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A ROADMAP IS
A ROADMAP IS 
A ROADMAP…
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ROADMAPPING THE 
ROADMAP

Roadmapping = the process we go 
through supported by numerous 
methods to facilitate the cognitive and 
often social interactions called a 
“strategic dialogue”.
Roadmap = the output from the process 
above often realized in one or more 
visualisations by a specialized set of 
tools.
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WE KNOW A ROADMAP WHEN WE SEE ONE…

9

Gallery Walk Instructions:

1) Take a walk in our roadmap 
gallery

2) Discuss the exhibited pieces
3) Mark with a green dot (●)

pieces or details you fancy or 
would buy

4) Mark with a red dot (● )…
5) See if you can spot the 

counterfeit roadmaps  



DO’S AND DON’TS

What seems to work in ”good” roadmaps? What seems to be the ’meh…’ in less efficient roadmaps?
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WE KNOW A ROADMAP WHEN WE SEE ONE…
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WE KNOW A ROADMAP WHEN WE SEE ONE…

12



WE KNOW A ROADMAP WHEN WE SEE ONE…
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WE KNOW A ROADMAP WHEN WE SEE ONE…
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Prepare yourself for impact!

ROADMAPPING 
CRASH COURSE



ACADEMIC 
HEADWATERS

The roadmapping methodologies 
expressed in the T- and S-Plan from the 
Institute of Manufacturing (IMF) at 
Cambridge University.

DTU Foresight Research – especially the 
works of Per Dannemand Andersen.

Frauenhofer Institute – on methods and 
tools and on, and on….
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A QUICK DASH DOWN MEMORY LANE
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Source: https://rene-rohrbeck.de/2021/02/24/historical-background-of-corporate-foresight/



NEEDS/DRIVERS
(WHY?)

CONCEPTS/SOLUSIONS
(WHAT?)

COMPETENCIES/RESOURCES
(HOW?)

TIME
(WHEN?)

Use cases/needs/demands
Market, the business domain, 

client

Design/development
Product(s),  

services, 
systems

Technologies
Knowledge/skillsets,

R&D,
ressources

THE UNIVERSAL ANATOMY OF A ROADMAP
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Market, the business domain, 

client
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Product(s),  

services, 
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Driver A

Driver B

Technology A

Technology B
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Technology C

Driver C
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Invested effort 
(relative)
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0 - THE AUDIENCE

Who are they?
What do they know?

What questions do they have?
Are there any shared hypothesis
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1 - PREPARE YOURSELF 

Appoint a designated process 
owner

Identify the most significant 
stakeholders

Seek managerial anchoring

Choose the core-team and the 
resource-team

Set the timeframe for the 
roadmapping process

Have a process plan
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Make a ”contract” or working agreement with the primary stakeholders



2 – (RE)DESIGN THE PROCESS

Put together the overall process-
design

Timebox the roadmapping process

Determine the genre of your 
roadmap

Define tasks for core-team and 
resource-team

Create invitations for the 
workshops

Consider an iterative process-
model
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3 – FILL UP YOUR TOOLBOX

Choose your method

Sharpen your facilitating skills

Define the rules

Make work packages and 
facilitator log

Information architecture

Use already available it-tools 
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Research &

Scouting

Near

Market

On Market

RELEVANCE FOR [CASE A]
= High
= Medium
= Low

TE
CH

NO
LO

GY
 A

TECHNOLO
GY B

PRODUCT

FUNCTIONALITY

3RD PARTY SOLUTIONS

USER NEEDS MARKET

• Lorem ipsum dolor 
sit amet, consectetur 
adipiscing elit. Morbi 
vitae 

• metus nec risus 
aliquam imperdiet. 
Praesent semper 
sodales dictum. 

1) Lorem ipsum dolor 
sit amet, consectetur 
adipiscing elit. Morbi 
vitae 

2) metus nec risus 
aliquam imperdiet. 
Praesent semper 
sodales dictum. 

