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Advancing the SPM Journey:
Eaton Engineering presents

Product Roadmaps and Strategic Alignment



Let Rego be your guide. 
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Agenda

• Intro – Attendee Poll (Matthew)

• Why this story (Matthew)

• Who is Eaton / Recap of “Part 1” of our Journey (Lindsey)

• Product/Technology Roadmaps & Strategic Alignment (Matthew)

• Where are we today and what’s coming next (Lindsey)

• Critical Success Factors & Lessons Learned (Lindsey)

• The People Side of Change (Angie)

• Discussion / Q&A



Which best matches your main reason for attending this session?

1. I attended last year's Eaton presentation and wanted to learn 
more

2. My company is considering how to implement Product 
Roadmaps and/or Strategic Alignment

3. The VAIA session was full

4. I'm jetlagged and this room was the closest to the coffee

5. Something else…

Let Rego be your guide. 
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Introduction – Learning Objectives (Slido Poll)

Scan the QR
Or join at slido.com

Using #2497598
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2025 Financials
USD

Electrical Americas
$13.3B

Electrical Global
$6.8B

Aerospace
$4.2B

Vehicle
$2.5B

eMobility
$604M

Lindsey
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Global Engineering Portfolio Budgeting & Profit Planning

• E    ’        p profitability goal for a yearly budgeting period and identify 

the steps undertaken by all business units to achieve it.

• Profit Planning and Engineering Portfolio Budgeting are closely 

interlinked, with the latter being a significant component of the former. 

o This is followed by budgeting and forecasting, where initiatives are prioritized based on their 

alignment with strategic goals, resource availability, and cost considerations. [Single year view]

o It begins with strategic portfolio planning, which includes identifying initiatives, understanding 

mega trends, and developing product and technology roadmaps. [Multi-year view]

Strat plan 
[Identification of 
Initiatives]

•Mega trends

•Product roadmaps

•Technology Roadmaps

Strategic portfolio 
planning

•Budgeting

•Forecast

Prioritization of 
Initiatives [Portfolio 
Waterlining]

•Strategic alignment

•Resources availability

•Timing

•Cost

GL consolidation

•Baselining

•Project costing (labor 
& non-labor)

•Capital

Leadership 
Approval

•Business unit 
expenses 

•Prioritization based 
on BU goals

Adjustment of 
Priorities based on 
approved budget

Segment & Business 

Units Goals 

Strategic Portfolio Planning – Phase 1
Successfully implemented in 2025 for PP2026

Lindsey
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Product Roadmaps: Structural bridge between strategy & execution

Strat plan 
[Identification of 
Initiatives]

•Mega trends

•Product roadmaps
•Technology Roadmaps

Strategic portfolio 
planning

•Budgeting

•Forecast

Prioritization of 
Initiatives [Portfolio 
Waterlining]

•Strategic alignment

•Resources availability

•Timing

•Cost

GL consolidation

•Baselining

•Project costing (labor 
& non-labor)

•Capital

Leadership 
Approval

•Business unit 
expenses 

•Prioritization based 
on BU goals

Adjustment of 
Priorities based on 
approved budget

Segment & Business 

Units Goals 

Strategic Portfolio Planning – Phase 1
Successfully implemented in 2025 for PP2026

• Created during and immediately after Eaton Strategy 

Deployment (Strategy Pull) to translate KSIs/KSOs into 
time-phased product and technology initiatives.

• Validated and funded through Portfolio Management and 
Profit Planning, where waterlining ensures only 
strategically aligned roadmap items become Plan of Record 

(POR).

• Maintained and updated continuously through the monthly 

Product cycle, where portfolio, demand, supply, and 
financial realities drive controlled roadmap adjustments.

Strategy defines what we need → Roadmaps define when and how → Portfolio decides what gets funded → PM keeps it executable & current.

