
Update Strategic Canvas

Initiatives / requests / ideas / Hypotheses prioritization

"Session 7 – Roadmap and business case or P&L" - DD/MM/YYYY
Company goals / strategy

Any 
relevant 

material on

Your 
organization

history

Why you 
are doing

this

What was
done so 

far

Other 
organizations

examples

The 
process 
you will 
follow

Who are 
the people

involved
Expectations ...

Useful reading before sessions kick- off
"Session 1 – Methodology and “as is”" - DD/MM/YYYY "Session 2 – User journey mapping" - DD/MM/YYYY "Session 3 – Vision, KPI’s and stakeholders" - DD/MM/YYYY "Session 4 – Technical architecture" - DD/MM/YYYY "Session 5 – Team structure" - DD/MM/YYYY "Session 6 – Communication" - DD/MM/YYYY

What is Digital Transformation and what are Product Lead Teams?

 guptadeepak.com

Product Led Growth
(PLG) comes with
product-first culture
The critical mission should be clear to
create a product that customers will
genuinely want, need, and love.

Relevant 
internal and 
external info 

about the 
topic

 airfocus.com

What Makes a Strong
Product Culture?
Product culture, as the name implies, is
a business environment in which it's all
about the product. Are you looking for
inspiration on how to make the product
culture strong? Read inside the article
more!

Project to Product: Catalyze Your Journey with the Flow Fra…
YouTube

 podcasts.apple.com

 Scandinavian Product
Podcast: #5 Escaping
the Project Trap and
Agile Theatre | Marty
Cagan (Silicon Valley
Product Group) em
Apple Podcasts
 Programa Scandinavian Product
Podcast, episódio #5 Escaping the
Project Trap and Agile Theatre | Marty
Cagan (Silicon Valley Product Group) -
14/04/2024

Methodology we will use

Goals Schedule
Working 
Sessions 
structure

Outcome 
from 

previous 
examples

Working
session

Sharing with 
Stakeholders

Incorporate 
Stakeholders 

feedback

Follow 
Sessions

Plan

Sessions 
outcome 

(Miro, 
Slack...)

Our agile and iterative feedback loop

The "as is"

Existing research 
(personas, pain 

points, 
benchmarks, etc)

Metrics Business
Impact

Existing 
backlog 

(initiatives, 
ideas, 

hypotheses...)

Main tech and 
non tech 

dependencies

Main 
organizational 

pain points

Gather all 
available info 

about user 
types/groups/

personas

Customer 
Journey 

Map 
Template

Journey 
Mapping

101

Gather all 
available info 

on user 
journey and 

funnels

 www.nngroup.com

Journey Mapping 101
A journey map is a visualization of the
process that a person goes through in
order to accomplish a goal.

 miro.com

Customer Journey Map
Template | User
Journey Map Template
| Miro
A Customer Journey Map Template is
where you can see your customer
experience, understanding their pain
points so you can build products they
love.

User Personas

IF you already 
have them, list
your personas 

here

IF not, list all info 
you have available
and create a quick

version for the 
sake of the 

exercise

Chose the format best suited for you, based on your needs and available information

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

Story Mapping for main user journeys / happy path / ...

User 
Journey 

1
User 

Persona
A

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

Out of
scope

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

LEAD AND 
LAG 

INDICATORS

WHAT IS A 
BALANCED 

SCORECARD? 

What is a
Strategy 

Map? 

GUIDE TO
STRATEGY

MAPS

OKR Guide – 
How To Use – 

Google’s 
Secret To 
Success

How to 
Create a 

One- Page 
Strategy

 www.intrafocus.…

Lead and Lag Indicators
What are Lead and Lag Indicators? We
often concentrate on past results. But
can we influence the future by selecting
the right lead measures?

 www.intrafocus.com

Balanced Scorecard
Balanced Scorecard - A definitive guide
to the Balanced Scorecard. Learn about
the world's most successful strategic
methodology.

 www.spiderstrategies.com

Simple 2024 Guide to
Strategy Maps |
Strategy Map Software
A strategy map is a diagram that shows
your organization's strategy on a single
page. It's great for quickly
communicating big-picture objectives.
Learn more!

 www.intrafocus.com

2023 Guide to Strategy
Maps
A Strategy Map communicates what a
company wants to achieve through a set
of linked objectives. Strategy maps fit on
a single page.

 bernardmarr.com

How to Create a One-
Page Strategy
You can't deliver on your strategic plans
if you aren't crystal clear on what exactly
you want to achieve and, in turn, what
areas of your business you need

 www.garyfox.co

What Is OKR - The
Simple Formula That
Google Used To
Succeed
This article will give you everything you
need to know about OKR, OKR meaning
and definition.