ROADMAP SNAPSHOT #1 / [DATE] KEY MESSAGES

1) Lorem ipsum dolor sit amet, consectetur adipiscing 
elit. Morbi vitae 

2) metus nec risus aliquam imperdiet. Praesent semper 
sodales dictum. ivamus sit amet sem sit amet urna 
bibendum cursus eget ac mauris. Vestibulum ante 
ipsum primis in faucibus orci luctus et ultrices posuere 
cubilia Curae; Morbi adipiscing, lorem vitae vestibulum 

USER NEEDS
• Lorem ipsum dolor sit 

amet, consectetur 
adipiscing elit. Morbi 
vitae 

• metus nec risus 
aliquam imperdiet. 
Praesent semper 
sodales dictum. 
ivamus sit amet sem 

TECHNOLOGY & CAPABILITIES
NOW:
Lorem ipsum dolor sit amet, consectetur adipiscing elit. Morbi 
vitae metus nec risus aliquam imperdiet. Praesent semper 
sodales dictum. ivamus sit amet sem sit amet urna bibendum 
cursus eget ac mauris. Vestibulum ante ipsum primis in 
faucibus orci luctus et ultrices posuere cubilia Curae; Morbi 
adipiscing, lorem vitae vestibulum 
NEEDED:
Lorem ipsum dolor sit amet, consectetur adipiscing elit. Morbi 
vitae metus nec risus aliquam imperdiet. Praesent semper 
sodales dictum. ivamus sit amet sem sit amet urna bibendum 
cursus eget ac mauris. Vestibulum ante ipsum primis in 
faucibus orci luctus et ultrices posuere cubilia Curae; Morbi 
adipiscing, lorem vitae vestibulum 

GAPS

• Lorem ipsum dolor sit amet, consectetur adipiscing 
elit. Morbi vitae 

• metus nec risus aliquam imperdiet. Praesent semper 
sodales dictum. ivamus sit amet sem sit amet urna 
bibendum cursus eget ac mauris. Vestibulum ante 
ipsum primis in faucibus orci luctus et ultrices posuere 
cubilia Curae; Morbi adipiscing, lorem vitae vestibulum 

COMPETITOR WATCH

Lorem ipsum dolor 
sit amet, orem 
ipsum dolor sit 
amet, consectetur  
in Lorem ipsum 
dolor sit amet, 
consectetur 

Lorem ipsum dolor 
sit amet, 
consectetur 
metus nec risus 
aliquamsemper 
sodales dictum. iv 
bibendum 

sodales dictum

sodales dictum

sodales dictum

sodales dictum

sodales dictum

sodales dictum

sodales dictum

sodales dictum

sodales dictum

sodales dictum

aliquam

aliquam

aliquam

aliquam

aliquam

Vestibulum ante

Vestibulum ante

Vestibulum ante

Vestibulum ante

Vestibulum ante
Vestibulum ante

Vestibulum ante
Vestibulum ante

aliquam aliquam

aliquam

aliquamaliquam

aliquam

aliquam



4 – KICK-OFF

Whom to involve?

State your mission

Compile an information package 
to send participants

Create an initial roadmap

Decide on the roadmap's axis 
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NEEDS/DRIVERE
(WHY?)

CONCEPTS/SOLUSIONS
(WHAT?)

COMPETENCIES/RESSOURCES
(HOW?)

TIME
(WHEN?)

Use cases/needs/demands
Market, the business 

domain, client

Design/development
Product(s),  

services, 
systems

Technologies
Knowledge/skillsets,

R&D,
ressources



5 – ENSURE AND MAINTAIN MOMENTUM

Keep the process tight

Iteration as a virtue

Creating accessible products: 
use the ict-toolbox

Use your resource team

Have a review and 
communication iteration

Follow-up, follow-up, follow-up!
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6 – CREATE THE DOCUMENTATION

Curate the documentation 
carefully

Create the documentation-
package

Beautify the roadmap and the 
documentation package
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7 – HAVE A ”PARENT-PROCESS”

Create a plan for maintenance 
and dissemination

Attach the roadmap to an existing 
strategy or business 
development process (if 
possible)
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PRACTICES IN 
ROADMAPPING 
AND ROADMAPS
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FORSLAG TIL ET ROADMAP-KONCEPT FOR PROGRAM
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0 – ”The mock-up” 1 – Hovedgrebet 2 – Tidsaksen 
og visningen af 

tid

3 – Plateauer, 
gaps og 

transitioner

4 – Dybde, 
opdeling og 
relationer

5 - Meta-
egenskaber

Vi starter med at tegne, 
skitsere – og være meget lidt 

enige og i tvivl.

