
apply the 60/40 rule,

keep a not-doing column

Building content without
distribution: plan 30% baseline
adoption; 65% of content

goes unused

Missing manager buy-in:
29% of reps skip process
because managers don’t
enforce it

Silently re-prioritising:
document rationale, keep
a risk register, define
pause/merge/drop signals



Workshop: Drafting Your
Roadmap and First 90 Days

Workshop flow: . Roadmap Template
assess, score priorities, commit,
sequence, aSSign owners, Priorities Quarterly Track Readiness Owner  Metrics Dependencies Gompification

milestones score actions

plan communication

Template sections:

priorities, quarterly milestones,
track, readiness score, owner,
metrics, dependencies

Facilitation questions:
BRICHStEg pr!orlty, ”ght First 90 Days Readiness Checklist
problem, what we’re not doing,
what we’ll measure

Ready-to-execute:

signed charter, one pilot cohort,
baselined CRM metrics,

live intake form

0 i s

Schedule the first roadmap
review and iteration point
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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/eda55512/public


https://personwise.ai/t/eda55512/public?entry_surface=public_courseware_pdf