Metrics Mapping

Stakeholders Mapping

Vision and Mission

Initial version of Strategic Canvas - chose a format based on your organization needs and available information

Step 1
List all 

metrics

Step 2
Classify metrics as lead 
and lag indicator and 

organizational/custome
r/internal business 

process/learning and 
growth

Lead indicator (we control and 
has immediate impact)

Lag indicator (we don't control 
and has delayed impact)

Financial / Organisational
Ex: reduce costs or increase revenue

Customer
Ex: add- to- cart or conversion rate

Internal business processes
Ex: time- to- market or development costs

Learning and growth 
Ex: reduce technical debt, 

Step 3
Understand 

how they 
connect and 

create clusters

Step 4
Understand 

metrics 
performance 

and goals

Step 5
Prioritize 

metrics and
set goals

Priority 1

Priority 2

Priority 3

Metric Goal for next 
quarter

Goal for next 
year

Goal for next 
x years

Complete 
Stakeholder 

Mapping 
Guide

 miro.com

What is Stakeholder
Mapping? Guide to
Stakeholder Maps |
MiroBlog
A step-by-step guide to help you
navigate stakeholder mapping and
make sure your projects and products
are supported within your organization.

Step 1
List all 

stakeholders

Step 2
Create logic 

groups based on 
structure, 
interests, 
metrics...

Step 3
Prioritize

Brainstorm on 
potential risks from 

managing this 
stakeholders and 
how to mitigate 

those risks

Resistance
to change

Conflict or 
competition ...

How to 
mitigate 
this risk?

How to 
mitigate 
this risk?

How to 
mitigate 
this risk?

Based on 
Session 1, 2 

and 3, 
brainstorm on: Vision / 

Long term
objectives

Missions 
/ Reasons

why

Main goals
you want 
to tackle

Main 
stakeholders 
you want to 

manage

Get info on 
current 

architectural
map

Get info on 
planned technical 

initiatives that 
might change this 

map

List technical 
dependencies

List technical 
pain points 

and 
opportunities

Current technical architecture

Diagrams Tech 
dependencies

Tech 
pain 

points

Tech 
opportunities

Future technical architecture

Diagrams
Tech 

initiatives
Priorities

Future technical architecture

Is this 
still 

viable?
Do we need 
to consider 

anything 
else?

Any 
workarounds?

What 
needs to
change?

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

Do a 
organogram 

of the current
teams

List all the 
roles and main
responsibilities

RACI 
MATRIX

Current Teams Structure and Roles

Diagrams

Team Team

Team Team Team Team Team Team Team

Role Role Role Role Role Role Role

Team
1

Team
2

Team
3

Team Team

Team
Role

Supporting teams

Role
Role

RoleRole Role RoleRole

Role

Role

Role

Role Role Role

Roles Responsibility Matrix RACI Matrix

Improvements
/ Comments / 

Ideas

Idea Idea Idea Idea

Ideal Teams Structure and Roles

Diagrams

Team Team

Team Team Team Team Team Team Team

Role Role Role Role Role Role Role

Team
1

Team
2

Team
3

Team Team

Team
Role

Supporting teams

Role
Role

RoleRole Role RoleRole

Role

Role

Role

Role Role Role

Roles Responsibility Matrix RACI Matrix

Teams Values and Principles

List and 
cluster values 
and principles 

the teams 
should follow

Vote on 
top 3, 
top 5

Data 
over 

opinions

Business
Impact

Continuous
Delivery

Skills 
not 

roles
Empowerment Async 

communication

Autonomy

Focus

Accept
failure

Overcommunicate

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

Priority 2

Priority 1

Priority 3

Team

Team

Team

Team Team Team

Think about 
current 

communications 
we have and what

could be 
improved

What Is a 
Communication 

Strategy 
Framework? .

How to improve 
team 

communication:
6 strategies and 

tips

How to Create a 
Communications 

Plan for Your 
Team

The 
Communication 

Strategy 
Framework

 www.cloudtalk.io

How to Create a
Communications Plan
for Your Team -
CloudTalk
Effective communication is something
that businesses can't exist without
nowadays. Paying attention to it is
essential regardless of whether you talk
to customers, business partners,
investors, or employees.

 asana.com

Root Cause Analysis
Template: Uncover
Solutions [2024] *
Asana
Team communication is the driving
force for everything you do at work. In
this piece, we provide strategies to help
you improve team communication.

 www.mindtools.com

The Communication
Strategy Framework -
Planning How to
Communicate Clearly
Use the Communication Strategy
Framework to plan clear and effective
communications.