Vi får styr på hvordan 
vores ”zoom” skulle virke.

Vi definerer hvad 
”nu”, ”snart” og 

”engang” betyder.

Vi fastlægger hvilke – 
om nogen – ”stabile 

tilstande” 
roadmappet tegner 

ruten for.

Vi definerer vores 
”lag” – 

strategi/”forretning”/
løsninger/teknologier.

.

Vi definerer vores 
”overlay”  fx status, 

økonomi, kritikalitet, 
etc.



EXAMPLE OF 
“INFORMATION 
ARCHITECTURE 
SKETCHING”

Use a tool? Sure! – but remember. In the 
eye of a man with a hammer, everything 
looks like a nail….
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THE HINGES – OH THOSE HINGES..
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The Linking matrix behind the arrows.
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The Roadmappers ”business model 
canvas”

Credits to Alex Osterwalders 
”Business Model Canvas” 
methodology 
https://www.alexosterwalder.com/ 

https://www.alexosterwalder.com/
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Place and make a 
prioritized list of drivers and the business needs 

driving the roadmap

What are our “filters” of information and 
sources. Which are 

we considering the 
most valuable, most 

accessible etc.

Methods and “strategies” for collection of data/info: Trawl sources, scan 
markets and sources etc.

Gather the “narratives” or 
key hypothesis we want 
the roadmap to tell, 

illustrate or convey to the 
target audiences. There 

may be many. Prioritize 
and select the most important

List all the sources 
you can think of. See 

if you have the sources needed for the above.

List your products or 
outputs. Will you 

make one roadmap 
and several sub-

roadmaps, a report to support the (visual) roadmap?

How “deep” must 
our roadmap go? How many layers 

can we afford and 
are the layers the 
best ones for our narratives?

Define the time scale for 
“short” and “long” time 

horizon. Remember that 

this must apply to all levels 
in your roadmap and is 
“expensive” to alter 

afterward. So consider the 
left side of canvas here: do 

we have the data to cover 
the time scale chosen?

Who is our prime 
audience for our 

roadmap? Are they 
familiar with the 

domain? What do the 
expect and what are 

their prior experiences 
with technology strategy 

and roadmaps?
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When a roadmap is not just a 
roadmap

ROADMAP 
GENRES

Phaal, R., Farrukh, C.J.P. and Probert, D.R. (2001a), ‘Characterisation of technology 
roadmaps: purpose and format’, Proceedings of the Portland International Conference on 
Management of Engineering and Technology (PICMET ’01), Portland, 29th July - 2nd 
August, pp. 367-374 



THE PROJECT OR PROGRAMME
ROADMAP

40

Strategisk roadmap for Graviditetsmappen

Den gravide frigøres som tovholder og databærer mellem sektorerne og de sundhedsfaglige oplever et bedre 
og tættere tværsektorielt samarbejde.

GMv2 sikrer kvaliteten i graviditetsdata og giver bedre mulighed for individualiseret graviditetsforløb.

De sundhedsfaglige kan udvide anvendelsen af GMv2’s mulighed for datadeling og styrke det individualiserede 
og differentierede graviditetsforløb. 

Pilotløsningen (GMv1) afprøver et digitalt koncept, som har til formål at udvikle en digital løsning til 
graviditetsforløb. 

GMv1 afprøver muligheder og potentialer ved tværsektoriel datadeling for at udvikle en varig digital løsning til 
graviditetsforløb.

Pilot
G
M
v2

G
M
v3

2018-2021
2021-2025

2025-2027

Bedre muligheder for differentierede tilbud og understøttelse af komplekse forløb, gennem bedre digitale 
løsninger til lægepraksis, regionernes og kommunernes planlægning samt organisering af indsatserne. 

