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This is a comprehensive bilingual transcript of the key segments from Lenny’ s Podcast featuring
Janna Bastow, the inventor of the Now-Next-Later roadmap and co-founder of ProdPad.

[00:00:00] [Lenny Rachitsky]
English:

Janna Bastow is the person who invented the Now-Next-Later roadmap. She’ s also the co-founder of
ProdPad and Mind the Product. In our conversation, we talk about why roadmaps with dates are
essentially just lists of lies, how to move your team to an outcome-based roadmap, and how to use the
Now-Next-Later framework to build better products.
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[00:02:15] [Janna Bastow]
English:

The roadmap is a prototype for your strategy. It’” s not a project plan. Most people mistake the two. A
project plan is about output—it’ s about when a specific feature is going to be delivered. A roadmap
should be about outcomes—what problems are we solving and why does it matter to the business?
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[00:05:40] [Lenny Rachitsky]
English:

You’ ve famously said that roadmaps with dates are "lists of lies." That’ s a pretty bold statement. Can
you unpack why you feel so strongly about that?
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[00:06:02] [Janna Bastow]
English:

The minute you put a date on a roadmap, you’ re making a promise that you don’ t know if you can
keep. In product development, there’ s so much uncertainty. You don’ t know what you’ re going to
find when you start digging into the code or when you start testing with users. By putting a date on it,
you’ re prioritizing hitting a deadline over actually solving the problem. It forces teams to cut corners
and deliver "crap" just to say they finished on time.
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[00:12:30] [Janna Bastow]
English:

This is where the Now-Next-Later framework comes in. It” s designed to communicate priority without
the false precision of a timeline. "Now" are the things you are currently working on—the things you have
the most clarity on. "Next" are the things coming up soon, where you have some definition but are still
refining. "Later" is the stuff that’ s further out, the big ideas that align with your vision but haven't been
fully scoped yet.
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[00:18:45] [Lenny Rachitsky]
English:

How do you handle stakeholders, like a CEO or a Sales team, who are demanding to know exactly when a
feature will be ready? They usually want a date so they can tell a customer or plan a marketing launch.
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[00:19:15] [Janna Bastow]
English:

You have to change the conversation from "When will it be done?" to "What problem are we trying to
solve?" If Sales says they need a feature by Q3 to close a deal, ask them what the customer is actually
trying to achieve. Often, you can solve that customer's problem in a simpler way much sooner, or you



might realize that the requested feature doesn't actually align with the broader product strategy. You
have to trade the "illusion of certainty" for "clarity of intent."
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[00:25:10] [Janna Bastow]
English:

An outcome-based roadmap is built around objectives. Instead of saying "We are building a Slack
integration," you say "We want to increase user retention by improving our integration ecosystem." This
gives the product team the freedom to experiment. If the Slack integration doesn't work, they aren't
"failing" the roadmap; they are just looking for a different way to hit that retention objective.
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[00:32:40] [Lenny Rachitsky]

English:

What are some common mistakes you see when teams try to adopt Now-Next-Later?
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[00:33:05] [Janna Bastow]
English:

The biggest mistake is treating "Now, Next, Later" as just columns for "This month, Next month, Month
after." If you do that, you’ ve just built a Gantt chart in disguise. Another mistake is putting too much in
the "Now" column. If everything is a priority, nothing is. "Now" should be limited to what the team can
actually focus on and finish.
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[00:45:20] [Lenny Rachitsky]

English:



For someone listening who is stuck in a heavy "feature factory" environment with strict deadlines,
what’ s the first step they can take to start moving toward this better way of working?
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[00:45:45] [Janna Bastow]
English:

Start by adding a "Problem" or "Objective" column to your existing roadmap. Even if you have to keep the
dates for now, start labeling why you are doing each item. Once people see the value in discussing the
problems, the dates start to matter less. You’ re essentially training your stakeholders to think about

value rather than just delivery dates.
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[00:55:00] [Lenny Rachitsky]

English:

Janna, thank you so much for joining us. Where can people find you and learn more about ProdPad?
FRCERIE:
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[00:55:15] [Janna Bastow]
English:

You can find me on Twitter or LinkedIn, and you can check out ProdPad.com. We have a lot of resources
there on how to build outcome-based roadmaps and move away from the timeline trap.
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