Map current communication flows

From

From

To

To

Goals

Goals

Channels

Channels

Improvements Improvement Improvement Improvement Improvement

New Communication framework

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

1) Communication principles

2) Fill the matrix and decide the tools in the bottom section

Resolve 
conflicts
quickly

Encourage 
engagement

Promote 
bottom- up 

communication

Recurrent
syncs ...

3) understand best communication channel to each stakeholder mapped in session 3

Goals

Goals
Goals

Channel

Channel

Channel

Channel

Channel

Channel

Outcome

Conclusions

Next steps

Outcomes Conclusions
Next 
steps

Outcome
1

Conclusion
1

Next 
step 1

Outcome
2

Conclusion
2 Next 

step 2

Owner 
Name

Due 
Date

Owner 
Name

Due 
Date

Principles of 
Prioritization

In praise of 
high- 

hanging 
fruit

Tips for Agile 
product 

roadmaps & 
product roadmap 

examples

Product Roadmap
Guide: Why It’s 
Important And 

Types You Should 
Know

Continuous 
Roadmapping

 mooncamp.com

OKR: Objectives and
Key Results - The
Complete Guide |
Mooncamp
1. Definition: What are OKRs (Objectives
and Key Results)? 2. Introduction to the
OKR method 3. OKR examples 4. OKR
books and PDF

OKRs

Company 
Goals / 

Strategy / 
OKRs

Potential 
revenues and
costs for the 

domain

 www.spencergreenberg.com

Principles of
Prioritization
By: Spencer Greenberg and Uri Bram
For a new project, how do you decide
WHAT to do WHEN? We propose that
there are two main types of projects:
'Jigsaw Puzzles' and 'Quests'....

 medium.com

In praise of high-
hanging fruit
At Atlassian, we all know and love low-
hanging fruit -  things that are both 'easy
to do' and 'high impact'.

 www.scrum.org

Tips for Agile product
roadmaps & product
roadmap examples
As a Product Owner, you are
responsible for Product Backlog
management, stakeholder management
and forecasting. Therefore, you will
probably use a variety of tools and
techniques to track progress, manage
expectations and keep people informed.
One of th…

 theproductmanager.com

Product Roadmaps: The
Ultimate Guide for
Product Managers
Using a product roadmap can help get
executives on board and make sure
everyone has the same goal. Here's all
you need to know.

1) List major initiatives (listed in sessions 3 and 4 and add new ones)
Please note that in this methodology there are no “technical” or “product 
initiatives. All initiatives are evaluated through the same prism: do they answer 
our chosen goals and impact or metrics

2) Classify between "Jigsaw Puzzles" and "Quests"

Jigsaw puzzles: finite scope, we know more or less what needs to be     
done, we are just understanding the order and when we will do them;

Quests: open ended projects, framed in terms of the value they will bring;

Initiative

Initiative

EXAMPLE

3) For Jigsaw Puzzles, let's brainstorm on:
The Laziness Principle: brainstorm on which steps make subsequent steps easier? 
Do those steps first because they reduce the effort of the whole project;

The Motivation Principle: right now, work on the hardest parts of the project that 
you have sufficient energy, motivation, or focus to tackle.

4) For quests, let's:
brainstorm on goals and next steps options;

brainstorm on their effort and what’s needed;

3) Prioritization:
User Value vs development effort: we should focus on low hanging 
fruit and a mix of quick wins and leaps, according to other factors 
(resources, strategic alignment, etc).

User Expectations: As a sanity check to evaluate if we are doing what users expect from 
us, the 2nd prioritization we should do is in terms of impact for the user (improve UX, 
improve quality of recommendations, reduce time to purchase...) vs user expectation 
(basic feature, market parity, previously promised feature...). We should focus on “must 
haves”, then “wow’s” and finally “neat’s”.

Initiative
Deliverable

EXAMPLE

1 2

34

4) Other factors to discuss that can influence prioritization:
% traffic
# users
strategic importance
available resources
...

We ended up not doing this because we still dont have enough information from discovery process from 
each PM and top company priority

Initiative Initiative Initiative Initiative

Initiative
Deliverable

Deliverable

Initiative
Deliverable

Initiative
Deliverable

Initiative
Deliverable

Initiative
Deliverable

OKR's Strategic 
initiatives

Metrics 
evolution

Metrics
goals

Company
Finantial 

Goals
Budget

P&L

Revenue 
from 

prioritized 
initiatives

Revenue 
from features
supported by
the domain

Costs 
with 

wages
Infra 
costs

Software
licenses

... ...
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