Den gravide og de sundhedsfaglige ser ét fælles graviditetsforløb hvor afholdte, bookede og kommende ikke-
bookede aktiviteter for alle parter, så der er overblik over det samlede forløb.
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M
ål

Ak
tiv

ite
te
r

Lø
sn
in
g Ce
nt
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l
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l

Implementerbar 
løsning af 

Graviditetsmappen 
for alle parter

GMv2: 
Implementeret 

Graviditetsmappe 
ved parter

M1: Fælles 
regional/kommunal 
integrationsmodel

M2: Implementering af 
deling af 

graviditetsspecifikke PRO 
skemaer på tværs af parter

M3: Tilgængeliggørelse 
af graviditetsdata for 

sundhedsfaglige

Afklaring og analyse 
af ”dyb integration” 

og visning i lokale 
fagsystemer

Afklaring og analyse 
af anvendelse af 

sundhedsjournal som 
afløser for 

graviditetsportalen

Overdragelse fra MedCom 
til projektet af CDA 

standarder

Udviklingsstøtte til integration hos lokale parter

Konsolidering af 
parternes spørgeskemaer 

rettet mod gravide

Etablering af deling 
af PRO skemaer

Snitflade til 
graviditetsmappen

Deling af PRO 
skemaer

Dyb integration til 
lokale fagsystemer

Integration til 
kommunalt 

system

Brugergrænseflade 
til MinGraviditets 

App

01.06.2024 01.12.2025Q2-24 Q4-25
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M
ål

Ak
tiv
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te
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g
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GMv2: Implementeret 
Graviditetsmappe ved 

parter

GMv3: Udbredt 
Graviditetsmappe

M4: Forberedelse til 
graviditetsspecifikke 

forløb og planer

M6: Realisere adgang til 
Graviditetsmappen

M7: Realisere 
adgang til andre 

kommunale aktører

Forberedelse af standard/profilering 
til graviditetsspecifikke forløb og 

planer

Lokale parter afklarer "as-is" for 
graviditetsspecifikke forløb og 

planer

Udvidelse af logisk og fysisk 
datamodel til graviditetsspecifikke 

PRO skemaer

Etablere borger adgang til 
Sundhedsjournalen

Udviklingsstøtte til integration 
til kommunal børnejournal, hos 

lokale parter

Ny version af CDA 
standarder og 

Graviditetsmappe

Graviditetsspecifikt 
PRO skema

Adgang til 
Graviditetsspecifikt 

PRO skema

Graviditetsdata i 
Sundhedsjournalen

Adgang til 
graviditetsdata i 

kommunal børnejournal

01.04.2026Q4-25 Q2-27

Udvidelse af logisk datamodel 
til graviditetsspecifikke forløb 

og planer

M5: Implementering af 
fælles PRO skema

Udvikle 
graviditetsspecifikt 

PRO skema

Etablere adgang til 
et fælles PRO 

skema

Etablere pårørendes adgang 
til Graviditetsmappen

Afklare juridiske forhold til at 
muliggøre andre faggruppers 
adgang til Graviditetsmappen

Etablere adgang for eks. 
special-, sundheds- og 

socialindsats

Fællesoffentlig 
fuldmagtsløsning

Lokal brugerstyring for 
adgang til 

Graviditetsmappen



THE PROJECT OR PROGRAMME
ROADMAP
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Project or programme longterm
goals

None

Linking or “hinge” to other initiatives or business goals

Scope

Known PiD, project manifest, etc

Known genres: the portfolio “extended bar charts…”

A strategic external output
An internal tactical output

An internal tactical output



THE PROJECT OR PROGRAMME ROADMAP STACK



THE ARCHITECTURE 
BLUEPRINT ROADMAP
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THE ARCHITECTURE 
BLUEPRINT ROADMAP
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Changes in business capabilities

Not strictly timebound –more in phases
Narrow and peer focused

FDA layers and programme milestonesMany relations

Sync with programme/project milestones

Chapter 9 –Transition and migration in EA target architecture

None

Few –inherited from “sources”

‘Mine and trawl’ from selected sources

Some –Architecture blueprint 

Output from tool with defined syntax



THE ARCHITECTURE BLUEPRINT ROADMAP STACK



THE STRATEGIC 
CORPORATE ROADMAP
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THE STRATEGIC 
CORPORATE ROADMAP
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Pinpoint external trends & drivers
2-3 key questions

Capture internal needs and barriers

Short 12-18 months

Market,Assessments,initiatives and activities

Board of advisors (external)

Employees

Clients

Market analysis
Corporate roadmap

Initiatives

Various open sources

Trawl & Scan sources

Discussions, yelling and consensus making (What we “think” is important) 



THE STRATEGIC CORPORATE ROADMAP STACK



THE TOOLBOX IS EXPANDING – EXPLODING! 
(GROUPED BY PRIMARY USE CASE)

Strategic Roadmap Tools
These tools are primarily used for long-term 
strategic planning and decision-making.

