
“Product Insight transformed our
Product and Engineering teams’ ways
of working and gave our stakeholders
exponentially increased visibility and
confidence in our ability to execute on
our ambitious business objectives.”

-CEO

The client had acquired a competitor 12
months prior but struggled to rationalize the
two product sets and establish a product
vision and roadmap. Product Insight developed
a compelling product vision and a 12-month
roadmap to unify the platforms and achieve
business objectives.
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PRODUCT RATIONALIZATION
AND PRODUCT VISION 

Product Insight began by thoroughly understanding the company's
operations, customers, and business goals. The key steps included:

Stakeholder Interviews
Interviewed key executives, board members, and large clients to
understand market needs and business objectives.
Identified guiding principles/decision criteria: achieve strong
EBITDA/profitability, enable and facilitate sales execution/revenue
growth, and consolidate the majority of revenue on a single
platform.

Technical and Functional Analysis
Engaged with the technical team to assess both platforms.
Despite initial perceptions, neither platform was far superior to
the other. Both were monolithic with significant technical debt.
The acquired platform had a flexible database model, while the
original product had a more complete feature set and a better
payment solution.

S O L U T I O N

Getting an objective, clear-cut answer on which platform was best
suited to support the company’s existing and future customers was
proving difficult. The acquired platform was touted as having a
significantly better architecture capable of supporting the combined
company's customer base and future growth. It was also billed as
having a more modern tech stack, facilitating easier feature
development and developer recruitment. However, the client's
original platform accounted for 80% of their customer base and
revenue. Despite both being digital ticketing platforms, the two
solutions operated very differently on a day-to-day basis. No one
could provide the CEO with a clear, decisive answer about whether
transitioning the large customer base from the original platform to
the newer one was the right move.

Additionally, the intense focus on migration left the company without
a clear product vision or roadmap, stalling innovation and leaving
the team without overarching goals or direction.
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B U S I N E S S  G O A L S  A L I G N M E N T
Product Insight focused on aligning the platform decision with business goals rather than just technical superiority. The
decision criteria emphasized minimizing distractions and enabling sales and EBITDA growth.



E S T A B L I S H I N G  A  P R O D U C T  V I S I O N
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Analyzed the options for migrating the acquired customers to the original platform, considering the pros and cons of each.
Recommended strategically luring key accounts by July 2026, rather than a full migration or leaving the acquired platform
alone.

O P T I O N S  A N D  R E C O M M E N D A T I O N S

With the go-forward platform identified, Product Insight turned to focus on establishing a product vision for the ticketing
company. Through workshops and one-on-one sessions with board members and executives, Product Insight:

Developed a strong product vision centered around community connection, portraying their platform as the hub of
connecting hometowns across the United States.
Created a compelling narrative that highlighted the strategic pillars for growth:

Focusing on core event ticketing and payment business.
Increasing Gross Merchandise Value (GMV) through fundraising and concessions.
Boosting awareness, attendance, and events.
Enhancing GMV through sponsors and merchandise sales.
Expanding event types.



I M P A C T
The implementation of the new product vision and roadmap yielded significant benefits:

Customer Retention
Significantly reduced the risk of churning top customers by focusing on migrating the 14 strategic accounts that made up
50% of the acquired product's revenue.

Alignment and Execution
Established a clear focus on execution, aligning the entire company with the business goals. The team now had a clear vision
and guidance, driving towards shared objectives.

With the product vision and strategic business objectives approved, Product Insight worked with the Product Management
and R&D organization to develop a 12-month roadmap. The roadmap included strategic business themes (value streams) to
facilitate the achievement of the product vision.

D E V E L O P I N G  A  R O A D M A P
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