Strategic Portfolio Planning – Phase 2

Lindsey



Eaton Engineering Case Study

High complexity on Eaton’s engineering portfolio
• More than 60 divisions
• More than 200 portfolios with w/ multiple project each and different 

strategic alignments (~2000 investment per year)
• >6000 resources to balance globally
• Multiple source of funding/revenues

Previous years’ profit plan completed via Excel & PowerPoint
• Challenges with consolidating information reliably with quick turn around
• Final shared file multiple times got corrupted, copy & paste nightmare, 

hard to audit
• Multiple source of truth

With the implementation of Clarity® roadmap module and 
documenting all investments in Clarify® investment module 
respectively, it was possible to execute a bottom-up budget 
consolidation effectively and efficiently:
• Centralize database of all initiatives
• Reduction of ~$10M “Non-value added” cost in engineering organization
• Easy comparison with previous year budget
• Benefit of transaction classes, labor cost calculation via labor rate/staff 

hours & recoveries
• Matching between Project costing and P&L costing

Transformation Highlights (Q2 2024 through Q2 2026):

Reduced the complexity and inefficiencies of manual strategic 
planning processes

Created significant savings in time/money by reducing NVA offline 
activities

Improved decision-making abilities with centralized view of real-
time portfolio data

Increased visibility to financial and resource capacity impacts of 
portfolio decisions via scenario-based waterline planning in Clarity 
PPM

Delivered integrated prioritization practices with full visibility into 
strategic alignment / OKRs

Provided a fully integrated, centralized platform to view NPI and 
Product/Technology Roadmaps, complete with Business 
Opportunity (NPV) data

Portfolio-Based Profit Plan & 
Budgeting using Clarity® Roadmaps
New Strategic Portfolio Planning approach

Full Presentation Available Online

https://2652075.fs1.hubspotusercontent-na1.net/hubfs/2652075/2025%20Rego%20University%20Presentations/Clarity%20Las%20Vegas/Client/RegoUniversity%202025%20-%20Eaton%20SPM%20Journey_Plazas_20250914.pdf


What Makes the Partnership Work

Enterprise Program Management oversight                                                                     
and providing of the following:

Eaton’s Vision

Balancing of short-term technical needs
with long-term strategy

Clear understanding of Rego’s supporting 
resources and capabilities offered in support

Ability to articulate those needs in a way that                                            
supports the collaboration between our teams

Rego Team’s strategic support and guidance                               
to properly provide the following:

Rego’s Experience and Expertise

Strategic Advisement in alignment with                                                     
Eaton’s vision and supporting needs

Overall direction / coordination of the supporting                       
delivery, testing, and implementing of solutions

Technical resources to not only implement the                                       
tactical items but also rapidly innovate / produce                       
new assets to meet Eaton’s needs

Collaboration

Spirit of 
Cooperation, 

Understanding, 
and Flexibility



• All content in this presentation is fictional and provided solely for 
demonstration and illustrative purposes and to demonstrate 
concepts and capabilities of Clarity SPM/Roadmap Module. 

• All roadmaps, KPIs, projects, timelines, and business scenarios 
presented in this deck are fictional
• It is a mock-up created for illustrative purposes only

• Any resemblance to actual products, projects, roadmaps, business 
initiatives, KPIs, organizations, or future plans is purely 
coincidental.

Let Rego be your guide. 
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 ATTENTION – DISCLAIMER



Let Rego be your guide. 
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Mockups; Product/Technology & Strategic Alignment

• Eaton’s requirements 
for Strategy 
Deployment followed 
the same flexible 
framework Rego has 
implemented for many 
clients

• The requirements for 
Product Hierarchy and 
especially Technology 
Stacks were somewhat 
new for Rego

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 
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Mockups; Product/Technology & Strategic Alignment

• Eaton’s 2-tiered 
Strategy Deployment 
begins with Key 
Strategic Issues (KSIs) 
which have Key 
Strategic Objectives 
(KSOs) as children.

• We use CITs and 
“Parent” attribution 
to create this 
structure 

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 
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Mockups; Product/Technology & Strategic Alignment
• Product Hierarchy is based on 

Eaton’s catalog of commercial 
products. Future state will 
include an integration to an 
internal Product database.

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 
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Mockups; Product/Technology & Strategic Alignment

• Eaton’s Technology Stack similarly 
follows a hierarchical CIT 
structure and is intended to help 
identify which technology 
components are required to 
engineer and deploy Eaton’s 
various commercial Products.