- ProductPlan

- Product Board

- Aha!

- ProdPad

- Cascade

- Accolade Roadmapping

- Sharpcloud

- ITONICS Roadmap

 Project Management and 
Planning Tools
Tools in this category are used for daily project 
management, sprint planning, and task 
management.

- Monday.com

- Trello

- Asana

- Wrike

- ClickUp

- Microsoft Planner

- Quip

Visual Roadmap Tools
These tools offer powerful visualization capabilities 
to create and share roadmaps.

- Roadmunk

- GanttPRO

- Office Timeline

- Airfocus

- Timli

- FeatureMap

- Timeline

Agile and Product 
Development Tools
These tools support agile methodologies and are 
useful for teams working on product development.

- Jira (VersionOne)

- Targetprocess

- Favro

- Dragonboat

- Hello Focus

- Roadmap Planner

Collaboration and 
Communication Tools
Tools that promote collaboration and 
communication among team members.

- Confluence

- Microsoft Flow

- Wizeline

- Heyer

- Casual.PM

Specialized Roadmap 
Tools
Tools designed for specific needs or industries.

- Qualtrics CoreXM aka XM

- Datavisio Roadmaps Planner

- ProjectManager.com

- Hutwork

- OneDesk Product Management
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Information Sources, Methods, and Tools to support Roadmapping

19

which may be due to a higher level of awareness of
the models now, as well as the more detailed ques-
tioning.

5.3 Tools

Tools include software solutions that support the pro-
cess of roadmapping, as opposed to methodological
support. This also includes tools for automated data
analysis and processing, which are used as to gather
input for the roadmap or for the evaluation of its con-
tent.

The low proportion of participants in our roadmap-
ping field study 2015 (14.7%, n=68) who were using
dedicated roadmapping software at the time
prompted us to compile an overview of available
roadmapping software (Abele et al. 2017). The ad-
vantage of dedicated software solutions for roadmap-
ping is manyfold, including the decentralized mainte-
nance and a data-based structure that allows the use
of roadmaps at different levels of detail. In addition,
role concepts and visualization options also play an
important role, especially as motivation for mainte-
nance and further development as well as for commu-
nication (Schimpf and Lang-Koetz 2019). 

Roadmapping software

For the question ‘Which information technologies are
applied in your organization for the consolidation, up-
date, and visualization of roadmaps?’, we have delib-
erately kept the space for answers quite broad and in-
cluded as options, for example, social media solutions,
enterprise resource planning ERP software, project 
management software and office software. Office
software is used most frequently (68.5 %), followed
by project management software (30.6 %) and port-
folio management software (20.7 %) (see Figure 11). 

Figure 11:  
‘Which information technologies are applied in your organiza-
tion for the consolidation, update, and visualization of 
roadmaps?’ (n=111, multiple answers possible) 

68.5 %

20.7 %

� Office software � Roadmapping
software

� Social media
software

� (Multi-) project
mgmt. software

� ERP software � Other

� Portfolio mgmt.
software

� PDM / PLM* 
software

* PDM: Product data mgmt.; 
PLM: Product lifecycle mgmt.

30.6 %

17.1 %

15.3 %

15.3 %

10.8 %
8.1 %

Since we did not ask for further specification of the
detailed usage, only the categories most frequently
mentioned will be discussed here. The category of of-
fice software was dominated by presentation and
spreadsheet software. The category of (multi-) project 
management software includes both generic project 
and task management solutions as well as those spe-
cifically intended for the management of agile pro-
jects. Portfolio management software includes both
specialized software solutions and those offered in the
context of customer relationship management CRM
or enterprise resource planning ERP solutions. The list
of roadmapping software used is shown in Table 6.

Sven Schimpf | Robert Phaal | Olivier L. de 
Weck | Thomas Abele
Roadmapping Field Study
Update 2023



…AND AI - WILL IT DO ROADMAPS FOR US?
Concept: Topic modelling – theme-based 
structures in text and documents – from 
representative words and phrases in 
representative sources and documents
Prepopulate roadmaps with ML-supported 
topic mapping
Could be a huge efficiency booster for the 
early stages of roadmapping
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Source: Cambridge University IfM, Andre Gomes, a 
visiting PhD thesis (not yet published)