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 

14

Mockups; Product/Technology & Strategic Alignment

• Eaton’s Technology Stack 
similarly follows a 
hierarchical CIT structure 
and is intended to help 
identify which technology 
components are required 
to engineer and deploy 
Eaton’s various commercial 
Products.

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 
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Mockups; Product/Technology & Strategic Alignment

• Parameterized 
lookup attributes 
allow us to link NPI 
Projects to their 
appropriate 
Strategy and 
Product identifiers

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 
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Mockups; Product/Technology & Strategic Alignment

• This information is 
brought into NPI 
Roadmaps to support 
Profit Planning 
processes. Future 
state will include full 
build-outs of Product 
and Technology 
Roadmaps as well, 
replacing current 
manual (PowerPoint) 
methods

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.



Let Rego be your guide. 
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Where Eaton Stands Today: Profit Planning & ZBB

Profit Plan Process

• Annual process that sets financial goals and aligns them with 
business strategy

• Documents and consolidates information for effective decision-
making

• Prioritizes initiatives by strategic alignment and potential impact 
on profitability

• Iterative — continuous planning and execution

Zero-Based Budgeting (ZBB)

• All engineering expenses must be justified for each new fiscal 
year, starting from a “zero base”

• Bottom-up methodology guarantees every expense is essential 
and in line with strategic objectives

• Forces the conversation from “what did we spend last year” to 
“what earns funding this year”

Two forces, one plan — the Profit Plan decides what we should fund, ZBB makes us prove it

Lindsey



Let Rego be your guide. 
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ProPM (Clarity) — Centralized Platform for RDE Profit Plan
Centralized process, managed and coordinated by Eng Finance and Engineering Functional Excellence

What ProPM (Clarity) Is

• Eaton’s enterprise-wide integrated portfolio solution and platform for managing projects, 
portfolios and roadmaps

• “Project Master” — the single source of truth for planning and managing portfolios and 
projects

• The main tool and source for all planned RDE Engineering expenses and portfolio 
prioritization for Profit Plan

Why It Matters

• Every initiative — Sustaining, NPI, NTI and others — that involves RDE Engineering 
resources must be documented in ProPM under its portfolio and division

• EBS’s Portfolio Leadership defines and prioritizes the right mix of projects, a key 
ingredient for the yearly Profit Plan Process

Lindsey



Let Rego be your guide. 
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Eaton Roadmaps in Action: From Project Data to Profit Plan

How roadmap groups and scenarios drive ZBB 2027 and Profit Plan reporting

Inputs

Projects & ideas, cost plans, resource 
demand

Roadmap Scenario (POR)

Group, model and compare investment 
scenarios

Outputs

Ranking, “In Plan” status and approved 
budget

What Roadmaps Give Us

• One structured view of every RDE investment — by portfolio, 
division and roadmap group

• Scenario modeling: compare funding options before the plan is 
locked

• Consistent categorization so ZBB and Profit Plan reporting 
reconcile

How We Use Them

• Project and idea data flows in from ProPM — no side 
spreadsheets

• Leadership ranks investments and sets “In Plan” status in the 
scenario

• Approved plan feeds PP2027 reporting and Enterprise 
Dashboards

Roadmap and scenario data is maintained in ProPM and reported through Enterprise Dashboards — 
one process, one source, one set of numbers.

Lindsey



Let Rego be your guide. 

20

Eaton’s Critical Success Factors

Sustained Portfolio Maturity

1

Executive Sponsorship

Leadership Alignment

2

Standardized Process

Common Methodology

3

Single Source of Truth

Connected Data

4

Clear Accountability

Defined Ownership

5

Training & Adoption

Enablement

6

Data Discipline

Continuous Improvement

Lindsey
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Eaton’s Lessons Learned

Successful Transformation

Leadership Alignment
Visible sponsorship

Finance Partnership
Finance as a partner

WIIFM
What’s In It For Me

Governance
Decision rights

Data Foundation
Standardized data

Change Management
Consistent messaging

Lindsey



Let Rego be your guide. 
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The People Side of Change
We didn’t just communicate the change. We helped people understand, shape it, and experience it!

CASE FOR CHANGE
‘why’

Understand the need      →      Design around people      →     Make the change tangible

Create a compelling reason to change

Align leaders and stakeholders around why 
change is needed and what success looks like

 

VOICE OF CUSTOMER
  ‘what’

Let people shape the future

Use stakeholder input to identify what needs to 
change from today to tomorrow

EXPERIENCE THE CHANGE
‘bring the future to life’

Make the future real

Use demos and real-life scenarios to help 
stakeholders see, feel and understand their 

future experience
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“  Ch     N           h             cc   f        f        ”

▪ Owner: Project Manager
▪ Members: Key Users

Leaders

People Managers

The SME / Key User Readiness & Sustainment Network 

The People Leader Change Network

▪ Owner: Angela Head, Change Lead
▪ Members: Sponsor, Global Leadership Team – Engineer, Finance, Product Strategy, Sales, 

Business Leaders

Embrace the changes 
Raise any concerns 

Identify where help is needed 

Share any best practices and breakthroughs 

you have had 

Leverage your SMEs
adopt the new ways of working

The SteerCo + Leader Change Network (DGC)
▪ Owner: Alejandro Plazas, Director Enterprise PM
▪ Members: Sponsor, Executive Leadership

Purpose of the People Manager Change Networks: A forum which provides information and support to the Leaders and 
People Managers so they can own and actively drive the changes in the organization contributing to successful change outcomes through 

adoption and usage by performing the roles of Communicator, Liaison, Advocate, Resistance Manager and Coach

SteerCo

SMEs

Sponsor

End Users

Purpose of the Key User/SME Readiness & Sustainment Network: To provide the selected SMEs with the proper education and 
support from the workstream leads to increase their knowledge and ability to be able to effectively coach and support the Key  Users and End Users 

in the new ways of working by performing the roles of Trainer, Communicator, Advocate and Coach

Purpose of the SteerCo + Leader Change Network: An advisory committee focused on fast decision-making

Change Network In Action 
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Demo Product Roadmap – ProPM Roadmap Module

Product Family

ILLUSTRATIVE

Disclaimer: The roadmaps, projects, strategic KPIs, timelines, and business scenarios presented in 
this deck are entirely fictional and are intended solely for illustrative and demonstration purposes. 
They do not represent actual products, initiatives, customers, business strategies, or future plans.
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What is next?

• Finalize ProPM Roadmap Modules configuration to enable product 
roadmap documentation in ProPM 
o Create standard ProPM views to replicate existing template to provide seamless 

transition to product managers

• Finalize ProPM system integration with STIBO/Enterprise Product Hierarchy
o Standardize product roadmaps creation based on agreed product families per 

business unit

• Develop a standard operating procedure to create & update Product 
roadmaps
o Identify minimum requirements of information for future initiatives

• Pilot deployment of to Product line managers
oFocus on CPS GPL and Life Safety product line
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Questions? Survey
Please take a few moments to 
fill out the class survey.
Your feedback is extremely important
for future events.



Rego is excited to continue our certification programs, designed to enhance your expertise in Clarity 
administration, leadership, and technical skills. These certifications provide hands-on experience and 
knowledge to excel in your career.

27

Certification Requirements:

Completion: 12 units per certification track

Important Reminder:

To have your certification credits tracked, ensure you complete the class surveys in the app after each 
session. This step is critical for certification progress.

Let Rego be your guide. 

Elevate Your Professional Expertise with Rego University Certifications

Eligibility: Open to all Rego University attendees



Instructions for PMI credits 
• Access your account at pmi.org

• Click on Certifications

• Click on Maintain My Certification

• Click on Visit CCR’s button under the Report PDU’s

• Click on Report PDU’s

• Click on Course or Training

• Class Provider = Rego Consulting

• Class Name = regoUniversity

• Course Description

• Date Started = Today’s Date

• Date Completed = Today’s Date

• Hours Completed = 1 PDU per hour of class time

• Training classes = Technical

• Click on I agree and Submit

Let Rego be your guide. 
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Thank You For Attending Rego University

Phone
888.813.0444

Email
info@regoconsulting.com
 

Website
www.regouniversity.com 

Let us know how we can improve! 
Don’t forget to fill out the class survey.

mailto:info@regoconsulting.com
http://www.regoconsulting.com/
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